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ABSTRACT

During the past 20 years, marketing in industrialized countries has evolved towards
Relationship Marketing placing more attention on customer loyalty. To achieve this new
objective, increased interest has been placed on delivering quality customer service. In
parallel, the notion of quality has evolved toward total quality, now considering every
aspect in the company. Following this evolution, new quality tools have been developed,

such as the ISO 9000 standards.

This study aimed at investigating a possible positive link between ISO 9000 and

customer service. In other words, the following question was researched: ‘does the ISO

. 9000 certification improve the level of customer service provided?’ The main implication of

—
this study was to determine if the ISO 9000 certification could be used as a tool to improve

the allegedly low level of customer service provided by South African firms.

A qualitative methodology was chosen to conduct the study, using a triangulation
method to get reliable and valid results. The research’s principle was to compare the level
of customer service provided by companies with the ISO 9000 certification with the level of
customer service provided by companies without the ISO 9000 certification. Six
companies (three with the certification, three without it) were selected in three different
industries. Three different sources were used to determine the levels of customer service
in each company: an interview with a manager, the observation of the sales

representatives’ behaviour, and an interview with one or two of the company’s customers.
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The results showed that the levels of customer service provided by the ISO 9000
certified companies were not necessarily better than the levels provided by the companies
without the certificaﬁon, as some companies without the certification were delivering a
better quality customer service than some companies with the certification. Therefore, the

study found no positive link between ISO 9000 and customer service.

However, the study revealed that ISO 9000 was not fully understood as a total quality tool
by some of the certified companies interviewed, leading them to only partially implement
the certification. Therefore, it is suggested that the way ISO 9000 is understood and
implemented can have an impact on the quality of customer service. If ISO 9000 is well
understood as a global quality tool by managers, and if it is implemented accordingly, with
good ieadership that involves all the empioyees, then it can have a positive impact on

customer service.
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CHAPTER 1 - INTRODUCTION

1.1. CONTEXT OF THE STUDY

In recent years, the business environment has changed bringing a dramatic increase
in global competition. Companies need, therefore, to concentrate their efforts on the customer
to increase their loyalty (Griffin et al., 1995: 87). Customer service has become a key element
of marketing, as it is relevant to the success or failure of a firm. Some writers (Chnstopher et
al., 1991) even consider it as another element of the marketing mix. Blem (1995: 6) suggests
the following definition: “customer service refers to all the activities which create a bond
between organisations and their clients”. Christopher (1992: 5) developed a definition saying
that “customer service is concerned with the building of bonds with customers and other
markets or groups to ensure long-term relationships of mutual advantage.” This is the
concept of relationship marketing, which places emphasis more on customer retention and
loyalty than on customer acquisition (Christopher and Peck, 1998). In addition, marketing is
now going toward ‘one-to-one’ strategies, and the notion of quality has been extended to

adapt to this evolution.

Quality is now “seen as a source of competitive advantage” (Christopher, 1992).
Quality was previously considered from the company point of view, as a way to get a perfect
product or service, but now, “quality, from a relationship marketing perspective, must be
perceived from the viewpoint of the customer” (Christopher, 1991: 7). “Customers do not buy

products, they seek benefits. In doing so, they evaluate competihg offers in terms of the



totality of product and service as well as the ‘relationship’ that currently exists, or potentially
could exist, between themselves and the supplier and/or the brand” (Christopher 1992: 65).

This is part of the notion of ‘Total Quality’.

As part of this trend, standards for quality assurance have emerged throughout the
world, like the ISO 9000 quaiification, which ensures the quality of products and services.
“ISO 9000 was established during the 1980s by the International Organization for
Standardization to establish basic, uniform requirements for Quality Assurance systems’
(Johnson & Chvala, 1996: 246). it applies to a wide range of industries, both in manufacturiné
and services. 1SO 9000 is supposed to be “an effective marketing tool”, which:

- improves performance, co-ordination and productivity

- puts greater focus on business objectives and customers’ expectations

- leads to the achievement and maintenance of the quality of products to meet the customers’
stated and implied needs (International Organization for Standardization, 1996: 9).
According to a 1993 survey among ISO 9000 registered companies, it was found that “higher
perceived quality” and “improved customer satisfaction” were the most important benefits of
ISO registration (Johnson & Chvala, 1996: 248). Customer Service is therefore expected to
be better and more efficient in ISO 9000 certified companies. However, the literature review

doesn't provide any clear statement about what the derived benefits of ISO 9000 for a

company are.
1.2. STATEMENT OF THE RESEARCH PROBLEM
As the concept of quality underlying the 1SO 9000 standard is to meet customer

requirements, the 1ISO 9000 qualified companies should achieve an improved level of

customer service. To confirm this statement, the study investigated the relationship between



the achievement of ISO 9000 quality standards and the level of customer service provided by

the companies. The research involved manufacturing companies in Durban, South Africa.

1.3 STATEMENT OF OBJECTIVES

1.3.1. Statement of overall objective

The overall objective of the study was to assess the impact of the ISO 9000 standard

on the performance of the customer service as perceived by customers.

1.3.2. Statement of sub-objectives

1.3.2.1. Sub-objective 1

The first sub-objective was to establish, from the customers’ point of view, the relative
importance of various customer service components, from the pre-transaction stage to the
post-transaction stage (stock availability, quality of sales representation, ordering
convenience, reliability of delivery, credit terms offered, after-sale service, etc), in order to

determine their expectations and needs conceming customer service.

1.3.2.2. Sub-objective 2

The second sub-objective was to determine the perceived performance of the
services provided from the pre-transaction stage to the post-transaction stage by the

supplying company.



1.3.2.3. Sub-objective 3

The third sub-objective was to compare service levels of companies with ISO 9000
with the service ievels of those companies without it, in order to identify the impact of ISO

9000 on customer service.
1.3.2.4. Sub-objective 4

The fourth sub-objective was to identify the aspects of ISO 9000 that contribute to

improved customer service.
1.4. PROPOSITIONS

In order to achieve the sub-objectives the following propositions were assessed:

P1. It was proposed that the quality of sales representation, the flexibility of the customer
service system, the ordering convenience, the reliability of delivery, and the after-sales
service are perceived as the most important components of quality service, and that stock

availability and credit terms offered are less important (relates to sub-objective 1)

P2: It was proposed that the performance of ISO 8000 certified companies, concerning the
most important elements of quality service, is better than for the companies that do not have
the qualification. On the contrary, it was proposed that the performance of ISO 9000 certified
companies concerning the less important elements of quality service is inferior to that of the

companies that do not have the qualification (relates to 'sub-objective3).



Sub-objectives 2 and 4 are related to descriptive research, and do not warrant propositions.
1.5. DELIMITATIONS AND LIMITATIONS

1.5.1. Delimitations

Firstly, the study was limited to the Dufban Metropolitah Area. The reason for this was
to respect time constraints and to limit the size of the budget.

Secondly, the ISO 9000 certified companies taking part in the study were chosen from
1ISO 9001, ISO 9002 and ISO 9003 certified companies, as every company that has one of
these qualifications is considered to have the ISO 9000 qualification.

Thirdly, the target population of customers was constituted of only industrial
customers. Consumers were thus excluded, since the majority of 1SO 9000 certified
companies (in the Durban area) are essentially working in the field of Business to Business
marketing. However, an exception was made for one company, who's customers were
composed of both industrials and consumers.

Fourthly, the companies taking partin the study were selected from companies selling
a tangible product (service companies were not taken into account), as the population of ISO

9000 companies working in the service sector in the Durban Metropolitan area is too limited.

1.5.1. Limitations

The exploratory nature of the study implies that the results cannot be generalized to

the entire population of industries and companies



1.6. ASSUMPTIONS

It was assumed that customer service is composed of pre-transaction elements,
transaction elements and post-transaction elements. “The pre-transaction element of service
refers to the systems, structures and environment which we seek to create before the sale
takes place. The transaction components are those which the customer experiences during
the sales process and the post-transaction refers to the after-sales context” (Christopher,
1892: 8). Thus, no attempt was made to test whether the customer service components

could in fact be separated into these three categories.

It was assumed that customers are capable of assessing a supplier's customer
service performance. Consumers’ perceptions are often used to assess various elenﬁents ofa
firm, such as in the study by Tumer et al. (1999), who used customers’ perceptions as a
measure in a quality audit. Customers’ perceptions ére aiso used in the study of Berry,

Zeithaml and Parasuraman (Lovelock, 1992), as a base to evaluate service quality.

Finally, it was assumed that the perceived performance is more important than the
actual performance. Lovelock (1992: 224) highlights that the customer is “the sole judge of
service quality’, by comparing the service they receive (perceptions) with the service they
desire (expectations). Therefore, no attempt was made to test if the real performance of

customer service could be defined by the perceived performance (Christopher, Payne and

Ballantyne, 1991: 89).



1.7. IMPLICATIONS OF THE STUDY

A growing number of cohpanies all over the world, including South Africa, are
attempting to qualify for the International Standards Organization’s ISO 9000 certification in
order to achieve quality goals (Tricker, 1997). The ISO 9000 certification is achieving
significant growth throughout the world, including South Africa. A survey conducted in 1997
by Mobil revealed that 200 000 companies were holders of the certificate in 90 countries
(SABS, 1999). Two years before ’there were 128 000 holders (in 86 countries), which

represents an increase of more than 55 %.

In addition, the concept of customer service is taking on more and more importance in
the marketing decisions of managers world-wide, and it is almost considered as another
element of the marketing mix (Christopher, 1991: 13). South Africa has been slow in
committing to this process, as can be seen by the fact that the customer service provided by
South African companies is not as developed as in the United States and Europe (Blem,

1995).

If the proposed relationship between ISO 9000 and customer service does exist, the
ISO 9000 certification could then be used as a tool to improve the level of customer service

for South African companies.

The study moreover contributes to increased academic knowledge about customer
service quality within companies by identifying a possible relationship between the
achievement of ISO 9000 and the level of customer service provided. It does not appear as if

any simitar study has been carried out in South Africa to investigate this relationship.



1.8. DEFINITIONS OF TERMS

1.8.1. Quality

Tricker (1997: 3) defines quality as “the totality of features or characteristics of a
product or service that bear on its ability to satisfy a given need”. The concept of quality has
expanded, from considering only the tangible product features (production) to a broader
approach allowing companies to create or sustain their competitive advantage; Quality has
become the “customers’ perceived value® (Christopher, Payne and Ballantyne, 1991: 68),

therefore involving every part and element of the firm that contributes to the perceived value.

1.8.2. ISO 9000 series

As stated by Tricker (1997: 10), the ISO G000 series is a set of standards, that
“identify the basic disciplines of a quality management gystem that can be used by
manufacturers, suppliers, distributors and end users, large or small. The series specifies the
nationally, regionally and internationally accepted procedures and criteria that are required to
ensure that products and services meet the customer’s requirements®. 1SO 9000 is thus
focused on ensuring consistent quality of the com_pany’s management of quality (South
African Bureau of Standards, 1999).

- ISO 9001 sets out the requirements to be met where a business is involved in design and
deveiopment, production, installation and servicing.

- 1ISO 9002 gives the equivalent requirements where a business doesn’t undertake design
and development.

- 1ISO 9003 is the equivalent model where design control, process control, purchasing or



servicing are not required, and basically inspection and testing are used to ensure that final
products and services meet specified requirements (Intemational Organization for
Standardization, 1996).

1.8.3. Customer service

For Christopher, Payne and Ballantyne (1991: 5), customer service is concerned with
“the building of bonds with customers and other markets or groups to ensure long-term
relationships of mutual advantage®. Customer service can be seen as a process which
involves pre-transaction, transaction and post-transaction considerations in relation to the

exchange process with the customer.

1.8.4. Service quality measurement:

A simple way to measure service quality is the ratio of ‘Performance’ (as perceived by

customers) divided by ‘Expectations’ (as defined by those customers) (Christopher, 1992).

1.9. STRUCTURE OF THE REPORT

This report provides a comprehensive overview of the realization of the study. The next
chapter presents a review of the literature gathered on the various topics related to the study:
notions and concepts regarding customer service, quality, and ISO 9000 are developed.
Chapter 3 develops the qualitative methodology adopted for the realization of the study, and
discusses reliability and validity. Chapter 4 presents the findings in detail. A summary of the

results is provided at the end of this chapter. In Chapter 5, the findings are discussed, and an



answer to the question raised by the study is given. Chapter 6 provides an overall conclusion

and recommendations for industries and academia.



CHAPTER 2 - REVIEW OF LITERATURE RELATED TO QUALITY,

SERVICE, AND 1SO 9000.

2.1. INTRODUCTION

Over the past twenty years, environmental conditions have changed dramatically for
many organizations because of increased foreign and dorﬁestic competition and the
increased quality awareness of customers (Wisner and Stanley, 1999). Follpwing this
evolution, new marketing concepts and tools have been identified to adapt to this changing
environment. Traditional marketing has been refocused toward Relationship Marketing, with a

greater emphasis being placed on the creation of ‘customer value’ (Payne et al., 1995).

The concept of customer service is therefore taking more and more importance in the
marketing decisions of managers world-wide (Christopher et al., 1991:1 3). In parallel, the
scope of quality has widened, from a simple inspection of the final product to a much broader
view involving the organisation as a whole and has become a major means of value creation
(Christopher et al., 1991). The growing importance of service quality derives from this.
Service quality increasingly becomes a strategic force used by managers as a way to

enhance financial performancé and to achieve competitive advantage (Rapert and Wren,

1998).

A variety of quality tools have been developed. Among them, standards for quality
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assurance have emerged throughout the world, like the ISO 8000 qualification, which attracts
more and more followers (Tricker, 1997). Basically, the ISO 9000 standards emphasize
“achievement of process control through quality planning and goat setting, clear éssignment
of task, authority and responsibility, adequate skills and systems for documenting process

performance and responding to process failures” (Anderson et al., 1999: 30).

In the first section of the literature review, the concept of Relationship Marketing and
its related principles, as a background to the study, will be presented. The second section will
be devoted more specifically to the notions of customer service and quality, which are at the
heart of the Relationship Marketing concept. This section will also help clarify the elements
involved in sub-objective1, by defining the customer service components. The third section
will emphasize the importance of delivering quality customer service in today’s environment.
Sub-objective 2 will be addressed in this section, which will establish the link between service
quality, customer expectations and perceived performance. The way to measure service
levels will also be addressed (sub-objective 3). In the last section, the 1ISO 9000 standards
will be introduced. The expected benefits they provide to companies will be presented, as
well as the criticisms they face. This section will provide a partial answer to sub-objective 4 -it

will identify the aspects of ISO9000 that contribute to good customer service.
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2.2. RELATIONSHIP MIARKETING

2.2.1. The emergence of Relationship Marketing

Untii recently the field of marketing has focussed on the core concept of a market-
based transaction, founded on the practices developed for selling mass produced goods to
broad, homogeneous markets (McKenna, 1991). Marketing was more preoccupied with
campaigns and other short-term activities to gain new customers than focussing on keeping

existing customers.

In recent years, evolution in the business environment has made it harder for firms to
maintain long-term sales growth and profitability levels. Global competition has increased
dramatically. A larger choice of products and services is available to the same range of

customers, with little growth in overall markets (Griffin et al., 1995).

According to Kandampully and Duddy (1999: 51), what establishes a fim’s
competitive advantage in today’s environment is its ability to serve customers’ present and
future needs; “It is the firm’s awareness and fulfiiment of customers’ evolving needs that
nurture and validate ongoing relationships with customers”. Realizing the full profit potential of

each customer relationship should be the fundamental goal of every business.

Thus, a new way of perceiving marketing has emerged: from transaction marketing,
which is focussed on product, and where quality is primarily a concern of production,
business moved, in the 1990's, to Relationship Marketing, which focuses now on customer
retention, with emphasis on high customer service and where quality is now the concern of all

(Christopher et al, 1991). Relationship Marketing is actually a refocusing of traditional
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marketing with a greater emphasis being piaced upon the creation of ‘customer value’ (Payne

et al., 1995 : vii). The major contrasts between the traditional approach of mark?fing and the

new concept of Relationship Marketing are presented in Table 1:

Table 1: The shift to Relationship Marketing

Transaction Marketing

Relationship Marketing

Orientation to single sale

Orientation to customer retention

Discontinuous customer contact

Continuous customer contact

Focus on product features

Focus on customer value

Short time scale

Long time scale

Little emphasis on customer service

High customer service emphasis

Limited commitment to meeting customer

expectations

High commitment to meeting customer

expectations

Quality is the concern of production staff

Quality is the concern of all staff

(Source: Payne et al., 1995: viii)

Relationships are becoming the new solution for organizations to succeed in this

newly complex and fast changing environment, as “enduring relationships with customers

cannot be duplicated by competitors, and therefore provide for a unique and sustained

competitive advantage” (Buttle, 1996: 1).
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2.2.2. Principles of Relationship Marketing

2.2.2 1. Definition

Robert and Shelby (1994: 22) propose a definition that is meant to cover all fields
(services as well as industrial markets) and all forms of relational exchange: “Relationship
Marketing refers to all marketing activities directed toward establishing, developing and
maintaining successful relational exchanges”. Gordon (1998: 9) defines Relationship
Marketing more precisely by saying that “Relationship Marketing is the ongoing process of
identifying and creating new value with individual customers and then sharing the benefits
from this over a lifetime of association”. Relationship Marketing thus:

- seeks to create new value for customers,

- recognizes the role of the individual customer not only as purchaser, but in defining the
value they want. In Relationship Marketing, the customer helps the company to provide the
benefit packége that the customer values,

- seeks to build a chain of relationships within the organization to create the value customers
want, and between the organization and its main stakeholders, including suppliers,
distribution channel intermediaries, and shareholders.

(Gordon, 1998 : 9 - 10).

Berry (1995) identifies four strategy elements for practicing Relationship Marketing:
- focussing on developing a core service around which to build a customer relationship
- customizing the core service with extra benefits
- pricing services to encourage customer loyalty

- marketing to employees so that they, in tum, will perform well for customers.
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2.2.2.2. The Relationship Marketing ladder of customer loyalty

Relationship building is, by definition, a long-term process, in which six stages can be

identified (Figure 1):

Figure 1: The Relationship Marketing ladder of customer loyalty

h SRR
Partner t
Emphasis on
Advocate developping and
enhancing
relationships
Supporter (customer keeping)
Client v
Emphasis on new Customer
customers
(customer catching) Prospect
- L

(Source: Payne et al., 1995: vili)

At the foot of the ladder is the target market (prospect), who is then converted into a
‘customer’, someone who has only done business with the company once or occasionally.
The next step is the client (repeat purchases, but may be neutral or even negative about the
company, like banks, for example, which can have clients with very negative views, but they
remain with the bank out of inertia rather than loyalty). It is only when the client is converted
into a ‘'supporter’ that the relationship becomes strong, as supporters like being associated
with the company and can be persuaded to become ‘advocates’, people who actively

recommend the company to others. The final step is where the customer is a ‘partner’, with
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whom the company “seeks to identify ways in which mutual advantage can be gained from
the relationship” (Payne et al., 1995: ix). Achieving customer loyalty is therefore at the core of

the Relationship Marketing concept.

2.2.2.3. A broader, ‘six markets’ view of Relationship Marketing

Traditionally, marketing has been seen from the perspective of managing
relationships with customer groups. Bemy (1995: 242) stresses that “companies must
establish relationships with non-customer groups (the means) to successfully establish
relationships with customers (the end). Relationship Marketing has a much broader
viewpoint: in order to provide the best value proposition in terms of both the product and
customer service, Relationship Marketing is concemed with serving six markets. in addition to
the traditional customer market, the referral market, the supplier market, the employee
market, the influence market, and the intemal market need to be considered, and companies
need to develop a specific strategy to address each of these markets (Christopher et al.,

1991: 20). The six markets are illustrated in Figure 2 below.
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Figure 2: The six markets model : a broadened view of marketing_.

/‘\\
4 N
7 Internal A

1}

l \ markets  /

7 influence’ / Referral
( markets Customer \\\ markets

\‘\/ Markets b

/’\ /’—\
// Employee / Supplier X
markets

(rectuitement)
/

markets / /

(Source: Christopher et al., 1991)
A brief description of each of the six markets is given below:

> Customer markets:

They represent all the people or organizations that buy goods and services from companies
(end users, consumers, or intermediaries). The critical element for managing the relationships
within this market is customer service, as far as, in more and more markets today, it provides

the only effective means to differentiate the offer from that of competitors (Payne et al., 1995)

> Referral markets:

“It has been said that the best form of marketing is to get your customers to do the marketing
for you". This suggests the importance of developing the referral sources (word-of-mouth

recommendations). Referral markets can be intermediares, connectors, multipliers, third-
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party markets, agencies, networks and existing satisfied customers (Christopher et al., 1991:

23).

> Supplier markets:

The vision of the supplier/customer relationship is changing: from the traditionat adversarial
relationship, it is moving to a long-term, very close relationship based on co-operation. “The
principle of co-marketing is based on the concept of both parties agreeing and, as a result,
creating better futures for each of them” (Christopher et al.,, 1991: 24). Building closer and
mutually beneficial relationships with suppliers is of critical importance because suppliers
provide the matenals, products, and services allowing the marketing company to add further

customer value (Payne et al., 1995).

> Employee markets:

These markets form a focal point for Relationship Marketing, since people are key to any
relationship (Gordon, 1998). Moreover,_many firms are learning today that the reason limiting
their success can be attributed to people. From this point of view, companies need to put
special emphasis on hiring adequate employees with the right qualifications. Moreover,
motivation is also a crucial factor that needs to be taken into account. Gordon (1998: 274)
summarizes this point, giving a tip for new marketers : “train, develop and grow people into
owners of a process which seeks to build customer bonding and purchase favorability.” Long-

term employees make long-term customers (Berry, 1995). -
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> Internal markets:

The term ‘intemal marketing’ has emerged in the 1990s to describe the application of
marketing internally within the firm. There are two key aspects underlying this concept: the
first is the notion of internal customer, where every person working within an organization has
a supplier and a customer. The second aspect is concerned with making all employees work
together and in the same direction, towards the company’s mission, strategy and goals.
“Internai marketing [...] was recognized as an important activity in developing a customer-
focussed organization” (Christopher et al., 1991: 30). It has been shown that there is a clear
link between employee retention (especially front-ine employees) and customer retention

(Peck et al., 1999).

> Influence markets:

Christopher et al. (1991) apply the term ‘influencer to-a range of third parties who exercise
influence "over the organization and its potential customers. These influencers may be
governments and their agencies, press and other media, professional bodies, investors, and
pressure groups. in fact, ‘influence markets’ include all of the‘groups that have traditionally
fallen within the domain of Public Relations. “While relationships with these parties may not
directly add value to a product or service, they can directly influence the likelihood of

purchase or prevent an offer from even reaching the market® (Peck et al., 1999: 9).

Thus, the concept of Relationship Marketing is‘ concerned with both a consideration of
the six market areas and the creation of a bond with each of these markets. This bond results
from the quality of the ongoing relationships, as well as the quality of products and services
produced. “It is this notion of Total Quality, in the sense of providing customer perceived
value, that creates an opportunity to tum transaction-based marketing into relationship-based

marketing” (Christopher et al., 1991: 31).
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2.2.3. Loyalty as the basis of business performance

The concept of loyalty that marketers have developed for brands also applies equally
to stores, service suppliers, and other vendors. To refer to all these targets of loyalty, the
general term customer loyalty can be used, which can be defined as “customer's commitment
to a brand or a store or a supplier, based on a strong favourable attitude and manifested in

consistent repatronage” (Sheth et al., 1999: 701). In other words, loyalty is a commitment to

repurchase.

The concept of Relationship Marketing, described in section 2.2., is based on the
creation of lasting and ongoing relationships with the customers and the other related
markets. Therefore, more attention is being placed on customer retention than on customer
acquisition, and loyalty is meant to he the final goal (Christopher et al., 1991). As Reichheld
(1996: 1 - 2)'says, loyalty is not dead, as proclaimed by some experts, but rather remains
“one of the great engines of business success”. He notices that businesses that concentrate
on finding and keeping good customers continue to generate superior results. “Consistently
high retention can create tremendous competitive advantage, boost employee morale,
produce unexpected bonuses in productivity and growth, even reduce the cost of capital’
(Reichheld, 1996: 1 - 2). Loyalty is therefore the basis— of business performance, which is not

only associated with profit itself but also with the value created by the firm for its customers.

Indeed, loyalty is a truer mean of corporate performance than profits. Profits alone are
unreliable because itis possible to raise short-term eamings by liquidating human capital. For

instance, pay cuts and price increases can boost eamings, but they have a negative effect on
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employee and customer loyalty. The only way to gain loyalty is providing superior value. This
long-term approach leads to what has been called virtuous profits, ‘healthy’ and lasting
profits, resulting directly from that value creation, as opposed to destructive profits, coming

from exploiting assets (Reichheld, 1996).

Another point is that, economically, it is well known that the cost of gaining new
customers is higher than the cost of keeping customers (Zeithaml et al., 1996; Payne et al.,
19895; Loomis, 1999; Reicheld and Sasser, 1990). The search for additional profit through
customer acquisition can be self-defeating. “The cost of gaining even an extra percentage
point can be prohibitive'and it is not so much the absolute market share that counts but the
quality of that share” (Christopher and Peck, 1998). Furthermore, as shown by Zeithaml et al.
(1996), customer retention generates positive financial impacts, while customer defection

leads to negative financial consequences.

Reichheld (1996 19 - 21) summarizes the impact of loyalty on business performance
as follows:
- Revenues and market share grow when the best customers are considered in the
company’s business, building repeat sales and referrals.
- Consistent delivery of superior value to customers increases employees’ loyalty by giving
them pride and satisfaction in their work. Moreover, as long-term employees get to know
long-term customers, they learn how to provide still m;>re value, which further reinforces botﬁ
customer and employee loyalty.
- Loyal long-term employees get to reduce costs and improve quality, which further improves
the value delivered to the customer and leads to superior productivity.
- Higher productivity and increased efficiency of dealing with loyal customers generates a

sustainable cost advantage leading to higher profits.
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The main determinant of loyalty is the delivery of a quality customer service.
“Excellent service companies perform better on the bottom line because they perform better
for their customers. Customers respond to these firms because they perceive more value in

their offers than in competitive offerings” (Zeithaml et al., 1990: 11)
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2.3. CUSTOMER SERVICE AND QUALITY IN RELATIONSHIP MARKETING

2.3.1. Customer service

2.3.1.1. Customer service as the heart of Relationship Marketing

“More than any other, the role of customer service is seen as a potential source of
differentiation and competitive advantage in the market place” (Morris and Davis, 1992: 343).
The increasing importance of customer service is obvious from both an observation of what's
happening in the business environment and a study of the interests of current academic
research. Customer service has emerged as having an important place in the Relationship

Marketing concept (Christopher et al., 1991).

There are many definitions of customer service. To many, it means being friendly,
delivering on time, and answering the customer's needs quickly (Blem, 1995). While this
behaviour is indeed part of the notion of service, there is more to take into account. in the
wider context of Relationship Marketing, customer service refers to all the activities, which
create a bond between organizations and their clients or customers to ensure long-term
relationships of mutual advantage. Some writers Iike_KotIer even consider customer service

as another element of the marketing mix (Christopher et al., 1991).

Christopher (1992: 8) proposes a more specific definition. Customer service is “a
system organized to provide a continuing link between the time that the order is placed and
the goods are received with the objective of satisfying customer needs on a long-term basis”.

This last definition suggests that customer service needs to be seen in the context of the
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supply / marketing channel (from suppliers’ suppliers, to suppliers, to the company itself, to its
customers, to its customers’ customers). This approach suggests that customer service
should not just be seen in the context of the company and its relationship with its customers,
“but also in its downstream relationship with its ultimate customers, as well as its upstream
relationships with suppliers, and perhaps even the supplier's supplier’ (Christopher et al.,

1991: 15).

2.3.1.2. Customer service components

Finally, customer service can be seen as a process which provides time and place
utilities for the customer and which involves pre-transaction, transaction and post-transaction
considerations relating to the exchange process with the customer (Christopher, 1992). Very
simply, the pre-transaction elements of service refer to the systems, structures and
environment which a company seeks to create before the sale takes place. The transaction
elements are those that the customer experiences during the sales process, and the post-
transaction elements refer to the after-sales context (Christopher, 1992). Figure 3 presents, in

more detail, these three components.

Figure 3: Customer service components

Pre-transaction elements - Written poiicy (printed customer policy, which is

displayed publically)

- Flexibility (to last minute order modifications, for
example)

- Product knowledge of employees

- Technical information

- Employees’ willingness to build and maintain good

relationships
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- Consistent lead times
- Formal production schedules
- Accuracy of quotes

- Ability to meet the desired product requirements

Transaction elements - Employees appearance to customers

- Facilities appearance to customers

- Employees willingness to build and maintain good
relationships

- Order convenience

- Providing order status information

- Accuracy of billing

- Accuracy of shipping

Post-transaction elements - Preventing stockouts

- Product training to customers

- Employees willingness to build and maintain good
relationships

- On-time delivery

- Ability to trace a product for recalls

- Ability to handle compiaints

- Follow-up for customer satisfaction

- Product development

(Source: Christopher, 1992: 8, Morris and Davis, 1992: 348)

The above list doesn’t pretend to be fully comrirehensive nor static, as some elements
could be added, removed, or moved from one category to another, to adapt the
characteristics of different industries or even at a smaller scale, of different companies.

However, the list covers a maximum of customer service elements.
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in compliance with the Relationship Marketing concept, the willingness from
employees to build and maintain good relationships with the customer is an important

element of customer service, occurring during the three stages of the sale.

2.3.1.3. The importance of personal selling in customer service delivery

“Personal selling involves person-to-person communication with a prospect. It is a
process of developing customer relationships, discovering customer needs, matching the
appropriate products with these needs, and communicating benefits through informing,

reminding, and / or persuading” (Manning and Reece, 1995: 6).

In today’s environment, where the quality of the service delivered is a major
determinant of sales, the front-line employees - often the sales representatives - are crucial.
Increasingly, personal selling is viewed as an important form of customer service. Iindeed, the
behaviour of the front-line employee toward the customer on a consistent basis will be what
inﬁuences the customer's decisions to do business with any organization. From the
customers’ point of view, the employee with whom they deal is the company. If this employee
is helpful, courteous, and knows what he’s talking about, the company will be perceived as a
company that looks after the customer. On the other hand, if the employee is rude,
inattentive, and doesn’t have the adequate knowledge, the organization will be perceived as
being uncaring about the customer. “What is of paramount importance is how much
customers of today value and look for intangible aspects of the customer/supplier
relationship. Every customer wants to be important and he wants to be treated in a way that

makes him feel important” (Moreo, 1996: 2).
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The sales representative has therefore a major role to play from the pre-transaction
stage to the post-transaction stage. Futrell (1997) decomposes the sales representative’s

work into ten steps, presented in Figure 4 below:

Figure 4: The selling process has ten important steps

1- Prospecting

Pre-transaction {2- Pre-approach

3- Approach
4- Presentation
5- Trial close

Sales presentation
6- Determine objections

(transaction)
7- Meet objections
8- Trial close

9- Close

Post-transaction [ 10- Follow-up

(Source: Futrell, 1997 : 170)

These steps must be operated professionally - with quality - by the sales
representative to allow the next step to happen. For example, if the prospecting and pre-
approach are not implemented properly, the transaction (sale) may never happen. The
‘Follow-up’ is of greatest importance because it determines whether the customer will buy

again from the company or will switch to a competitor (Futrell, 1997).

Cook (1997) identifies five main skills needed by sales representatives, and front-line

employees in general, to ensure the best customer service (Table 2).
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Table 2: Front-line employees’ required skills

’i Skill Content

1 | Maintain records relating to customer service, organize own

Maintain reliable
work pattern to respond to the needs of customers, make use of

customer service
networks

2 Select information for communication to customer, facilitate flow

Communicate with
of information between organization and customer, adapt

customers
methods of communication to the customer

3 Develop positive Respond to the needs and feelings expressed by the customer,
working relationships | present positive personal image to customer, balance the

with customers needs of customers and organization

4 Solve problems on Identify and interpret problems affecting customers, generate

behalf of customers | solutions on behalf of customers, take action to deliver solutions

5 Obtain and use feedback from customer, communicate patterns
Initiate and evaluate | and trends in customer service within the organization,

change to improve contribute to the evaluation of changes designed to improve
service to customers | service to customers, initiate changes in response to customer

requirements

(Source: Cook, 1997: 154)

2.3.1.4. Customer service in South Africa

“Customer service in South Africa is awful” (Cheales, 1995: 5).

As has been shown, customer service is taking more and more importance at both the
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macroeconomic and microeconomic level. However, South Africa has been siow in
committing to this process, as can be seen by the fact that the customer service provided by
South-African companies is not as developed as in the United States or Europe (Blem, 1995).
Cheales (1994: x) stresses that though “the hottest buzzwords in South Africa today are
‘quality service’ and ‘customer care’, usually qualified by the adjeétive ‘excellent”, this is
rarely put into application. Companies take those words into account in rewriting their mission
statements to incorporate the new references of the worldwide trend, but little change actually
occurs at ‘the moment of truth’, when the customer is in relation to the company. Indeed,
customer service in South Africa remains poor. The country was rated 23rd in a survey of
customer service in 24 countries according to Campbell (2000). He criticizes Durban's
customer service in the columns of the Sunday Tribune by saying that it is appalling and
adding that companies seem to consider that customers are a necessary irritation they have

to endure.

According to Blem (1995: 10), several reasons explain the poor South African

customer service:

- The bureaucratic nature of government departments where service is provided under duress
and which have “made South African customers helpless, dependant, and accustomed to
being told what to do”,

- The history of racial intolerance - service is considered as a form of servitude,

- Ignorance of the employees.

But South African managers also have a tendency to forget that the customers are the
foundations of business and keep the company in existence, and that customers alone give
employment. Cheales (1994: x) recalls that “there is only one valid definition of business

purpose: to create a customer. It is a customer who determines what a business is. ltis the
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customer alone whose willingness to pay for goods or services converts economic resources
into wealth, things into goods.” Moreover, today’s customers want more than a product, more
than quality, more than product performance - they insist on added value, they demand
service. South Africa must react to reach a level of world class customer service. Companies
that fail to meet customer service expectations “will be driven to the wall” (Cheales, 1994: xi).
Many businesses, including old, established companies, have already succumbed. Browning
(1998) also wams that as South Africa enters the global economy, it becomes important that
the issues of service are addressed as a matter of priority if the country wants to be able to
compete in the international arena. South African companies should understand that there is
a tremendous opportunity for them to enhance their bottom line by providing excellent

customer service (McGraw, 1999).

The present study will establish if ISO 9000 has a positive impact on customer
service. If this is the case, the ISO 9000 certification process could then be used as a tool to

improve the level of customer service for South African companies.

2.3.2. Quality

2.3.2.1. Evolution of the quality concept

“The quality world has changed’ (Bice, 1999: 28). He noticed that “the focus on quality
has moved from an inward look at company requirements to an outward view of the needs,
desires, and expectations of the customer”. Perceptions of quality and its role in a firm’s
competitiveness have changed dramatically over the last three decades. Consumerism, the

global marketplace, and e-commerce have played a major role in these shifts. Consumers
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and businesses are demanding increased quality products and now, with the Intemet, they
can ‘shop the world’ to find them. Thus, the role of quality has evolved into a strategic one
and therefore quality has become an imperative that no firm can ignore (Withers and

Ebrahimpour, 2000).

From one of final inspection, the quality approach is now moving to one of assessing
whether critical processes are in control and giving guidance to others in the techniques
involved. This change in focus, from inspecting production outputs to controlling the
processes, has considerable importance as far as all the company processes are now

involved (Christopher et al., 1991).

From this globalisation of quality within the firm, many new quality philosophies and
initiatives, now considering quality throughout every process of the firm, have appeared
(Withers and Ebrahimpour, 2000). Total Quality Management (TQM), developed by Deming

and Juran, and the quality certification scheme ISO 9000, are two of these new initiatives.

2.3.2.2. Definition of Quality

The term ‘quality’ actually covers a large range of concepts. Quality is, first and
foremost, conformity to specifications. However, in the new wider scope of quality,
specifications have to be linked to the global offer of tl'-le firm (products, but also services) and
are no longer determined by the company, but are to be related to customer requirements
(Teboul, 1991: 24-25). “While the substance and determinants of quality may be undefined,
its importance to firms and consumers is unequivocal” (Parasuraman et al., 1985: 44). For
the Intemational Organization of Standards (ISO), “quality is the totality of features and

characteristics of a product, process, or service that bear on its ability to satisfy stated or
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implied needs” (Teboul, 1991: 43).

From a Relationship Marketing perspective, quality is aiso perceived from the
viewpoint of the customer, and must be understood as a way to create a competitive
advantage (Christopher et al., 1991). Quality is indeed how the offer becomes unique and
gets value in the eyes of the customer. Relationship Marketing and its association with quality
as a competitive strategy seeks aiways to create enough valiue in the sale in order to bring
customers back for more (Christopher et al, 1991). In this context, quality has to be

understood in the sense of customer perceived value.

“Quality is a customer determination, not an engineer determination, not a marketing
determination, or a general management determination. It is based upon a customer’s actual
experience with the product or service, measured against his or her requirements - stated or
unstated, conscious or merely sensed, technically operational or entirely subjective - and

always representing a moving target in a competitive market” (Feigenbaum, 1891: 7).



2.4. QUALITY AND CUSTOMER SERVICE

2.4.1. The need to deliver quality service

“Service quality has emerged as an irrepressible, globally pervasive strategic force as
well as a key strategic is‘sue on management’s agenda” (Rapert and Wren, 1998: 223).

Delivering quality service is indeed considered an essential strategy for success and
survival in today’s competitive environment (Zeithami et al., 1996). Service quality influences
profits by increasing market share and achieving a price premium. It has been observed that
businesses in the top quintile of relative service quality, on average, realise 8% higher prices

than their competitors (Zeitham! et al., 1996).

Figure 5 shows that delivering a superior quality service leads to customer loyalty,

which has positive financial impacts on the firm. On the other hand, bad financial

consequences result from bad customer service.

Figure 5: The behavioural and financial consequences of service quality

+$

Ongoing revenue
Increased Spending
Price Premium
Referred customers

Service Behavioral
quality intentions

@ ,(fw Remain |4
BEHAVIOR FINANCIAL CONSEQUENCES

> Defect — -$

T | T
{d nferior )——u\my_c/

Decreased Spending
Lost customers
Costs to attract new customers

(Source: Zeithaml et al., 1996: 33)
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Service quality is thus a determinant of whether a customer eventually remains with,
or defects from, a company. When service quality is high, the customers behavioural
intentions are favourable, which strengthens his relationship with the company. On the

contrary, when service quality is low, the relationship is more likely to be weakened (Zeithaml

et al., 1996).

This chain of impact of service quality on satisfaction, and satisfaction on customer
retention (customer loyalty), and further, customer retention on profitability, has been shown

in the literature (Storbacka et al., 1994).

Excellent service creates true customers - customers who are glad they selected a
firm after the service experiences, customers who will use the firm again and praise the firm

to others (Zeithaml et al., 1990).

2.4.2. Customers’ expectations as the determinant of service quality

Research has shown that customer expectations are determinants of service quality
(Parasuraman et al., 1988). Many factors may influence customers’ expectations.
Parasuraman et al. (1985) have researched these factors for the development of the

Servqual model. The following figure (Figure 6) presents the four main factors that determine

the expectations for the service.
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Figure 6: Customer assessment of quality
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(Source: Zeithaml et al., 1990; 23).

First of all, word of mouth communications - what customers hear from other
customers - is a potential determinant of expectations. For instance, the high quality of
service customers expect from chosen product-repair firms often stem from the
recommendations of their friends or neighbours. Second, it seems that customers’
expectations appear'to vary depending on their individual characteristics and circumstances.
Personal needs of customers might indeed influence their expectations. For example, as far
as credit-cards are concemed, some customers expect credit-card companies to provide
them with the maximum possible credit limits, while others wish that their credit-card
companies were more stringent than they are. Third; the past experience of using a service
also influences customers’ expectations. Fourth, external communications from service
providers play a role in shaping customers’ expectations. External communications consist in
a variety of direct and indirect messages conveyed by the firm to customers (advertisements,

for instance, or even price, are included in external communications) (Zeithaml et al., 1990).
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Besides, the research by Parasuraman et al. (1985) has suggested that there are a

number of basic dimensions of service quality that can be generalized across markets. These

ten critena are presented in Table 3.

Table 3: Ten dimensions of service quality.

Dimensions |

- .- Definition .of the dimension

Example

Tangibles Appearance of physical facilities, ex: s my credit card statement easy to
equipment, personnel and understand?
communication materials
Reliability Ability to perform the promised service | ex: |s my credit card statement free of errors?
dependably and accurately
Responsiveness Willingness to help customers and ex: Are charges for returned merchandise
provide prompt service credited to my account promptly?
Competence Possession of the required skills and | ex: When | call my credit card company, is the
knowledge to perform the service person at the other end able to answer my
questions?
Courtesy Politeness, respect, consideration and ex: Are the telephone operators in the credit
friendliness of contact personnel card company consistently polite when
answering my call?
Credibility Trustworthiness, believability, honesty of | ex: Are the interest rates/fees charged by my
the service provider credit card company consistent with the
services provided?
Security Freedom from danger, risk or doubt ex: s my credit card safe from unauthorized
use?
Access ex: Does the credit card company have a 24-

Approachability and ease of contact

hour, toli-free telephone number?

Communication

Keeping customers informed in a
language they can understand, and
listening to them

ex: When | call my credit card company, are
they willing to listen to me?

Understanding the

customer

Making the effort to know customers and

their needs

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

(Source: Zeithaml et al., 1990: 21-22).
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An interesting study by Carman (1990) suggests that these ten dimensions are

generic and may be reshaped (some may be removed and some others developed) to adapt

to the type of service provided.

2.4.3. Measuring service levels

Quality was previously only concemed with products, i.e. tangible goods, and was
defined in terms of conformance to manufacturer's specifications. Services, basically, are
intangibles. Thus they are performances and experiences rather than objects. For that
reason, precise manufacturing specifications concerning uniform quality can rarely be set.
Moreover, when what is being sold is purely performance, the criteria customers use to
evaluate it is complex and difficult to capture precisely (Zeithaml et al., 1990). Services are
also heterogeneous: their performance often varies from producer to producer, from customer
to customer, and from day to day. Finally, production and consumption of many services are

inseparable. Service quality is thus “an elusive and abstract construct that is difficult to define

and measure” (Cronin and Taylor, 1992: 55).

Several conceptual models have been developed to try to assess and measure
service quality as precisely as possible. Although héving been questioned by some authors
(Cronin and Taylor, 1992; Brown et al, 1993), the most acknowledged system to assess
service quality remains the Servqual model, developed by Parasuraman et al. in 1985. This
model has been widely cited in the marketing literature and is also extensively used in

industry (Brown et al., 1993).
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Parasuraman et al. (1990) suggest following six broad guidelines to perform service
quality research:
a- measure performance against customers’ expectations
b- measure performance against competition
c- measure the relative import of service dimensions and attributes
d- perform qualitative research, too
e- conduct employee research

f- conduct ongoing research

These points are more precisely describe below:

a- measure performance against customers’ expectations

As has been said before, service quality is determined by customers’ expectations.
Parasuraman et al. (1988: 16) noted that “service quality, as perceived by customers, stems
from a comparison of what they feel service firms should offer (i.e., from their expectation)
with their perceptions of the performance of firms providing the service”. In effect, customers’
service expectations provide a base for their assessment of the service. When service
performance falls short of expectations, a service quality gap results.

One approach to measure the service gap is the Servqual model concept developed
by Parasuraman, Berry and Zeithaml. Servqual consists of about 20 paired questions split

between 2 sections - an ‘expectations’ section and a ‘perceptions’ section, the first one to

~ capture customers ‘expectations’ of firms in general within a service category, and the second

to measure customers’ ‘evaluations’ of a particular firm’s service. Servqual identifies several
service categories (tangibles, reliability, responsiveness, etc., as shown by Table 3) and uses
7-point scales. With data generated by using the Servqual instrument, a company can
quantify the gap betweeh customer expectation and perception and follow its evolution

(Zeithami et al., 1990).
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b- measure performance against competition

“Competitor service performance is another essential context for service quality
measurements (Zeithami et al, 1990: 37). Managers get a better idea of what should be
service improvement priorities for their company if they measure the firm's service strengths
and weaknesses against those of competitors. This concept is called benchmarking, where
customers’ perceptions of the company’s performance is measured against other suppliers.
Christopher (1992: 58) identifies 4 steps to conduct effective benchmarking:

1- Determine customer-based definitions of service

2- Utilize Trade-Off analysis to identify key service factors (like Pareto analysis or

80/20 rule)
3- Benchmark performance against key competitors

4- Develop service profile and service performance matnx

Christopher (1992: 64) underlines that it is essential to also benchmark the process,
not just the outputs of customer service, because “the value of brocess benchmarking is that
it enables the organization to break away from the established mould within the industry in
which they compete and instead to identify best practice, wherever it may be found, with a

view to incorporating it in an innovative way in their own systems”.

c- measure the relative importance of service dimensions and attributes

Research has shown that the various service dimensions and their attributes are not
uniformly important to customers (Zeithaml et al., 1990). Therefore, managers need to gather
data on the relative importance of these service factors to target markets and thus avoid
spending money on the wrong initiatives. Several methods are available to measure the

relative importance of customer service elements. One of them is to rank order service
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dimensions or attributes, or to rate them on a scale from “not at all important” to “extremely

important” (Zeithaml et al., 1990).

d- Perform qualitative research. too

Zeithaml et al. (1990) think that it is essential to couple quantitative and qualitative
service quality research. One form of research without the other is insufficient. While
quantitative research can quantify the extent of service quality gaps, it can not capture certain
critical attributes that influence customers’ service perceptions - for example, a contact
person’s mannerisms and ‘tone’ of service - that can only be assessed through qualitative
research.

Qualitative research methods include customer focus groups, informal conversations
with individual customers, and depth interviews. “Qualitative research gives managers the
perspective and sensitivity so critical in interpreting the data and initiative improvements

efforts” (Zeithaml et al., 1990: 40).

e- conduct employee research

Employees who perform the service have the best possible viewpoint for observing
the service and identifying elements that cause bad quality in the service. Furthermore,
employees who perform services are themselves customers of intemal services on which
they depend heavily to do their jobs well. Hence the only way to measure internal service
quality is through employee research (Zeithaml et al, 1990). Zeithaml et al. (1990: 42)
suggest that 2 broad categories of questions be used: |

- whatis the biggest problem you face day in and day out while trying to deliver high

quality service to your customers ?

- If you were president of this company for one day and could make only one

decision to improve the quality of service, what decision would you make?
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f- conduct ongoing research

Companies have to implement a service quality research process, not just a study,
which only provides an image at a moment in time. It is suggested often in the literature that
'service is a journey, not a destination’. The same can be said for. service quality research,
“which supporis the continuous improvement objective that characterizes all great service

organizations” (Zeithaml et al., 1990: 40).

2.4.4. Elements needed within the organization to ensure quality customer service
2.4.4.1. Listening to customers

As mentioned above, service quality is dependent upon customers’ expectations.
Therefore, to ensure service quality, companies have first to know and understand those
expectations. Listening to customers is of vital importance. “The more direct feedback an
organization receives from its customers, the better it can develop its relationship with them”
(Cook, 1997: 105). Market research is the first step to establish the customers’ needs. In
addition, monitoring satisfaction regularly is also important to maintain a customer-focused

organization.

The literature also suggests that the intemal customer is in direct relation with the
external customer and should therefore be taken into account. “Successful intemal service
encounters are considered to have a direct link to extemal customer satisfaction” (Wisner and
Stanley, 1999: 26). Hence, the internal customer must be heard and their needs must be met

so that a firm can successfully address the external customer’ needs.
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2.4.4.2. Empowerment and ownership

Organizations where employees are empowered and take ownership of service
quality are more likely to deliver excelient service to their customers. Empowerment can be
reached firstly through the creation of the right environment, where co-operation and support
are key words throughout all levels of the firm. Teamwork shbuld also be developed, as it “is
often an integral element of empowered customer service and is a proven means of
encouraging the acceptance of greater responsibility’ (Cook, 1997: 124). Besides,
empowerment plays an important role in service recovery and many organizations are
delegating responsibility and decision-making powers to front-line staff who are in charge of
dealing with customer complaints (Cook, 19-97). Moreover, encouraging employees to solve
customer problems and eliminate the source of complaints allows them to be ‘nice’, and
customers treat them better in retum. The overall exchange is more rewarding, and not just
customers but also employees will want to continue their relationship with the company

(Reichheld and Sasser, 1990).
2.4.4.3. Training and development for customer service

Training and development has become essential to achieve quality customer service.
It helps companies “to be more flexible, pro-active and customer focused in the face of fierce
competition, but it is also a prime motivational tool” (Cook, 1997: 146). Though of first
importance, the customer service training should not be restricted to front-line employees.
Everyone should take part in it. Typical skills that need to be transmitted through training
include: listening and questioning skills, oral communication, dealing with difficult customers,

written communication skills, teamwork, complaint handling, managing pressure and stress,
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and probiem-solving in teams. Whatever topic it is, the training should be based on customer

feedback (Cook, 1997).
2.4.4.4, Effective internal communication

Service quality can not happen without communication. It should become part of the
culture of the organization through constant and consistent communication. “The
development of communication media to convey the service philosophy is a vital means of
creating an awareness of the investment that an organization is making in service” (Cook,
1997. 164). A service message should be disseminated into all organizational activities in
both external and intemal communications. Companies need to develop a communication

plan to ensure that the most adequate medium is chosen to convey the message to the target

audience (Cook, 1997).
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2.5.1SO 9000 AND QUALITY.

2.5.1. Definition and historical background of ISO 9000

The ISO standards emanate from the International Organization for Standardization
(1ISO), a worldwide, Geneva-based federation of 130 countries, each represented by its own
regulatory body. Their intemational agreements are published as International Standards 1ISO
9000, providing a consistent universal measure of quality (Browne, 1999). These standards
were introduced in 1987 to facilitate global trade by harmonizing quality terms and systems
(Withers and Ebrahimpour, 2000). In fact, the ISO 9000 standards were primarily adopted as
the means of harmonizing the technical norms of the twelve member states. However, the
ISO’s aim was to develop “generic quality management standards for worldwide application”
that would give “mutual benefit to producers and users alike” (Anderson et al., 1999: 29). By
1989, ISO compliance had become part of hundreds of product safety laws all over Europe,
and covers everything from medicine to telecommunications. ISO certification became

compulsory for any company selling into the European market from 1993 (Shepard, 1994).

The ISO 9001-9003 is a series of documents on quality assurance that govems the
overall management of a business entity (Giguere and Smith, 1999). it establishes the
documentation and procedurai standards that must be met (Anderson et al., 1999). Under
these standards, controls must be established for every aspect of the production process and
all operational procedures and managerial actions must be documented (Zhu and
Scheuermann, 1999). Thus ISO 9000 certification does not regulate or control product quality
in itself, but the high documentation requirements serve to identify deficiencies in processes

or quality controls leading to the implementation of improvements (Withers and Ebrahimpour,



2000). ISO 9000 emphasizes achievement of process control through quality planning and
goal setting, clear assignment of task authority and responsibility, adequaté skills, and
systems for documenting process performance and responding to process failures (Anderson
et al,, 1999). The achievement of the certification is based on third party assessment and

periodic audits to confirm that the system meets and adheres to the [SO 9000 Standard

(Anderson et al., 1999).

The 1SO 9000 standards consist of the following standards, covering three major
areas of certification:
> ISO 9001: covers all the processes of a company from design and
development to procurement, production, testing, installation, and service.
> SO 9002: covers everything except design and development.
> [SO 9003: covers only inspection and testing.

(Cortada and Woods, 1995; Intemational Organization for Standardization, 1996).

To get certified, companies start with a 100-page, fivé-part guidebook that directs
them to document how workers perform every function that affects quality, and to set up
mechanisms to ensure that they follow the stated routine. Internal teams verify that
procedures are being followed in twenty domains, from purchasing to design to training. Once
the company feels ready, independent auditors inspect the company to award a certificate of
compliance (Shepard, 1994). Outside auditing occurs -every six months to ensure compliance
of real practices with the documentation (Zhu and Scheuermann, 1999). The ISO 9000
Standards are not supposed to impose a standardized bureaucratic system on organizations.
In fact, it is not a single system at all, but is unique to each organization. “it helps to define
those elements of business practice that should be addressed by the organizational system”

(SABS, 1999: 12).
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2.5.2. Expected benefits of 1ISO 8000

Before addressing the benefits of ISO 9000, it is important to understand a firm’'s
motivation for ISO 8000 certification. Anderson et al. (1999: 40) conducted a comprehensive
study of North American companies that reveals that “contrary to the view held by many
critics of the ISO 9000 quality assurance standards, certification is not sought primarily in
response to regulatory requirements” (i.e. complying with government or customer demands),
but is actually adopted as oﬁe tool in a larger strategy of quality management. Managers thus
seek registration because they hold ISO 9000 as part of their quality management effort

toward competitive advantage (TQM, for example) and not because the market asks them to.

However, one of the first benefits of ISO 9000 described in the literature remains the
confidence it gives customers. Customers have increased confidence in certified companies.
In other wofds, ISO 9000 satisfies the need for extemal quality assurance, or the need “to
streamliine and enhance the process of assuring a customer that a business will deliver its
service or product” (Giguere and Smith, 1999: 13). According to the ISO, other benefits can

also be derived from the ISO 9000 certification:

> Improvement of performfance, coordination and pro.ductivity

> Greater focus on business objectives and customers’ expectations

> Achievement and maintenance of the quality of the pfoduct to meet the customers’ stated
or implied needs

> Management confidence that the intended quality is being achieved and maintained

> Evidence to customers and potential customers of the organization’s capabilities
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>Opening up new market opportunities or to maintain market share (International

Organization for Standardization, 1996).

According to a Dun & Bradstreet survey, 72.3% of organizations with ISO 9000
certification have a major competitive advantage in winning businesé. “Having a documented
quality procedure gives us a strong advantage over competitors. It provides us with intemal
benchmarks so that we can monitor the amount of preventive maintenance vs corrective

maintenance” says Ron Miller, Executive Vice President of Omni’'s MainTech Corporation

(Browne, 1999: 42).

Quality World Magazine published another study in 1995, showing that certified firms
significantly outperformed their competitors across all major business measurements. Table 4

reflects some of these results:

Table 4: Advantages of an ISO 9000 listing

Improvement of product/service quality 76.08 %
Decrease in products that do not adhere to standards 57.86 %
Improvement of esteem in the market place ' 71.30 %
Increase in competitive edge 56.95 %
Improvement in internal communications 53.08 %
Improvement in quality awareness ’ 84.05 %
Cultivation of a quality culture 69.70 %
Improvement in record-keeping , 85.19 %
Improvement of management efficiency 56.04 %
Improvement of customer service / client service / customer care 72.44 %
Decrease in faulty product returns 58.31 %

(Source: South African Bureau of Standards, 1999: 5)
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A study conducted in Colorado in 1995 examined ISO 9000 companies to identify
what managers think of the 1SO 9000 registration process. Table 5 shows what managers

perceive the benefits of ISO 9000 to be:

Table 5: Benefits of ISO 9000 Registration

Benefit Frequency
Establishes a formal system (1SO 9000 as a framework) ' 45.0 %
Establishes a consistent documentation method 45.0 %
Provides a competitive advantage or helps meet customers’ expectations 35.0%
Establishes a quality system where none previously existed 17.5%
Better understanding of processes and responsibilities 15.0%
Better understanding of total quality management 10.0 %
Promotes teamwork 75%
Other 7.5%

Note : respondents could give more than one response

(Source: Weston, 1995: 71)

Table 6 shows the perceived benefits at the shop-floor level, where the customeris in

direct contact with the company.

Table 6: Perceived positive benefits of ISO 9000 registration at the shop-floor level

Benefit Frequency
Better understanding of what is expected 55.0 %
Clarifies roles and responsibilities 40.0 %
Happy to have documented procedures 40.0 %
Improves communication 12.5%
Better link to other functions 7.5%
Better response to problems 75%
Note : respondents could give more than one response

(Source: Weston, 1995: 71)
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Although many articles about ISO 9000 and its benefits exist in the literature today, in
general these publications are speculative, anecdotal and usually based on the experiences
of a single company. For this reason, all the benefits identified from the literature and cited

above should be considered as trends rather than as precise and fixed benefits of the 1ISO

9000 certification process.

2.5.3. Importance of ISO 3000

The contribution of ISO 9000 standards to global quality system confommity is
evidenced by the number of firms worldwide that have achieved certification: from fewer than
30 000 in 1992 to over a million in 1998 (International Organization for Standardization,
1999). In parallel, the standards are becoming even more important as they are being
emphasized by the United Nations, the Organization for Economic Co-operation and
Development, and the World Trade Organization (Cascio, 1999). ISO 9000 registration has -
been encouraged all around the world, including by govemments in countries such as Hong-

Kong, Malaysia, Singapore and China (Ho, 1995).

In recent years, there has also been a discemible rise in ISO 9000 registration in the
service sphere. Today, both ‘Iarge and small service c;ampanies appreciate that ISO 9000 is a
management tool that can maintain their market focus and improve their competitive position
(Giguere and Smith, 1999). “All of the small, privately held service firms, as well as the large,
multi-site production companies surveyed used ISO 8000 as an agent for productive change
to help them manage their competitive environment today and plan their future leadership in

expanding American and global markets” (Struebing, 1996: 23).



---------‘--

2.5.4. Criticism of ISO 9000

“Standards. To a few, they're as intriguing and controversial as Madonna” (Daniels,
1999: 27). Since their creation, standards have received much criticism. Some of the most

common criticisms of ISO 9000 are discussed below.

In general, the message from the literature concerning the value of 1ISO 9000 is
divided into two points of view: while some think that ISO 9000 can be a great tool (often
associated with TQM efforts) to build a customer-led company, others reject this idea and
think that ISO 9000 certification is a ‘fad that will go away’. For them, ISO 9000 can resultin a
short-term improvement of quality, but competitive advantage doesn’t necessarily result
(Terziovski et al.,(1995). These critics consider ISO 9000 as fundamentally incompatible with
quality management. 1ISO 9000 is often said to be “subverted by political fbrces” (Anderson et

al., 1999: 29) or “inefficient and thoroughly politicised” (Daniels, 1999: 27).

The most common criticism is that the high cost of certification may act as a barrier for
small companies, though it is supposed to encourage open commerce. ISO 9000 certification
is indeed not risk-free. The cost of certification can be very high ranging from $10,000 to
$300,000 per company (Withers and Ebrahimpour, .2000)-. This cost also varies with the
manufacturing operation as well as with the state of quality control practices. A 1993 survey
highlights a negative relationship between estimates of ISO 9000 certification costs per unit of
sales and total firm sales. This relationship reveals economies of scale in certification. Large
firms have lower costs of certification per unit of output and therefore a greater motivation to

pursue certification (Anderson et al., 1999). The long implementation time needed to get
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registered is also a common problem experienced by firms undertaking the certification effort

(Daniels, 1999).

Some critics also claim that the process of achieving ISO 9000 is little more than a
paper exercise that adds to bureaucratic waste (Anderson et al., 1999). Moreover, many firms
complained about the difficulty of interpreting the 1ISO 9000 standards. This problem comes
from the fact that the standards are written in general terms so as to be applicable by any
industry. Unfortunately, the guidelines for the ISO 9000 standards don't specify how to adapt

the standards to a specific industry (Withers and Ebrahimpour, 2000).

The standards have also been criticized in a sense that some critical areas are not
covered. For instance, the ISO standards make virtually no provision for quality leadership,
though quality leaders are involved in key processes. They enlarge the business plan to
include strategic quality goals, they personally follow progress against those goals, and they

train the entire hierarchy in how to manage quality (Juran, 1999).

While much of the literature reports that companies are getting benefits from their ISO
9000 certification efforts, very few of these benefits (improved efficiencies, reduction in
operating costs, fewer defects) may be transferred to the customer (Withers and
Ebrahimpour, 2000). In other words the ISO 9000 standards are not customer-focussed
enough. There is, indeed, nothing in the standards t-hat address customer focus, planning,
internal communication, human resources, identification of customers’ requirements,
customer communication, customer satisfaction, and improvement (Pearch and Kitka,
2000b). Terziovski et al. (1995) found no positive relationship between customers’

satisfaction and ISO 9000 certification.
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These criticisms emanate from a misunderstanding of the 1ISO 9000 registration
process and its scope. ISO 9000 and the positive repercussions it can have on the company
are underestimated, for example, its’ leading to competitive advantage. The certification must
be well understood by managers - as a global quality tool - to fully benefit the company. It
seems that a partial understanding of 1ISO 9000 leads to medium results in the company.
Managers should understand that the paperwork - what they call ‘bureaucracy’ - is in fact a
good exercise to enable all in the company to question their way of working and a basis to
continuously improve the quality of the work which is done. The price of the certification
should rather be considered as an investment with great input to the company, than a cost or

a loss.

2.5.5. A revised version of the standards, ISO 9000: 2000

in late 1999, the Intemational Organization for Standardization (ISO) published a
revised veréion of the ISO 9000 standards (West et al, 2000). The content, style and
structure are meant to have been improved (Lamprecht, 1999). The standards are more user
friendly and focus more on continuous improvement and customer satisfaction (Zuckerman,
2000). 1SO 9000: 2000 covers three major gaps:

- voice of the customer : the firm will need to design methods to describe and monitor the
needs and expectations of each customer for eac;h order and will need processes and
procedures in place to measure and analyse customer satisfaction.

- continual improvement : under ISO 9000: 2000, it won’t be enough for a company to
measure customer satisfaction, it will need to improve the level of satisfaction, and also to
measure and improve intemal processes.

- management responsibility : executive management plays a far more central role with the



new standard. “In ISO 9000. 2000, management responsibility is expanded so that
management presides over a multi step version of the ‘Plan-Do-Check-Act process. This
process includes, to establish a policy, to set objectives, to pian, to establish a QMS (Quality

Management System), and to plan resource management (Pearch and Kitka, 2000a).
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2.6 CONCILUSION

Because of an increasingly complex and competitive environment, marketing has
been refocused, giving birth to the new marketing concept of Relationship Marketing. This
concept, based primarily on customer loyalty, involves a broader view of the firm (addres§ing
not only the customer markets but also five other related markets) and emphasizes the need
to manage marketing, quality and service together in order fo create more customer value,
and therefore strengthen customer relationships. Delivering service quality is the condition

and the means to create this value.

Nowadays, service quality is said to help support a firm’s competitive position in much
the same way as cost synergies, organisational expertise, and brand equity do. In today’s
highly competitive environment, companies can no longer differentiate themseives from their

competitors through products, but the different levels of service quality they deliver will make

the difference.

Many different methods exist to measure service quality and define service levels, but
they all have in common to consider customers’ expectations as a base and to decompose
customer service in several components. An accepted method of segmentation of customer
service is to divide the process into three stages (_pre-transaction, transaction and post-
transaction stages), which include concrete elements making up customer service (sub-
objective 1). The relative importance of these elements must be first determined using
customers’ expectations (sub-objective 1). Then these elements must be assessed by the
customer’s perceived performance (sub-objective 2). Service levels can then be deduced

(sub-objective 3).
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The well-known I1SO 9000 quality assurance standard encourages process control
through quality planning, objectives setting, a genuine partition of tasks, responsibilities and
skills, and an ability to respond to system failures. ISO 9000 has been criticized - too much
‘bureaucracy’, too high a cost, the competitive advantage doesn’t necessarily occur - but
generally the literature has shown that ISO 9000 has positive impacts on the company. ISO
9000 must be fully understood as a total quality tool, related to TQM, to manage quality
throughout all levels of the company, in order to be fully effective and to provide the best

results in terms of competitiveness.

Sub-objective 4, which aimed at identifying the aspects of ISO 9000 that contribute to
improved customer service, has been partially answered by the literature review. Indeed, it
was stated that achieving the ISO 9000 qualification can lead an organization to improve its
internal communication network, enhance management efficiencies, promote teamwork,
clarify roles and responsibilities, and cultivate a quality culture. ISO 9000 also generates a
better understanding of processes and responsibilities by the establishment of a consistent
documentation method to allow a better response to problems. All these possible benefits are
linked to the delivery of a quality customer service. This means that ISO 9000 should be a

tool to enhance the performance of customer service.
However, no consistent research has been found, in the literature, investigating a

possible link between ISO 9000 and customer service. This point requires empirical research.

The methodology designed for conducting this research will be explained in the next chapter.
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CHAPTER 3 - METHODOLOGY

3.1. INTRODUCTION

The aim of the study was to deteﬁnine if ISO 9000 qualified companies provide better
customer service than companies that do not have the qualification, and if so, how the
qualification impacts on their customer service levels. The study thus looked more at
understanding, in depth, a relationship (between ISO 9000 and customer service) and at
developing and providing hypotheses for future testing, rather than precisely measuring
statistics. Therefore, the study was mainly qualitative, as “qualitative research answers
questions such as ‘What’, ‘Why’ or ‘How’, but it cannot answer the question ‘How many?”

(Gordon & Langmaid, 1988: 1).

“The purpose of exploratory data collection is to understand enough about what is
happening in the program and what outcomes may be important to then identify key variables
that may be operatiqnalized quantitatively” (Patton, 1987: 37). This kind of study, based on
interviews (individually or in focus groups), appeared to be suitable to the global aim of the
study, as exploratory research is appropriate in situations of problem recognition and

definition (Kinnear and Taylor, 1991).
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3.2. DATA COLLECTION METHOD

The primary data collection was divided into three parts:
(1) One-to-one in-depth interviews with managers
(2) Personal interviews, using semi-structured questionnaires, with customers

(3) Observation, of customer service provided by sales representatives

The study thus allowed the data, collected by these three methods, to be compared
and analysed so as to generate hypotheses on the customer service provided in relation to

ISO 9000.
3.2.1. Managers’ in-depth Interviews

“The in-depth interview may be defined as an unstructured personal interview which
uses extensive probing to get a singie respondent to talk freely and to express detailed

beliefs and feelings on a topic” (Kinnear and Taylor, 1991: 315).

3.2.1.1. Design

The first source of primary data was one-to-one in-depth interviews with the managers
from 1SO 9000 certified companies and managers frc;m companies without the gualification.
“Interviews are a method of collecting data in which selected participants are asked questions
in order to find out what they do, think or fee!” (Hussey and Hussey, 1997: 156). The objective
of these interviews was to:

- obtain an initial point of view of the level of customer service provided. Even if, for the

companies’ benefit, performance of customer service should be assessed from the
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customer’s point of view, managers should also be interviewed, as they play a major

decisional role in the level of customer service provided by their company.

- identify a potential gap between the manager ‘s view of a quality customer service and his

customers’ expectations in terms of customer service (comparison with the customer

questionnaire).

3.2.1.2. Recruitment

The study involved six companies, selected in the Durban area, half from ISO 9000
certified companies and the other half from companies without the qualification in

corresponding industries or activity fields.

The selection of four companies each was based on a judgmental sampling technique
from:
- The SABS Register of Organizations adhering to SABS ISO 9000 Quality Management
Certification Scheme 1999 for the selection of the three 1SO 9000 companies.
- For the selection of the four companies without the qualification, the Yellow Pages directory

entries for the industries or fields of activity chosen above for the ISO 9000 companies was

used to select three similar companies.

The selected companies were contacted firstl'y by telephone, to get the name and fax
number of the manager who met the needs of the study. The criteria for selection of these
managers was for them to be in charge of, or in direct relation with, customer service. For the
companies where such a person could not be found, the manager or the person in charge of
quality control was selected. From there, a personalized fax was sent for their attention,

explaining the objective of the study and asking for their participation (See Appendix A).
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Another telephone call to the selected manager, a few days after he received the fax, allowed

the researcher to know if the manager was willing to get involved in the study.

Eventually, six companies agreed to participate in the study. To respect the

confidentiality, names of companies and persons have been changed into factious names.

Table 7: The companies participating in the study.

Field of activity

ISO 9000 company

Company without ISO

COMPANY A1 COMPANY A2
-Paper Bag
ISO 9002 Mr. McDonald (Manager)
manufacturers
' | Mr. Smith (Operations Director)
COMPANY B1 COMPANY B2
) ' ISO 8002 Mrs Guy (Manager)
“Security gates )
Mrs Shirley (Quality assurance co-
ordinator)
| COMPANY C1 COMPANY C2
1 1SO 9002 Mr. John (Sales and Marketing

‘Footwear
‘manufacturers -

| Mrs Naidoo (Sales Public

Relations Officer) and Mrs Tune

| (Quality assurance co-ordinator)

Manager)

All interviews were tape recorded, and were then transcribed for later analysis.
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3.2.1.3. Interview guide

For the one-to-one in depth interviews with the managers, an interview guide was
designed (see Appendix B). The various questions were gathered under four main topics:
first, the interviewee was asked to make a brief presentation on his company, which allowed
the researcher to gain knowledge about the company’s environment. Part two of the guide
was designed to collect basic information about ISO 9000 in the selected company, such as
the date of the certification and the initial motivation to start the certification process. The
objective of the third part was to obtain the manager’s viewpoint on the performance of the
customer service provided by their company. Part four was intended to link ISO 9000 and
customer service and tried to identify a possible impact of ISO 9000 on customer service, as

perceived by the managers.

Most of the questions were open-ended questions, that “allow respondents
considerable freedom to express their opinions” (Johns and Lée-Ross, 1998: 82). However,
because the notion of customér service includes a large range of various, often intangible,
elements and can be understood in several different ways, some questions were asked in two
different ways: an open-ended question was asked first, allowing the respondent’s view of
customer service to be identified, and then the same question was asked a second time, but
in the form of a guided multiple-choice question to'refocus on the definition of customer

service as used for the study.

The interview guide was pre-tested with Mr. Borcy, Owner of Compahy T, a company
designing and manufacturing electronic systems. Mr. Borcy had to indicate any questions that

he considered as not clear enough or as not simple enough. Following this test, the interview
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guide was corrected (notably, a question related to complaint handling was added), and the

final guide obtained was used for the interviews.

At the beginning of each interview, managers were advised of the confidventiality of the
study, which allowed them to speak freely. At the end of the interview, the managers were
asked for company brochures and leaflets, and, where possible, an appointment was set with

a sales representative.

3.2.2. Observation
3.2.2.1. Design

The second source of primary data was the researcher’s observation of the level of
customer service provided by the sales representative to their customers. Non-participant
observation was used, where the researcher, without being involved, “observes and récords
what people do in terms of their actions and their behaviour’ (Hussey and Hussey, 1997

159).

Following the manager interviews, appointments were set up for the researcher to
accompany sales representatives from each compariy on visits to customers. The objective
was to accompany two different sales representatives of each company on visits to two
different customers. However, it was not possible in the case of companies where only one
sales representative was operating in the Durban Area. In such cases only the one sales
representative was accompanied. Due to a lack of co-operation, it was not possible to

complete the observation sequence for Company C2. This will be discussed further in section
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3.4.4 regarding the validity and reliability of the study.

The observation took place when meeting the customers with the sales
representatives. An observation guide was developed, in advance, to assess:
- the relationship between the sales representative and the cuétomer (courtesy, friendly
behaviour)
- the listening and understanding skills of the sales representative toward the customer
- the professionalism of the sales representative

- the way the sales representative answered the customer’s complaints (if applicable).

The overall satisfaction of the customer was also assessed through observation of the

customer’s general behaviour.

To maintain the spontaneity of both the sales representative and the customer, and to
avoid problems of observer bias, the exact purpose of the research was not stated clearly
before the meeting. Instead, the sales representative was encouraged, before the meeting,

not to modify his every day nommal behaviour and to forget the researcher’s presence.

3.2.2.2. Observation guide

An observation guide was designed to collect aata during the observation phase. The
guide was divided into two columns, one for the observation of the sales representative’s
behaviour and one for the observation of the customer’s behaviour (see Appendix C). Each
column followed the course of a typical professional meeting: greetings, negotiations and end
of the meeting. With regard to the sales representative, his appearance, his attitude, his body

language, his way of communicating, and his way of answering complaints were assessed to
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judge his performance in terms of customer service. Regarding the customer, his body
language was observed to reveal his satisfaction or dissatisfaction toward the service
delivered by the sales representative. For each topic in the observation guide, a list of
possible behaviours was suggested, and organized from negative behaviour to positive
behaviour, thus allowing quick conclusions to be made. Large blank spaces were left

throughout the guide, for the situation to be more precisely described.

The observation guide was pre-tested with Mr Tony, a sales representative from
Company T, in visits to two of his customers: Company TT1 (weavers of synthetic fibres) and
Company TT2 (manufacturer of electronic components). This testing showed the observation
guide to be acceptable, with the exception that the field ‘purpose of visit' was added at the top
of the guide, allowing a comprehensive understanding of the meeting to be obtained. This

field was filled in before the meeting, by asking the sales representative what the purpose of

the visit was.

3.2.3. Customer interviews

3.2.3.1. Design

The third source of primary data was interviews conducted with customers from the
previously selected companies. The objective was to assess the customer service provided
by the various companies from the customers’ perspectives. A semi-structured questionnaire

was designed for this purpose (see Appendix D).



3.2.3.2. Recruitment

Where possible, two customers from each company were interviewed. For companies
where only one sales representative was operating in the Durban area, only one interview
was done. Due to a lack of co-operation, it was not possible to interview any customers from
Company C2. This will be discussed further in section 3.4.4 as regards to the validity and
reliability of the study.

The interviews took place after the meeting between the sales representative and the
customer was completed, and in the absence of the sales representative, thus‘ avoiding any

bias that could have occurred if the interview was conducted in the presence of the sales

representative.

3.2.3.3. Questionnaire

The customer's interview guide was designed in three parts: the objective of the first
part was to determine the relative importance of elements constituting customer service, as
perceived by the customer, while the second part was aiming at obtaining, from the customer,
an assessment of the customer service delivered by the selected supplier. In the last part, the
customer was asked to give his point of view about ISO 9000. The first two parts were in the
form of a semi-structured questionnaire, using closed-ended questions and Likert rating
scales, and the third part was an open discussion, tape recorded when necessary. (see
Appendix D). The list of customer service elements, used in the first two sections of the
questionnaire, was based on the findings of the literature review (see Figure 3: Customer
service components). Some of these elements were not taken into account in the analysis if

they were said not to apply to the company by the interviewed customer.



When all the interviews were completed, a letter was sent to the managers of the six

companies to thank them for participating in the study (see Appendix J).

The following table presents an overview of the managers, sales representatives, and

customers involved in the study (under their factious names).

Table 8: Interviewed companies: managers, sales representatives, and customers

Industry Company Interviewed Sales Company Interviewed
manager representatives | customer person
Mr Don D Mr Post
A (paper A1 (ISO) Mr Smith
Mr Aldo E Mr Cane
bags)
A2 Mr McDonald Mr Santos F Mr Trick
Mr Diamini G Mrs Sweet
B (Security B1 (ISO) Mrs Shirley
Mrs Jack GG Mr Pink
gates)
B2 Mrs Guy Mr Ronald H Mrs Rest
Mrs Naidoo
C1 (ISO) Mr Dear | Mr Tie
C (footwear) & Mrs Tune
Cc2 Mr John - - -
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3.3. DATA ANALYSIS

As Tesch says (1990: 95), “the analysis process is systematic and comprehensive,
but not rigid”. The researcher has to ‘segment’ data according to relevant and meaningful

groups in order to get a clear and correct synthesis of all the data.

The anaiysis was divided into three parts comresponding to the managers’ interviews,

the customers’ interviews, and the researcher’s observations. Microsoft- Excel was used for

these three parts.
3.3.1. Managers’ interviews: analysis

To facilitate the analysis, the in-depth interviews were audio recorded, and the tapes

were then transcribed on computer (Microsoft- Word document).

The data collected during these interviews were classifiéd in a double entry table: the
columns were allocated to the six companies (the three ISO 9000 certified companies and
then the three non-certified companies), while the rows presented a list of topics related to
the interview discussion. These topics were divided into four sections: ‘presentation of the
company’, ‘certification’ (not applying to the companies without the certification), ‘customer
service’, and 1ISO 9000 and customer service’. The eléments constituting these four sections
were based on the interview guide’s questions. Some other elements were also added, if the
relevant topic was discussed in the interviews and if it was judged meaningful for the results
of the study (see Appendix E). For each topic (related to a question), a general answer was
extracted from the interview for each company, thus allowing the two groups of companies

(ISO 9000 and non-ISO 9000 companies) to be qualitatively compared concerning the

67



following points:

the environment of the companies and their specific characteristics, as perceived by the

managers
- the customer service environment within the companies, as perceived by the managers
- the managers’ points of view of the level of customer service provided by their companies

- the managers’ points of view on a possible link between ISO 9000 and customer service.

3.3.2. Customers’ interviews: analysis

Conceming the customérs’ interviews, whose objective was to determine customer
service levels, the answers to questions were transcribed, in an Excel document (see
Appendix G), into five tables, corresponding to the five customers’ interviews where the
questionnaire was used. These tables were built according to the findings in the literature
review, whereby customer service levels should be determined by comparing the customers’
expectations' of customer service with their perception of performance of the supplying
company. Thus, these tables were built as follows: in rows, the elements of customer service
were listed under the three sections ‘pre-transaction stage’, ‘transaction stage’ and ‘post-
transaction stage’ (corresponding to the sections ‘before the sale’, ‘during the sale’, and ‘after
the sale’ in the questionnaire). In the case where an element was declared by the interviewed
customer as not applying to the assessed company, it was removed from the table, and
mentioned at the bottom of the related section. Three columns were created to report and
analyse the questionnaires’ answers. The first, named ‘average weight’ (column @), reports
the answers to the first section of the questionnaire, which intended to assess the importance
of different elements constituting customer service from the customer’s viewpoint. The scale

‘very important, ‘important’, ‘not very important’ and ‘totally unimportant’ has been
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transformed into weighted scores ranging from 4 (‘'very important’) to 1 (‘totally unimportant).
The second column, named ‘average mark’ (column @), reports the answers to the second
section of the questionnaire, which intended to assess the customer service provided by the
supplying company from the customer’s viewpoint. The scale ‘exceilent’, ‘good’, ‘poor, and
‘very poor has been associated with the respective scores 4, 3, 2 and 1. A third column,
named ‘weighted mark’ (column @), was obtained from the multiplication of the first column
(customer service expectations) with the second one (actual perceived performance of the
customer service), thus reflecting the perceived level of performance for each element of
customer service provided by the supplying company. Totals for the first and third columns

were aiso presented for each stage of the transaction.

From each table, an overall percentage mark reflecting the level of customer service
provided by the supplying company was calculated, as perceived by the customers, and
normalised marks for the three stages of the transaction were calculated, allowing
comparisons of performance between the three stages: ‘pre-transaction’, ‘transaction’, and

‘post-transaction’ stages. These calculations are presented below.
3.3.2.1. Overall mark calculation

Firstly, sub-totals for column © and @ were determined for the three categories ‘pre-
transaction stage’, ‘transaction stage’ and ‘post-transaction stage’, by adding the respective

weights and marks attributed to the elements of the corresponding category.

Then, from column @, a best mark was inferred, by multiplying ‘4’ (the best possible

mark for an element of customer service) to the total of weights for the three stages, and then

adding the results:
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((sub-total column @ ‘pre-transaction stage’) * 4) + ((sub-total column ©
‘transaction stage’) * 4) + ((sub-total column ® ‘post-transaction stage’) * 4) =

XXX points.

The total mark, assessing the customer service provided by the supplying company,
was caiculated from column @, by adding the total of scores for the three stages: ‘
(sub-total column @ ‘pre-transaction stage’) + (sub-total column @
‘transaction'sfage’) + (sub-total column @ ‘post-transaction stage’) =

YYY points.

From these two calculations, an overall mark in percentage was deduced, which

reflects the level of customer service provided by the supplying company, as perceived by the

customer:

(YYY I XXX)*100 =2Z %

3.3.2.2. Relative importance of the three stages of a sale: comparison of

expectations/perceived performance.

(a) Calculation of an average weight for each stage (customer's expectations):

From the weights allocated to the different elements of customer service occurring during
the pre-transaction stage, the transaction stage, and the post-transaction stage, and the

number of elements listed in each of these categories, an average weight was calculated for

each of these three categories:
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> Average weight ‘pre-transaction stage’ = (sub-total column ® ‘pre-transaction
stage’) / (number of elements listed in the ‘pre-transaction stage’ category) |
» Averagevweight transaction stage’ = (sub-total column @ ‘transaction stage’) /
(number of elements listed in the ‘transaction stage’ category)
> Average weight ‘post-transaction stage’ = (sub-total column @ ‘post-transaction
stage’) / (number of elements listed in the ‘post-transaction stage’ category)

These three weights reflect the relative importance, for the customer, of the three stages of

the sale, in the customer service delivery process (expectations).

(b) Calculation of nomalised marks for each stage (customer’s perception of performance)

To allow a comparison of performance between the three categories ‘pre-transaction

stage’, ‘transaction stage’, and ‘post-transaction stage’, a normalisation of marks had to be

established, which required two successive steps:

s Calculation of an average mark for each stage

The same principle was used as in the calculation of average weights for each

stage, but this time, the marks were used instead of the weights (column Q,

instead of column @).
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> Average mark ‘pre-transaction stage’ = (sub-total column Q@ ‘pre-transaction
stage’) / (number of elements listed in the ‘pre-transaction stage’ category)

> Averagejmark"transaction stage’ = (sub-total column @ ‘transaction stage’)
/ (number::ef“elemertts listed in the ‘transaction stage’ category)

» Average._-jrr)arlr ‘bost-tra_rtsaction stage’ = (sub-total column @ ‘post-
btransactigr_l.._sta.ge’):-/ (number of elements listed in the ‘post-transaction stage’

category) .

Normalisation of the average marks

For the calculation of the normalised marks, itis supposed that the stages ‘pre-
transaction’, ‘transaction’, and ‘post-transaction’ are weighted equally 4. From

these new weights, normalised marks were caiculated from the average marks:

> Normallsed mark pre-transact/on stage = ((Average mark * pre- transactlon

stage) 4) (Average welght pre-transactuon stage)

)v Normallsed mark ’transactlon stage = ((Average mark ‘transactlon stage ) *

4) / (Average welght ‘transactuon stage )
> Normal/sed mark post—transact/on stage ((Average-mark ‘post- - .

transactlon stage) 4) / (Average weight post—transactlon stage)

These nomalised marks show the perceived performance of the supplying

company in the three stages of a sale, in absolute terms.
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3.3.2.3. Review of the elements used in the customers’ interview analysis

The customers’ interview analysis made use of the following elements:

% the table presenting the details of the results. From this table, a comparison between the
customers’ expectations and the perceived performance of the firm can be made for each
element of customer service listed in the table.

% The overall mark assessing the level of customer service. From this mark, a comparison of
customer service levels can be made with other companies.

% The relative weights attributed to the ‘pre-transactidn’, ‘transaction’, and ‘post—transéction’
stages. From these figures, the relative importance given by the customer to the different
stages of a sale can be highlighted.

% The normalised marks for the ‘pre-transaction’, ‘transaction’, and ‘post-transaction’ stages.
From these marks, the relative performance of the supplying company for the three
different stages of a sale, as perceived by the customer,‘can be inferred (absolute terms).

L, When comparing the last two elements (the relative weights of the three transaction stages
and the perceived performance in all those stages), the foIIdwing point can be answered:
does the company meet its customers’ expectations in terms of what stage should get
more attention than the others among the ‘pre-transaction’, ‘transaction’, and ‘post-

transaction’ stages (as perceived by the interviewed customer).

Concerning the last part of the questionnaire, whereby the customer was asked
questions about 1SO 9000 and customer service, the answers were classified in another
Excel table, allowing qualitative comparisons for each question between the two groups of

companies (ISO 9000 and non-ISO 9000 companies).
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3.3.3. Researcher’s observations: analysis

As for the managers’ interviews, the data coliected during the observation stage were
classified in a table: the columns were allocated to the six companies (the three 1ISO 9000
certified companies and then the three non-certified companies), while the rows presented a
list of topics related to the researcher's observation during the meetings between sales
representatives and their customers. These topics were divided into three main sections:
‘meeting’s environment’ (stating participants and purpose of visit), ‘sales representative’s
behaviour’ (appearance, way of greeting, attitude and body, way of communicating, way of
answering complaints, way of ending the meeting), and ‘customer’s behaviour (body
language, way of ending the meeting). The elements constituting these three sections were
based on the observation guide’s questions. (See Appendix F). For each element of these
sections, the answer ‘yes’ or 'no’ was applied for each observation session (one or two per
company). When the answer 'yes’ or ‘no’ was judged very positive by the researcher, as
regard to the customer service, it was written in blue. When it was judged negative, it was put
in red. Thus.quick conclusions could be extracted from the table concerning the level of
customer service provided by the sales representative in each meeting. It also allowed
comparisons between the two groups of companies (ISO 9000 and non-ISO 9000

companies) conceming the following points:

- the relationship between the sales representative and the customer (courtesy, friendly

behaviour)

- the listening and understanding skills of the sales representative toward the customer
- the professionalism of the sales representative

- the way the sales representative answered the customer’s complaints (if applicable).
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3.4. RELIABILITY AND VALIDITY OF THE STUDY

3.4.1. Reliability and validity in qualitative research

Qualitative research has often been questioned, since subjectivity is involved and this
can possibly affect the quality and the reliability of the results (Patton, 1987). Qualitative
researchers have to deal with validity threats (Maxwell, 1996). There are several threats that
may affect the credibility and trustworthiness of qualitative studies, the most important being
the reactivity, the researchefs biases, and the respondents’ biases. “Reactivity refers to the
potentially distorting effects of the qualitative researcher's presence in the field” (Padgett,
1998: 92). In other words, the presence of the researcher may resultin interference that could
bias the results. Researcher’s bias refers to the subjectivity of the researcher himseif, who
can for exampie interpret data according to his own preconceptions and opinions, or ask
leading questions during interviews to get the answers he wants. Finally, respondents’ bias
refers to the fact that “respondents may withhold information and even lie to protect their

privacy or to avoid revealing some unpleasant truths” (Padgett, 1998: 92).

All these potential threats require the qualitative researcher to pay great attention to
their study’s rigor. “Rigor refers to the degree to which a qualitative study’s findings are
authentic and its interpretations credible” (Padgett, 1998 88). Rigor is necessary to carry out
a study fairly and ethically in order to obtain findings that represent as closely as possible the
experiences of the respondents. Assessing rigor is different in qualitative studies and in

quantitative studies. Different notions of objectivity are concemed, as shown by Table 9.
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Table 9: Quantitative and qualitative notions of objectivity

Quantitative ‘ Qualitative
Internal validity Credibility
Extemal validity Transferability

Reliability Dependability
Objectivity Confirmability

(Source: Babbie and Mouton, 1998: 276)

Credibility refers to the “compatibility between the constructed realities that exist in the
minds of the respondents and those attributed to them” Transferability refers to the extent to
which the findings can be generalized in other contexts with other respondents. However,
extemal validity (or generalizability) may not be seen as desirable by qualitative researchers,
as their first aim is not to generalize, but rather to provide an understanding of the meaning a
group or a few people attribute to a certain event (Padgett, 1998: 94). Dependability refers to
the proof that if the study were to be repeated with the same or similar respondents in the
same context, its findings would be similar. Confirmability “is the degree to which the findings

are the product of the focus of the inquiry and not of the biases of the researcher” (Babbie

and Mouton, 1998: 278).
3.4.2. The use of triangulation to enhance credibility and dependability

One of the strategies to be used by researchers to enhance credibility and
dependability is triangulation. According to Padgett (1998: 96), “triangulation is widely

practised as a valuable means of enhancing rigor in qualitative studies”. Patton (1987: 161)
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also says that “triangulated evaluation designs are aimed at increasing the strength and rigor
of an evaluation®. The term trniangulation “refers to using two or more sources to achieve a
comprehensive picture of a fixed point of reference” (Padgett, 1998: 96). In this sfudy, data
triangulation was used to enhance the validity and reliability of the research. Data
triangulation refers to “the use of different types of data sources as a means of corroboration.
When data from fieldnotes, interviews, and archival materials are convergent and support

each other, we can be more confident of our observations and study conciusions” (Padgett,

1998: 97).

In this study, five sources of data were used as part of the triangulation method:
v In-depth interviews with the managers,

v" Customers’ interviews,
v The researcher’s observation of the sales representatives,

v The researcher's observation of the companies’ facilities, brochures, websites and

fieldnotes,

v Findings from the literature review.

Data from these different sources were compared with each other in order to confirm
the results. This helped reduce the threats of reactivity, researcher's bias and respondent

bias, thus enhancing the credibility and dependability of the study.

3.4.3. Attention to confirfnability

Confirmability (defined in section 3.4.1.) can be enhanced by setting up an audit trail,
‘i.e. an adequate trail should be left to enable the auditor to determine if the conclusions,

interpretations, and recommendations can be traced to their sources and if they are
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supported by the inquiry” (Babbie and Mouton, 1998: 278). In this study, the trail is composed

of:

v' The final report, where the findings (presented in the ‘Discussion’ section) are related to
the ‘Results’ section, where a detailed analysis of the results is presented. Th.e
‘Methodology’ section details and justifies the methods chosen to realise the study,

v Documents elaborated for analysing the results from the raw data collected during the
interviews (Exce! tables presented in Appendices E, F, and G of the report),

v' The recorded audio tapes from the managers’ interviews, as well as their transcription on
paper and disk. Concerning the customers’ interviews and the observation sequences,
the completed questionnaires are also kept available,

v' The proposal of the study.

This trail would allow an auditor to determine that the findings are related to the data collected

Confirmability is also concemed with the sampling and selection of data during the
study. In this study, to avoid selection errors, the recruitment of the managers (in-depth
interviews) on the one hand, was based on personal screening interviews (visit or phone). On
the other hand, customer selection was based on informal interviews with managers and
sales representatives within the providing firm. Thus, the selection was not done by the

researcher and any researcher’s bias could not have occurred at that stage.
3.4.4. Company C2 - missing interviews: a threat to the validity of the study?

The findings of the study were based on interviews within six companies in three
different industries, three of them having the 1SO 9000 certification. Due to a lack of co-
operation from one of the companies, all the planned interviews could not be completed

within this company. The following table (Table 10) shows the overall collected data, which
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were used to elaborate the findings.

Table 10: Interviews and observation sequences realized

industry 1: Packaging

Industry 2: Security gates

Industry 3: Footwear

With

‘IS0 9000

Company A1 :

1 manager interview

At

2 customers’ interviews

Y

» 2 observation sequences

Company B1:

» 1 manager interview
> 1 customer interview

» 2 observation sequences

Company C1:

> 1 manager interview
» 1 customer interview

> 1 observation sequence

Without

150 9000

Company A2:

7

» 1 manager interview

1 customer interview

v

1 observation sequence

\ 4

Company B2:

» 1 manager interview

1 customer interview

‘71

2 observation sequences

\4

Company C2:

> 1 manager interview
No customer interview, no

observation sequence.

Despite the lack of data concerning Company C2, it was decided to maintain Industry

3 as part of the study, because the elements collected for Company C1 were found to be

different from those collected for the companies with ISO 8000 in industries 1 and 2. It was

therefore interesting to keep this company, and therefore the whole industry, in the study.

Besides, the data collected during the manager interview at Company C2 were similar to the

data collected during the managers’ interviews at the two other non-certified companies

(revealing a good customer service). Therefore, it can be assumed that the data that would

have been collected in the two missing interviews at Company C2 would have been similar to

the data collected in the corresponding interviews in the two other non-certified companies.

Thus, it can be assumed that these missing interviews do not have a big impact on the

validity of the study.
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3.4.5. Conclusion on the reliability and validity of the study

The data triangulation method used in this study, including five different data sources,
enhanced the credibility and dependability of the research. Conceming the confirmability,
special attention was placed on the sampling method and a confirmability audit trail was left.
Thus, the bias of reactivity, the researcher’s and respondents’ biases were avoided and rigor
and trustworthiness were respected. The notion of transferability doesn’t apply to this study,
as it is exploratory research, which aims for an in-depth understanding of an issue but not to
generalize. Therefore, the knowledge gained from the context of these six companies can not
be generalized to the population of all the South Africa companies.

Finally, it was assumed that the validity of the study is not affected by the missing data

from one of the company.
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Thus, the bias of reactivity, the researcher’'s and respondents’ biases were avoided and rigor
and trustworthiness were respected. The notion of transferability doesn’t apply to this study,
as it is exploratory research, which aims for an in-depth understanding of an issue but not to
generalize. Therefore, the knowledge gained from the context of these six companies can not
be generalized to the pppulation of all the South Africa companies.

Finally, it was assumed that the validity of the study is not affected by the missing data

from one of the company.
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3.5 CONCLUSION

To investigate a possible relationship between ISO 9000 and customer service, which
is the aim of this study, it was stated that a qualitative approach was the most appropriate
method. The study consisted of a comparison of customer service levels between three 1ISO
9000 certified companies and three other non-certified compénies in corresponding industries

or fields of activity.

In order to get reiiable and valid results, the chosen methodology was based on a
triangulation approach, using different sources for data collection that mutually confirmed the
results obtained. The three main sources were the following:

L In-depth interviews with one manager from each of the six selected companies. The

objective of these interviews was to assess the performance of the customer service
provided by the companies, from the managers’ viewpoints, and to get the managers’
points of view on ISO 9000 and a possible link between ISO 9000 and customer service.
These interviews were directly linked to sub-objective 2 of the study, which was to
determine the perceived performance of the services provided by the supplying company,
as well as to sub-objective 4, which was to identify the aspects of ISO 9000 that contribute
to improved customer service.

% Interviews with one or two customers from each of the six selected companies. The

objective of these interviews was to assess the performance of the supplying company in
terms of customer service, from the customers’ points of view. These interviews were
directly linked to sub-objective 1 of the study, which was to establish, from the customers’
points of view, the relative importance of various customer service components in order to

determine their expectations and needs conceming customer service.
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% Observation by the researcher of one or two sales representatives from the selected

companies, duning meetings with one or two customers. The objective was to assess the

performance of the sales representatives in terms of customer service, from the

researcher’s point of view.

The results obtained from these three sources allowed a comparison of service levels

of companies with SO 9000 to be made with the service levels of those companies without

it (sub-objective 3).

The next chapter presents the results of the study, which were analysed following the

methods explained in section 3.4 - ‘Data analysis’ - of this present chapter.
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CHAPTER 4: RESULTS

4.1 INTRODUCTION

The study aimed at assessing the impact of the ISO 9000 standards on the
performance of customer service. In order to answer this issue, four sub-objectives were
identified. Methods were developed in the previous chapter to reach these objectives. The
first sub-objective was to establish, from the customers’ point of view, the relative importance
of various customer service components, from the pre-transaction stage to the post-
transaction stage, in order to determine their expectations and needs conceming customer
service. In relation to this sub-objective, it was proposed that the quality of sales
representation, the erxibility of the customer service system, the ordering convenience, the
reliability of delivery, and the after-sales service are perceived as the most important
components of quality service, and that stock availability and credit terms offered are less
important. Sub-objective 2 was to determine the perceived performance of the services
provided from the pre-transaction stage to the post-transaction stage by the supplying
company. Sub-objective 3 was to compare service levels of companies with ISO 9000 with
the service levels of those companies without it, in order to identify the impact of ISO 9000 on
customer service. In relation to this sub-objective, it was proposed that the performance of
ISO 9000 certified companies, concerning the most important elements of quality service,
would be better than for companies that do not have the qualification. On the contrary, it was
proposed that the performance of ISO 9000 certified companies conceming the less

important elements of quality service would be inferior to that of the companies that do not
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have the qualification. Finally, sub-objective 4 was to identify the aspects of ISO 9000 that

contribute to improved customer service.

This section will be presented as follows: first, the companies that have taken part in
the study will be described, as well as their environments. This will allow a better
understanding of the results, as the answelis given to the questions may be linked to the type
of industry or even related to the charactenistics of the company itself. A second section will
present the managers’ and customers’ points of view on ISO 9000, for each of the six
companies (with an"d without 1SO 9000). In this section, information conceming the
certification process for the three ISO 9000 certified companies is also presented (section
related to sub-objective 4). A third section will assess the customer service levels for the 6
companies (section related to sub-objectives 1 and 2). The levels of customer service will be
presented acéording to three different points of views, as stated in the methodology: the
customer, the manager, and the researcher’s observation. A fourth section will present tables
summarizing the results from the second and third sections, allowing a comparison of service
levels of companies with 1ISO 9000 with the service levels of those companies without it
(section related to sub-objective 3). Achievement of the research sub-objectives and

acceptance or rejection of the propositions will be discussed as a conclusion.
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4.2. PRESENTATION OF THE SIX COMPANIES AND THEIR ENVIRONMENT

4.2.1. The Footwear industry

The environment is quite competitive with a lot of competitors like United, Fram and
Bagshaw Footwear. A iarge part of the competition in the South African market comes from
the Far East, mostly from China and Indonesia. A lot of competition is also derived from the

more informal sector.
4.2.1.1. Company C1

Company C1 is a division of the Company C1 Group, a family company founded in
1929. The group manufactures, besides footwear products, plastic, wool and other textiles
(Company C1, 1979). Company C1 sells two sorts of shoes: bio-footwear and safety
footwear. It employs about 150 people.

Company C1 works with five agents in South Africa (KZN, Eastern Cape, Cape Town,
Johannesburg and Durban). The agents have two kinds of customers: industrials (distributors
like basic shops, security companies and other kind of companies), and individuals.

The company’s mission statement is “the customer is the most important person in the
company”.

The company was certified 1ISO in 1996.
4.2.1.2. Company C2

The company was founded twenty years ago and manufactures a large range of

footwear products from slippers to ladies fashion shoes.
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The company uses shops or bigger retailers as their distributors to reach the

individual.

Almost all of their products are targeted at women. Their  advantage over the

competition is that the company produces on a daily basis and is more efficient in the speed

of manufacturing.

4.2.2. The Security industry

The industry is very segmented with a few big companies (like Maxidor or Xpanda)

and a lot of smali companies.

4.2.2.1. Company B1

This big company was founded in 1987. It produces security doors designed to fit
doors, windows, passages, shop-fronts and other architectural openings. The company sells
its products via around fifty associated distributors (franchises) in Southemn Africa and also
exports. They. are market leaders. Their customers are individuals but also include
companies.

The mission statement of the company is “to provide our customers with high quality
products and professional service through the pursuit of excellence with a total commitment
to product, people and progress”. The company’s sloéan is “Company B1, The Original Crime
Barrier’. Their advantage over the competition is the quality of the product (structurally strong
products, which don’t break easily).

The company was certified 1ISO 9000 in 1988.
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4.2.2.2. Company B2

This small family company was created in 1994 and sells security gates, burglar bars,
sliding doors, and fencing to both individuals and companies. It employs about ten
employees.

The advantage over the competition concems the designs of the gates, which are
original. In the company’s statement, the company is committed to ensuring a high quality of
workmanship in fabrication and installation, to providing the clients with the service that they

(Company B2) would expect and to supplying a product which is of a high standard.

4.2.3. The packaging industry

4.2.3.1. Company A1

Company A1 belongs to A1 Group, the dominant packaging manufacturer in Africa.
Company A1’s origins date back to 1944 (formerly Amalgamated Packaging Industries). The
division makes about R400 million of sales a year, and employs around 650 people. It
manufactures multi-wall paper and self-opening bags. They sell to manufacturing companies
in various segments of industry: The petfood market (Frisky, Epol, etc.), the cement market
(like Alpha Cement), the sugar industry (Company D'), the milling industry, and the charcoal
industry. The company exports 10 to 15% of its products to about 15 to 20 different countries.
The company makes 60 to 70% of its turnover with ‘gold customers’, who are worth over a
million Rand a month.

Company A1's mission is to maintain the group’s position as the leading Southern

African manufacturer of packaging products and to sustain its culture of -world-class
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manufacturing and service, designed to deliver superior packaging solutions to customers
and to provide sustainable returns to shareholders.

The company was certified 1ISO in 1996.

4.2.3.2. Company A2

Company A2 is a small company and was founded 25 years ago by its owner. It
manufactures and distributes various packaging products like packaging tapes, plastic
strapping, brown paper, corrugated boxes, plastic bags, tubing, refuse bags, etc. Their
customers are other manufacturers mostly from the automotive industry and the clothing

industry.
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4.3. MANAGERS’ AND CUSTOMERS’ VIEWPOINTS ON ISO 9000

In this section, the managers’ and customers’ viewpoints on ISO 9000, collected from

the managers’ and customers’ interviews is presented for each company. Concerning the

three ISO 9000 certified companies, information related to the certification process collected

during the managers’ interviews, is also displayed.

4.3.1. COMPANY A1 (company with ISO 9000)

4.3.1.1. Information collected from the manager

v

Initial motivation to start the certification process: According to Mr Smith, the
company needed to get ISO 9000 certified to give national and international customers
(the company exports) proof that the company is meeting world-class standards. Besides,

the objective was also to get an outside view on the internal systems.

Negative aspects in the certification process: According to Mr Smith, the certification
process requires too much work. The documentation process also takes too much time.
Moreover, it is difficult to make the people keep the documentation updated when the

processes are changing.

Positive aspects in the certification process: The certification process was facilitated
because almost all the existing systems were already consistent with the ISO 9000

requirements. Therefore, the work to be done concemed only the documentation of the
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processes. Another positive aspect is that the company had few problems involving

people in the certification process.

v Positive changes in the company following the certification: Globally, the certification
was positive for the company. It was necessary to get the 1ISO 9000 certification in order
to keep big customer aécounts, which require certification from their suppliers. Therefore,
Company A1 used the ISO 9000 certification as a marketing tool, to maintain their market
share. Besides, Mr Smith also considers that maintaining a documentation system of the
company’s processes is a good business practice. From the list in the questionnaire, Mr
Smith selected ‘increase in competitive edge’, ‘opening up of new market opportunities’,
‘improvement of internal communication’, ‘improvement of quality awareness’,
‘improvement in record-keeping’, ‘improvement of management efficiency’, ‘improvement
of customer care’, ‘better understanding of processes and responsibilities’, and
‘improvement of teamwork’. In addition, he noticed clearer p’rocedures and in general an

improved organization.

v Negative changes in the company following the certification: It added paperwork and
bureaucracy in the company. Moreover, it happens that, sometimes, documents are right,

but action does not follow.

v Future of ISO 9000 in the company: Company A1 will keep and adapt the standards.

4.3.1.2. Information collected from the customer(s)

The following table presents the information collected from Company A1’s customers,

Company D and Company E, concerning ISO S000.
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Table 11: Company D and Company E’s perception of iSO 9000

Company D, Mr Post

Company E, Mr Cane

Benefits from 1ISO
9000

- Consistent product
- Improves the internal communication

- Consistent product

- Traceability of fauits

Criticism about 1SO
9000

ISO formalizes the procedures, but

doesn't set the specifications.

v Therefore, a company can have |SO

and produce a low quality product.

Impact of ISO 9000
on customer -

-service

Yes, it helps following up and
rectifying customer complaints.

Yes, because we can track
the faults better => it helps

rectify customer complaints.

‘Does your
company give

preference to

- companies with

1S0 90007

Not really. But lots of our suppliers are

actually certified.

Yes (between two companies
with same product, same

services)

Did your company
required ISO from

Compéhy»vA1 ?

No. Company A1 got certified from

their own initiative, which shows they

are proactive.

No. Company A1 and
Company E are in a long-
term relationship (they also

have common shareholders).

The two customers have approximately the same view about ISO 9000. Globally, they

think it's a good system to introduce in a company to get a consistent product. They think the

standards can improve the customer service, by providing a better way of answering

customer complaints. ISO 9000 is not the first criteria both customers will look at in the choice

of a supplier, but it does count.
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4.3.2. COMPANY C1 (company with ISO 9000)
4.3.2.1. Information collected from the manager

v" Initial motivation to start the certification process: Mrs Tune didn’t give any clear
answer herself. When she was asked to select an answer from the list in the
questionnaire, she picked ‘customer demand’, explaining that customers give preference

to ISO 9000 companies.

v Negative aspectslin the certification process: During the certification process, the
company had problems with a production unit that was not conforming to the iSO 9000
requirements. Besides this, Mrs Tune considers that the certification required too much
paper work to implement the documentation system, which is difficult to maintain. The
company also had problems to make people in the company accept the required

changes, especially production workers.

v Positive aspects in the certification process: The management was fully involved in

the certification process.

v Positive changes in the company following the certification: Globally, the certification
was positive for the company. The main benefit, according to Mrs Tune, was that it
allowed the sales representatives to market their product more easily. From the list in the
questionnaire, Mrs Tune selected ‘improvement of esteem in the market place’, ‘increased
competitive edge’, ‘opening of new market opportunities’, ‘higher perceived quality’,
‘improvement of management efficiency’, and ‘improvement in record keeping’. She also

noticed an improvement in teamwork, a better understanding of rules and tasks from the
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shop-level employees, and increased quality awareness amongst employees.

v" Negative changes in the company following the certification: None

v Future of ISO 9000 in the company: Company C1 will keep and adapt the standards.

According to Mrs Tune, it is a very nice system if people follow it.

4.3.2.2. Information collected from the customer(s)

The interviewed customer was Mr Tie from Company |. His understanding of ISO
9000 was not accurate, as he didn’t know the certification very well. According to him, it is a
process adopted by companies to maintain a good level of service or quality throughout the
value chain (suppliers to manufacturer to distributors). He considers that his company doesn’t
need to get ISO 9000 certified, as that is not what their customers require. Rather, the
company has to focus on offering competitive pricing and delivering good service. According
to him, the ISO 9000 certification is useful for big companies, or the companies willing to work
with govemments. The supplier Company C1 was not chosen because it was ISO 9000

certified, but because it offered original products.

4.3.3. COMPANY B1 (company with ISO 9000)

4.3.3.1. Information collected from the manager

v Initial motivation to start the certification process: According to Mrs Shirley, the main

motivation to start the certification process was to assure the customer of the quality of
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the products. From the list in the questionnaire, she selected ‘customer or marketing
demand’, ‘desire for global deployment of products’, ‘open up new market opportunities or

maintain market share’, and ‘reduce costs and improve product quality’.

Negative aspects in the certification process: According to Mrs Shirey, the
certification process requires too much work. in addition, it is difficult to involve the

workforce, as it brings supplementary control and constraints.

Positive aspects in the certification process: The management was fully involved in

the certification process and proud of it.

Positive changes in the company following the certification: Overall, the certification
was positive for the company. It makes it easier to market the product, as it is an
additional argument that sales representatives can use. From the list in the questionnaire,
Mrs Shirley selected ‘improvement of esteem in the market place’, ‘increase in
competitive edge’, ‘opening up of new market opportunities’, ‘higher perceived quality’,
‘improvement of product quality’, ‘decrease in faulty products’, ‘improvement of intemal
communication’, ‘improvement of quality awareness’, ‘cultivation of a quality culture’,
‘improvement in record-keeping’, ‘improvement of management efficiency’, ‘improvement
of customer care’, ‘decrease in product returns’, ‘better understanding of processes and
responsibilities’, ‘improvement of teamwork’, ‘imp;ovement of operational efficiency’, and
‘greater focus on business objectives and customer expectations’. She also noticed a

better understanding of roles and tasks from shop-level employees, clearer procedures,

and an improved organization.
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v Negative changes in the company following the certification: The division between
management and workforce is increased, as the workforce people feel as if they are
watched permanently by management. In addition, she noticed a lack of fiexibility and

responsiveness, as well as a loss of focus.

v" Future of ISO 9000 in the company: Company B1 wili keep and adapt the standards, as

it is a very nice marketing tool.
4.3.3.2. Information collected from the customer(s)

The interviewed customer was Mrs Sweet from Mr. Price. She was not able to answer
the questions, because she didn’t know what ISO 9000 is. Therefore, the choice of the
Company B1 company as a supplier was not related to the fact that it'is 1SO 9000 certified.
According to Mrs Sweet, they selected Company B1 because that company is the leader in
the market for security gates. Company B1 is seen as the best, and Mr. Price was ready to

pay the price, which, according to Mrs Sweet, is quite high.
4.3.4. COMPANY A2 (company without ISO 9000)
4.3.4.1. Information collected from the manager

v General point of view on ISO 9000: According to Mr McDonald, the ISO 9000
certification is a good thing for corporate companies. The certification process requires
that the entire structure of a company changes. Mr McDonald plans to start the

certification process in the future, but estimates that his company is not ready yet.
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4.3.4.2. Information collected from the customer

The interviewed customer was Mr Trick from Company F. He was not able to answer

the questions, because he didn’t know what ISO 9000 is.
4.3.5. COMPANY C2 (company without ISO 9000)

4.3.5.1. Information collected from the manager

v General point of view on ISO 9000: According to Mr John, ISO 9000 helps to run a
business successfully, to fine tune it. However, he thinks that Company C2 doesn't need

to get certified as they already have a continual improvement system under Total Quality

Management.

4.3.5.2. Information collected from the customer

No interview could be completed.
4.3.6. COMPANY B2 (company without ISO 9000)
4.3.6.1. information collected from the manager

v" General point of view on ISO 9000: According to Mrs Guy, ISO 9000 is useful for
exporting companies. She doesn’t see the need for her company to get certified, as she
considers it is not useful in their industry (rather, pricing is the determinant of success).

Moreover, it is too expensive.
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4.3.6.2. information collected from the customer

The interviewed customer was Mrs Rest from Company H. For the reasons cited

above, the questionnaire didn’t apply and was therefore not administered.
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4.4 ASSESSMENT OF THE CUSTOMER SERVICE LEVELS FOR THE SIX COMPANIES

The level of customer service provided by each of the six companies is determined, in
this study, by three viewpoints (triangulation method): the managers point of view, the
customer’s point of view and finally, the researcher’s point of view. Thus, for each company,
three sections will be presented: firstly, the results related to the manager's interview, then

those related to the customer’s interview, and finally, the results related to the observation.

in the first sections (sections 4.4.1.1.,44.2.1.,44.31.,4441.,4451.and4.4.6.1)),
which aim to assess the level of customer service from the managers’ points of view, a list of
the main points concerning customer service discussed in the interviews is established to
summarize the managers’ points of view and allow comparisons between the different
companies. A comment from the researcher ends these sections, which summarizes the
managers’ perceptions on the level of customer service provided by their companies, and
also presents the researchers general view acquired during the managers’ interviews. It also

mentions facts that might potentially have biased the results.

In the second sections (sections 4412, 4422 4432 4442 ,6 4452 and
4.4.6.2.), which aim to assess the level of the customer service from the customers’ points of
view, the following elements are presented, according to what was stated in the
‘Methodology’ chapter:

v the table presenting the details of the results
v the overall mark assessing the level of customer service (example of calculation given for
the first company on pages 103)

v a table presenting the relative weights, and nomalised marks attributed to the ‘pre-
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transaction’, ‘transaction’, and ‘post-transaction’ stages (example of calculation given for
the first company on pages 103-105), followed by a comment

v a comparison between the customers’ expectations and the perceived performance of the
company for the various individual elements of customer service listed in the table

v a qualitative summary by the researcher.

In the third sections (sections 44.1.3., 4423, 4433, 4443, 4453, and
4.4.6.3.), which aim to assess the level of the customer service from the researcher’s point of
view, the following elements are presented:

v a table highlighting the positive and negative behaviours of the sales representative(s) in
i relation to the service he (they) deliver(s) to the client(s), as well as the positive and
negative behaviours of the customer(s) in relation to his (their) satisfaction /

dissatisfaction. In the case of companies where two sales representatives were observed

characters are used to describe the behaviour adopted by a single sales representaﬁve
(his name is mentioned between brackets), while regular characters are used to describe
the behaviour adopted by both sales representatives, thus allowing individual behaviours,
that may not refiect the company as a whole, to be distinguished.

v' a commentary on the table

v a section entitied ‘other observed information’, where the researcher mentions all other
information collected during the study process and that is felt to be relevant to understand

the results of the study (such as brochures or websites).
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4.4.1. COMPANY A1

4.4.1.1. Manager’'s assessment of Company A1 customer service

v

Interviewed person: The interviewee was Mr Smith, Operations Director.

v Customer description: Company A1’s customers are big industrial companies in the pet

food, cement, sugar, milling and charcoal industries, in South Africa and abroad.

Description of the sale process: The first step in the sale process is the call from an

existing customer to initiate an order. From this call, an appointment takes place between
the customer and the corresponding product manager at Company A1 (milling, petfood,
sugar, etc) to define and quote for the order. Afterwards, accounts executives place the.
order in the planning system. In the case of new customers, a special meeting is then
organized to define precisely the specifications of the product. The orderis then produced

and either held in stock or directly deliveréd, according to the customer’s requirements.

Elements of customer service: To the question ‘what are the main elements that

constitute the customer service delivered by your company?’, Mr Smith answered the
quality of the product, its large range, and the service the company offers in terms of lead
times, on-time deliveries and flexibility. From the rest of the interview, it also appears that
some more elements can be added to the list.: Company A1 presents its products on
industrial shows and has a printed customer policy statement which is displayed publicly.
The company is also flexible and knows how to adapt to different customers’

requirements. Finally, it pays great attention to product development.
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v' Customer relationships: The product manager is the customer's main contact. It can

also happen that a customer sometimes deals with a sales representative, but this sales

representative would have to report to the product manager.

v The way to handle complaints: After a complaint is received from a customer, a

meeting is organized between the customer and the person in charge at Company A1 to

discuss the matter and take decisions to rectify the probiem.

v Assessment of the customer service: According to Mr Smith, the elements needed to

deliver high quality customer service are the quality of the product, on-time deliveries,
good pricing, flexibility, and a good relationship with the customers. The following table

shows Mr Smith’s assessment of the customer service provided by his company.

Table 12;: Company A1 customer service, strengths and weaknesses

Strengths -Weaknesses

On-going relationshipsbwith customers On-time deliveries (problem due to the
fusion of 3 factories into 1, which leads to

longer lead-times)

v Researcher's comment: As a big and established company, Company A1 doesn't really

need to prospect for new customers. The company works with its long-time portfolio of
customers, and maintains good and lasting relationships with them. Company A1's

customers are considered as partners.
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4.4.1.2. Customer’s assessment of Company A1 customer service

Two of Company A1's customers were interviewed. The results are presented

separately for each customer, and a qualitative summary makes a synthesis of the results.

A) CUSTOMER 1: COMPANY D (Sugar Manufacturers)

v Interviewed person: Mr Post, Production Manager — Specialities

v Questionnaire results:

Table 13: Assessment of Company A1 customer service by Company D

Elements of customer service: ‘before the sale’ / pre-transaction elements

Weight Mark ‘Weighted Mark
(1% section) | (2" section) C
[0) @) Q=0 Q -
Written policy 3 3 9 :
Flexibility 4 4 16
Employees' product knowledge 3 3 9
Technical information 4 3 12
Employee relationship with customer 4 4 16 .
Production schedules 3 3 -9
Quotes 3 4 12
Product requirements 4 4 16
Lead times 4 3 12
32 111
Excluded elements: None
Elements of customer service: ‘during the sale’ / transaction elements
Weight Mark Weighted Mark.: -
(1¥section) | (2" section) L
® Q@ D=0 Q"
Employees’ appearance 2 3 6 e
|Facilities' appearance 3 3 9
Employee relationship with customer 3 4 42 .
Order convenience 3 3 9.
Status information 3 3 9.
Accuracy of shipping 4 4 - A6
18 BT - 3 A
Excluded elements : Billing (weighted 4, but doesn't apply for the supplying
company)
102



s

Elements of customer service: ‘after the sale’ / post-transaction elements
Weight Mark Weighted Mark
(1% section) | (2"¥section)

0] @ Q=00
On-time delivery 4 3 12
Complaints handling 3 3 9
Follow-up -3 3 ]
Preventing stockouts 3 3 9
Training of customer 3 3 9
Product tracing for recalls 4 4 16
Employee reiationship with customer 3 4 12
Product development 3 3 9

26 ' 85
Excluded elements : Product tracing for recalls (doesn't apply)

Note: at the end of each category (‘before the sale’, during the sale’, and ‘after the sale’); the line
‘excluded elements’ specifies the elements of customer service that were removed from the initial
list and states the reason why.

Overall mark assessing the level of customer service:

From column @, a best mark can be inferred: (32 * 4) + (18 * 4) + (26 * 4) = 304 points.
The total mark assessing the customer service provided by Company A1 is calculated
from column ®, as follow: 111 + 61 + 85 = 257 points.

In percentage terms, the customer has attributed a mark of (257/304) to the

customer service provided by Company A1.

Comparison of customer's expectations/ perceived performance on the three

stages of a sale (relative importance between the ‘pre-transaction’, ‘transaction’,

and ‘post-transaction’ stages):

a) Calculation of an average weight for each stage (customer’s expectations):

From the weights attributed to the different elements of customer service occurring
during the pre-transaction stage, the transaction stage, and the post-transaction stage,
and the number of elements listed in each of these categories, an average weight can be

calculated for each of these three categories:
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> Average weight ‘pre-transaction stage’: 32 /9 = 3.55
> Average weight ‘transaction stage’: 18/6 = 3.00

> Avérage..Weight ‘post-transaction stage’. 26 / 8 = 3.25

b) Calculation of nomalised marks for each stage (customer's perceived relative

importance

To allow a comparison of performance between the three categories, ‘pre-transaction
stage’, ‘transaction stage’, and ‘post-transaction stage’, a normalisation of marks has to

be established, which requires two successive steps:

= Calculation of an average mark for each stage

The same principle is used as in the calculation of average weights for each
stage, but this time, the marks are used instead of the weights (column @, instead

of column ®).

%fi;‘d\_/erage mark ‘pre-transaction stage’: 111/ 9 =1233 .
>A vefage}mark jTrénsaction stage” 61/6= '10'._.:1 7?;
>A Veragé-Mark_-pq&t—transaction stage” 85/8=10.63

= Normalisation of the average marks

For the caiculation of the normalised marks, the stages ‘pre-transaction’,
‘transaction’, and ‘post-transaction’ are weighted equally - 4. From these new

weights, normalised marks can be calculated from the average marks:
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» Normalised mark ‘pre-transaction stage’: (12.33 *4)/3.55=13.89
» Normalised mark ‘transaction stage’. (10.17 *4)/3.00 = 13.56
> Normalised mark ‘post-transaction stage’: (10.63 *4)/3.25 = 13.08

The following table summarizes these results:

Table 14: Relative importance of the sale’s 3 stages: expectations and perceptions

Average weight Mark normalisation
__ _ / customer’s expectations / perceived performance
et
" ansacton siage 325 13.08

From the results of the first column (Table 14), it can be deduced that the customer
expects Company A1 to perform better on the elements of customer service occurring in
the pre-transaction and post-transaction stages than on the elements occurring in the
transaction stage. From the resuits in the second column, it can be inferred that Company
A1 is perceived by the customer to perform better in the pre-transaction and transaction
stages than in the post-transaction stage. When comparing these two columns, it can be
inferred that, according to the customer, Company A1 doesn't totally fulfil the customer’s
expectations: the company should put more emphasis on the post-transaction stage, as
the customer considers that elements of customer service occurring after the sale are
more important than elements occurring during the sale. However, Company A1 is
perceived to fulfil the customer's expectations by putting great effort on performing very

well in the pre-transaction stage.
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v Comparison of customer’s expectations / perceived performance on _individual

elements of customer service {see Table 13):

When comparing the results of the two columns (Table 13), some gaps can be
highlighted between what the customer expects (column @), and what he perceives he
gets (column @), conceming some elements belonging either to the pre-transaction stage,
the transaction, or the post-transaction stage. Six elements (out of 23) reflect such gaps:

The elements ‘Technical information’ and ‘lead times’ in the pre-transaction stage, and
‘on-time deliveries’ in the post-transaction stage, are weighted ‘4’, meaning they are
considered as really important by the customer, but the perceived performance of the firm
on those elements is only rated ‘3’ by the customer. This means, that the customer is not
entirely satisfied with these elements.

On the contrary, some elements are perceived to get more attention than they should.
This is the case for the elements ‘quotes’ in the pre-transaction elements and ‘employee’s
relationship with the customer in both the transaction and post-transaction stage. This
means that the firm is perceived to put unnecessary effort oh these elements. This does
not really affect the customer’s satisfaction, as itis not a ;Iack’ from the firm, but rather a

‘surplus’.
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B) CUSTOMER 2: COMPANY E (Cement Manufacturers)

Interviewed person: Mr Cane, Resident Engineer

Questionnaire results:

Table 15: Assessment of Company A1 customer service by Company E

Elements of customer service: ‘before the sale’ / pre-transaction elements
Weight Mark Weighted Mark -
(1™ section) | (2"secton) | . -
® @ 9= 0*Q
Flexibility 4 3 12,
Employees’ product knowledge 4 3 12
Technical information 3 3 8
Employee relationship with customer 3 4 12
Quotes 4 4 16
Product requirements 4 3 12 .
Lead times 4 3 A2 0
' 26 . 85 .
Excluded elements : Written policy (weighted 3, but doesn't know about a

policy in Company A1)
Production schedules (weighted 2, but doesn't take
note ofthem)

Elements of customer service: ‘during the sale’ / transaction elements
Weight Mark Weighted Mark -
(1% section) (2" section) SRR
0] @ Q=00
Employees’' appearance 3- 3 Lo g L
Billing 4 3 12 o
Employee relationship with customer 3 3 9 '
Order convenience 3 3 -9
Status information 3 3 )
Accuracy of shipping 4 3 c42
20 R
Excluded elements Facilities’ appearance (doesn't apply)
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Elements of customer service: ‘after the sale’ / post-transaction elements

Weight Mark Weighted Mark
(1* section) (2" section)

©) %) Q=0"'"®
On-time delivery 4 2 8
Complaints handling 3 3 9
Foliow-up 2 3 6
Preventing stockouts 4 3 12
Product tracing for recalls 3 3 )
Employee relationship with customer 3 3 ]
Product development 3 3 9

22 62
Excluded elements : Training of customer (weighted 2, doesn't apply)

Overall mark assessing the level of customer service:

In percentage terms, the customer has attributed a mark of to the customer service

provided by Company A1.

Comparison of customer’s expectations / perceived performance on the three

stages of a_sale (relative importance between the ‘pre-transaction’, ‘transaction’,

and ‘post-transaction’ stages):

Table 16: Relative importance of the sale’s 3 stages: expectations and perceptions

~-Average weight , - -Mark normalisation . - -.

: — / customer’s expectations / perceived performance '
e s 3
e o o

From the results of the first column (Table 16), it can be deduced that the customer
expects Company A1 to perform better on the elements of customer service occurring in
the pre-transaction and transaction stages than on the elements occurring in the post-

transaction stage. From the results in the second column, it can be inferred that Company
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A1 is perceived to perform better in the pre-transaction and transaction stages than in the
post-transaction stage. Thus, it can be concluded that, according to this customer,
Company A1 fuifils their expectations in terms of relative performance between the three

stages of the sale.

Comparison of customer’s expectations / perceived performance on individual

elements of customer service (see Table 15):

When comparing the results of the two columns (Table 15), some gaps can be
highlighted between what the customer expects (column @), and what he perceives he
gets (column @), concerning some elements belonging either to the pre-transaction
stage, the transaction, or the post-transaction stage. Ten elements (out of 20) reflect such
gaps:

The elements ‘ﬂe>.<ibility’, ‘employees’ product knowledge’, ‘product requirements’ and
‘lead times’ in the pre-transaction stage, the elements billing’ and ‘accuracy of shipping’ in
the transaction stage, and the elements ‘on-time deliveries’ and ‘preventing stockouts’ in
the post-transaction stage, are weighted ‘4’, meaning they are considered as really
important by the customer, but the perceived performance of the firm on those elements
is only rated ‘3’ (or even ‘2’ concerning the element ‘on-time deliveries’) by the customer.
This means, that the customer is not entirely satisfied with these elements.

On the contrary, some elements are perceive'd to get more attention than they should.
This is the case for the element ‘employee’s relationship with the customer’ in the pre-
transaction stage, and ‘follow-up for customer satisfaction’ in the post-transaction stage.
This means that the firm is perceived to put unnecessary effort into these elements. This
does not really affect the customer’s satisfaction, as it is not a ‘lack’ from the firm, but

rather a ‘surplus’.
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CUSTOMERS 1 & 2: QUALITATIVE SUMMARY:

a) Average overall mark:

In order to obtain one mark which will reflect the level of customer service provided by
Company A1, as perceived by customers, an average was calculated, using the two
percentage marks obtained from the two customers. It is considered that these two
customers judge the Company A1 company on the same basis, as they are approximately
the same size and both work the same way with Company A1 (same kind of contract, same
kind of relationships). Thus, the final mark is:

(85% + 76%) / 2 = 80.5%

Average overall mark: 80.5%

b) Relative importance of the three stages of é sale: customers’ expectations /

perceived importance.

Both customers consider the pre-transaction stage as very important. Company A1
seems to have understood the need to achieve high performance at that stage as both
customers agree that the company performs better at that stage than in the two following
stages. While the two customers disagree on what is the next most important stage
(transaction or post-transaction), they agree that, after the pre-transaction stage, Company

A1 is performing better in the transaction stage than in the post-transaction stage.
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c) Customer's expectations / perceived performance on individual elements of

customer service

The two customers were generally satisfied with the various customer service
elements, though the second customer was a bit more severe than the first (the perceived
performance of several elements did not match totally with their expectations). Two elements
are considered important by both customers but the perceived performance is lower than

expected: ‘lead-times’, and ‘on-time deliveries’.

4.4.1.3. Researcher’'s assessment of Company A1 customer service

(a) Observation guide’s results

¥ Involved people:

Two observation guides were completed at two different meetings:

Table 17: Company A1, Company D and Company E, meeting participants

Meeting 1 Meeting 2
Company A1 sales Mr Don Mr Aldo
representative
Mr Post
' Mr Cane
Customer Company D '
+ other participants Company E
Monthly meeting (monthly agenda :
Purpose of visit Weekly visit " delivery, ordering system, any
problems)
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v Results:

Table 18: Company A1, observation results

How to read the table:

In ltalics: Behaviour adopted by a single sales representative,

Regular characters: Behaviour adopted by both sales representative.

Behaviour reflecting GOOD customer service

Behaviour reflecting BAD customer

sefvice
SALES REPRESENTATIVES' BEHAVIOUR
-Appearance Good. Adequate dress code. -
Way of They both knew the customer very well, therefore
greeting the | the greetings were very warm and friendly, using Mr Don did not shake hands.
customer the customer’s first name.
o Their physical appearance showed that they
Atitude and were open confident persons. Their facial
body expression and gestures reﬂecte.d the mterest )
language they had in the customer (appropriate smile, they
looked pleasant and interested, direct eye
contact showing respect).
They were both courteous and polite, choosing
their words carefully, avoiding non-appropriate | Mr Don repeated several times that
discussion topics; they had the necessary he had another appointment after
documents with them; they listened to the the meeting, appearing impatient
Way of c om- customer anq showed desire to understand what | and busy. However, it didn’'t seem
municating he was saying; Mr Don took notes. They both to annoy the customer. Mr Don
. gave appropriate answers. They paid great interrupted the conversation several
personal attention to the customer (making him times by receiving phone calls.
feel important and special, strengthening the Mr Aldo didn't allow a pause after
one-to-one relationship and the friendship). the customer had finished speaking.
Mr Aldo answered a complaint the right way: he
didn't argue, get involved in a struggle or try to
‘Way of justify himself. Rather, he listened to the
answering customer without interrupting, tried to clarify the -
complaints problem and set up a plan of action with the
s customer and took note of it He also promised to
_ give feedback to the customer.
‘Way of Mr Aldo ended the meeting correctly .
-ending the | (handshaking, efc). He also talked non-business- Mr Dx%zz;(iga:Zis hﬁgg&:e left
meeting - related topics with the customer. 9 '
L : CUSTOMERS’ BEHAVIOUR .05 o i
Bo dy | In general, both customers adopteq an assertive They.vyere ‘too rglaxed' (no straight
language o body language (relaxed, open, interested, position on their seats, hunched
T 7Y pleasant, direct eye contact). shoulders)
E‘Zig;;he' They looked satisfied -
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v Commentary:

Both sales representatives showed very professional behaviour in their work.
The overall impression was very positive. They treated their customers as partners,
they developed a one-to-one relationship, are friends (Mr Aldo met this customer a
long time ago, because he was working in the industry before he went to the
cement industry at COMPANY E), and they knew how to listen to the customers
and answer their requests. The ‘bad behaviours’ were actually individual
behaviours from one or the other sales representative. They are therefore not
related to the company’s way of functioning. Moreover, if they can be seen as bad
behaviours in absolute terms (not shaking hands with a customer is inappropriate
for a sales representative), they have to be seen relative to these cases, because
they can be attributed to the fact that the relationship between Company A1 and
these customers is very strong, and therefore employees from both sides know
each other very well: if one of them does not shake hands, it is not considered as
di'srespectful by the other. The same applies when one of them announces that

he’s in a hurry because of another subsequent appointment.

(b) Other collected information

Since January 2001, an intemnal newspaber has been available to the group’s
employees in South Africa, providing them with information conceming the group’s
activities all over the world, and concerning the introduction or development of new
products and processes. “The objective [of the newspaper] is to create a befter
understanding of goals and projects on the go with the Marketing Department — and to

keep you [the employees] informed about Group Marketing initiatives” (Company A1
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Marketing Department, 2001). This newspaper helps to improve the communication within
the group, and is also a too! to maintain or boost employees’ motivation. The content of
the newspaper also shows the group’s will to develop positive relationships with his
employees. For example, it publishes the pictures of the group’s Christmas Party
(January 2001 edition). Some personal information about empléyees is also provided, like

births, promotions, or new appointments.

Some articles in the newspaper demonstrate the company’s will to develop
positive relationships with their customers: For example, in the section ‘Marketing Brief’ of
the first edition of the newspaper (January 2001), the project ‘MAC!I (Market and
Customer Intelligence) is described. This project, launched across all Company A1
Divisions, aims to get a better understanding of the customers, their needs, and their
expectations. One of the key business drivers of that project is to enhance customer
relationships. Another example is in the ‘Headlines’ (January 2601 edition), where it can
be read that the performance of the group had to be improved by focussing on several

key areas. Two of these key areas are ‘customer service’ and ‘quality’.

Company A1’s brochure is very neat and préfessional. The contents are
adapted to their customers’ needs and expectations. The first page presents pictures of
the various products, and the names of their customers. Inside the brochure, technical
information is given on the fabrication processés, and finally, the back page delivers
general information about the company, including the company’s miésion and objectives,

and contact numbers.

The Website of Company A1 is also very professional. It is a well developed

and built site, providing financial information on the Group, but also information on all the
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products and divisions of the Group, as well as a detailed list of contacts. It is easy to

navigate, thanks to the site map that stays on the left side.

4.4.2. COMPANY C1

4.4.2.1. Manager's assessment of Company C1 customef service

v

Iinterviewed person: Two persons were interviewed in this company: Mrs Naidoo, Saies

Public Relations Officer, who answered the questions concerning customer service (which
will be discussed in that section), and Mrs Tune, Quality Assurance Co-ordinator, who

answered the questions related to ISO 9000 (for next section).

Customer description: Company C1 sells via five agents to distributors (shops,

industrial companies). Those distributors sell to companies (such as construction
companies) and individuals. According to Mrs Naidoo, the company considers the agents

as their customers.

Description of the sale process: The company markets its products (shoes) to the

agents through advertising. The agents place their order with Company C1 via a
computer system. At this stage, either the ordereci products are already available in stock,
or they must be produced. In the first case, the order is assembled and immediately
delivered to the agent. In the second case, the order goes through production planning
and is produced before it is delivered (3 weeks lead time). The agents are independent.
Therefore, each of them is responsible for dealing with its own customers (companies and

individuals), which means they all have to implement their own marketing strategy to
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assess customers’ needs and assess the supply needed from Company C1. The agents

get incentives from Company C1 through commissions and rebates.

Elements of customer service: To the question ‘what are the main eiements that

constitute customer service delivered by your company?’, Mrs Naidoo didn't give any
clear answer, but it can be stated that ‘efficiency’ and ‘immediate deliveries when stock
availabie’ were the main elements in her answer. From the rest of the interview, it appears
that all the marketing actions undertaken by Company C1 toward the agents are also part
of the customer service they deliver. From the list of elements of customer service
suggested in the questionnaire, she said the following elements applied to the company:
‘advertising’, ‘technical information’, ‘system flexibility’, ‘production schedules’, ‘physical
inventory control’, ‘quotes’, ‘employees’ and facilities' appearance to customers’,
‘demonstrations’, ‘invoicing’, ‘order assembly’, ‘transportation’, ‘product support’, ‘product

training’, and ‘follow-up for customer satisfaction’.

Customer relationships: The General Manager himself and Mrs Naidoo are the five

agents main contacts.

The way to handle complaints: Most complaints come from incorrect order deliveries.

Mrs Naidoo is responsible for complaints handling. She sends an e-mail to apologize to
the agent, records the complaint, and investigates within the company to find the source.

Action is then taken. The General Manager intervenes when necessary.

Assessment of the customer service:

According to Mrs Naidoo, the elements to deliver a high quality customer service are ‘the

employee appearance to customers’, as well as ‘product development’.
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Table 19: Company C1 customer service, strengths and weaknesses

Strengths Weaknesses

Product quality, diversity of the range Mrs Naidoo didn’t raise any specific point
on this topic, but it seems from the rest of
the interview that the company’s delivery
management system is not efficient

enough.

v Researcher's comment: Mrs Naidoo had difficulty to present an overall view of her

company and she was not able to analyse and critically look at the company’s activities,
even concerning activities she was deeply involved in. Maybe the General Manager
should have been the person to interview, but it is also interesting to see that in an ISO
9000 certified company, some people still don’t have an overall view of the company and
are ignorant about the certification process. Mrs Naidoo, as the Sales PRO Officer, was
supposed to be able to answer the questions.

Company C1 is an old company, and doesn’t seem to look for continuous improvement,
but rather relies on its existing awareness and image. The communication between the
different sections of the company seems quite iow, the allocation of tasks didn’t seem
clear, and it appears, according to Mrs Naidoo’s interview, that the notion of customer
service remains centred on the product quality, and that there are no clear strategies for

the different kinds of customers they deal with (agents, industrials, individuals).
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4.4.2.2. Customer’s assessment of Company C1 customer service

CUSTOMER: COMPANY | (Safety Footwear distributor)

v Interviewed person: Mr Tie, Sales Manager

v" Questionnaire resuits:

Table 20: Assessment of Company C1 customer service by Company |

Elements of customer service: ‘before the sale’ / pre-transaction elements
Weight Mark ‘Weighted Mark -
(1% section) | (2" section) o
® @ =00
Flexibility 4 3.5 coo14 -
Employee's product knowledge 4 3 12
Technical information 3 3 -9
Employee relationship with customer 4 4 16
Product requirements 4 4 16, -
Lead times 3 3 - 9
22 S { TR
Excluded elements : Written policy (weighted 1, but doesn't know about

any policy in Company C1)
Quotes (doesn't apply)

Production schedules (weighted 3, but doesn't know

about that in Company C1)

Elements of customer service: ‘during the sale’ / transaction elements
Weight Mark Weighted Mark :
(17section) | (2“section) | il
® ) Q=00
Employee's appearance 2 3.5 AR
Facilities' appearance 2.5 3 7.5
Employee relationship with customer 3 4 12 - o
Order convenience 3 4 120 s
Status information 3 4 A2 i
Billing 3 4 s e
Accuracy of shipping 4 4 R Rt
20.5 ©L T8
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Elements of customer service: ‘after the sale’ / post-transaction elements

Weight Mark Weighted Mark
(1% section) (2" section)

0] @ Q=0"0Q
On-time delivery 3 4 12
Complaints handling 3 4 12
Follow-up 3 4 12
Preventing Stockouts 4 . 3 12
Training to customer 2 3 6
Employee relationship with customer 4 4 16
Product development 3 3 9

22 79
Excluded elements : Product tracing for recalls (doesn't apply)

Overall mark assessing the level of customer service:

In percentage terms, the customer has attributed a mark of to the customer

service provided by Company C1.

Comparison of customer’s expectations / perceived performance on the three

stages of a sale (relative importance between the ‘pre-transaction’, ‘transaction’,
stag

and ‘post-transaction’ stages):

Table 21: Relative importance of the sale’s 3 stages: expectations and perceptions.

Average weight v Mark normalisation. -
/ customer’s expectations / perceived performance -~

' _Before the_'sale / pre- 367 13.82
-transaction stage
~-'During the sale’/

~‘transaction stage - 293 ’ 15.32

- ‘After the §ale /post- 314 14.36
transaction stage

From the results of the first column (Table 21), it can be deduced that the customer
expects Company C1 to perform better on the elements of customer service occurring in
the pre-transaction and post-transaction stages than on the elements occurring in the

transaction stage. From the results in the second column, it can be inferred that Company
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C1 is perceived to perform better in the transaction than in the pre-transaction and post-
transaction stages. When comparing these two columns, it can be inferred that, according
to the customer, Company C1 doesn’t fulfil the customer’s expectations: the company
should put more emphasis on the pre-transaction and post-transaction stages, as he
considers that elements of customer service occurring before énd after the sale are more

important than elements occurring during the sale.

Comparison customer’'s expectations / perceived performance on individual

elements of customer service:

When comparing the results of the two columns (Table 20), some gaps can be
highlighted between what the customer expects (column @), and what he perceives he
gets (column @), concerning some elements belonging either to the pre-transaction
stage, the transaction or the post-transaction stage. 10 elemeﬁts (out of 20) are
concemed with such gaps:

The element, ‘employees’ product knowledge’ in the pre-transaction stage and the
element ‘preventing stockouts’ in the post-transaction stage, are weighted ‘4’, meaning
they are considered as really important by the customer, but the perceived performance
of the firm on those elements is only rated ‘3’ by the customer. This means, that the
customer is not entirely satisfied with those elements.

On the contrary, several elements are perc'eived to get more attention than they
should. This is the case for the elements ‘employee’s appearance to customers’,
‘employee’s relationship to the customer’, ‘order convenience’, ‘order status information’
and ‘billing’ in the transaction stage, and the elements ‘on-time deliveries’, ‘complaints
handling’ ,and ‘follow-up for customer satisfaction’ in the post-transaction stage. This

means that the firm is perceived to put unnecessary effort into these elements. This does
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not really affect the customer satisfaction, as it is not a ‘lack’ from the firm, but rather a

‘surplus’.

v Researcher's comment:

The relationship between the customer, who belongs to a small company (Company
C1 is one of their twelve suppliers), and the sales representative from Company C1 was
very good, as they have known each other and worked together for a long time. This

might have influenced the customer to attribute good marks all through the questionnaire.
4.4.2.3. Researcher’s assessment of Company C1 customer service

{a) Observation gquide’s results

v Involved people:

Table 22: Company C1/ Company |, meeting participants

Meeting: participants
Company C1 sales Mr Dear
representative
Customer Mr Tie,
Company |
Purpose of visit Routine visit
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v Results:

Table 23: Company C1, observation results

. . . Behaviour reflecting BAD
Behaviour reflecting GOOD customer service customer service
SALES REPRESENTATIVE'S BEHAVIOUR
Appearance Good. He was wearing Company C1 shoes. -
Way of He greeted the customerin a warm and friendly | He didn’t confirm the time of the
greetingthe | manner, using the customer’'s name (they know appointment: the customer
customer each other for a long time). Frank handshaking. seemed to be hindered.
His physical appearance showed that he was
. open and self-confident. His facial expression
Qggl;de and and gestures reﬂegted the_ interest he had in the )
language customer (appropriate smile, he looked pleasant
o and interested, direct eye contact showing
respect).
He was courteous and polite, and avoided non- He maybe used a bit too much
appropriate discussion topics; He listened to the . y He also didn't all
: customer and really showed desire to jargon. ﬂe asodidntallowa
Way of com- understand what he was saying; He gave ﬁp_ause a erthe °“S‘°'T‘e’ had
S ; nished speaking. He didn't take
municating appropriate answers. He put a great personal otes. though he had t :
attention to the customer (making him feel n n | % f: ta 10 mgmthonze
.| important and special, strengthening the one-to- quite a {ot ot cata given by ine
one relationship and the friendship). customer.
Way of He shook hands frankly with thg cu_stomer and
ending the even asked to shake hands with his father as _
'-‘m'eeting well (family company), which again
strengthened the one-to-one relationship.
o ‘CUSTOMER'S BEHAVIOUR L e e
e . He was ‘too relaxed’ (no straight
Body- In S:ge::; t?:\ cus:o:ner:dopted_atn assteglve position on his seat, hunched
‘language y Ig a sag:t( deirz):ta e Z’z:inr{tgcgres ed. shoulders), which indicated that he
‘ P ' y was sometimes bored.
Endofthe The customer looked very satisfied and talked
) - about non-work related topics with the sales -
meeting - -
_ representative.
¥v_Commentary:

The customer service delivered by Mr. Dear to his customer was of a good

standard. The fact that he wore shoes from his company showed that he personally

supported his company’s product and that he was proud to wear and sell them. The

meeting was very informal, as he maintained a very close relationship with his
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customer, based on friendship. However, Mr. Dear tended to rely too much on this
friendship and ‘forgot’ the elementary bases for the professional behaviour required
between a supplier and his customer, like confirming an appointment. However, he
put lots of effort into maintaining and developing a good relationship with every
member of the company, which is a good point in a small family company like

Company |.

{b) Other collected information

The human resources policy adopted by the company seems to be positive in
terms of employee care. It is considered as ‘a keystone’ in the company’s success, and
attempts to ‘maintain an equitable balance between the personal needs, aspirations and
interests of the employees on the one hand, and the business needs of the company on
the other. The policy’s main objectives are staff loyalty and staff equality, and provides the
employee with training and recreation facilities. This information was taken from a 1979

Company C1 publication, and should. be viewed with care since it is a very old document.

Their brochure is a small leaflet, that doesn’t provide much information. Very
specific technical information is presented at the back, while a picture of one pair of shoes
is displayed inside. The pictures used for the background are not really appropriate. No

contact numbers are given.

The website of Company C1 doesn’t provide much information either. Too many
different pages are used for such littie information. A brief presentation of the company is
displayed (highlighting the fact that the company had the ISO 9000 certification), and the
range of products is available in pictures. The colours used for the background are quite

fancy (dark green and black).
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4.4.3. COMPANY B1

4.4.3.1. Manager's assessment of Company B1 customer service

v Interviewed person: The interviewed person was Mrs Shirley, Quality Assurance Co-

ordinator.

v' Customer description: Company B1 sells to all types of companies and individuals, via

branches and franchisees.

v' Description of the sale process: From advertising and a lot of referrals, the company

receives calls from new customers who desire to equip themselves or their company with
a security gate or system. The contact is directed to the relevant sales representative in
the branch. The sales representative then meets the customer to precisely define his
needs, and then sends a quotation to the customer. Once the customer agrees, the order
is sent to the planning system (computerized) to be produced. Freight companies perform

the delivery.

v Elements of customer service: To the question ‘what are the main elements that

constitute the customer service delivered by you.r company?’, Mrs Shirley spontaneously
answered ‘advertising and referrals’, as well as the ‘promotions’ they offer to customers
(though she didn’t know the promotions’ content). From the list of elements of customer
service suggested in the questionnaire, she said all the elements applied to her company
except the element ‘facilities’ appearance to customers’, as customers don’t come to the

company itself.
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v' Customer relationships: The sales representative is the customer's main contact.

v The way to handle complaints: The head office provides all the branches with a

standard ‘non-performance report’ (see Appendix H). For each customer complaint, the
branches have to fill in one form and send it back to the head office, where it is distributed
among the persons and departments related to the complaint. Complaints are then
discussed in a gquality assurance- meeting. From there on, action is taken to solve the
problem and feedback is given to the franchisees (via a ‘Corrective action report’, see

Appendix H). The company also works on the basis of preventive actions.

v Assessment of the customer service: According to Mrs Shirley, the necessary

elements to deliver a high quality customer service, quoted from the questionnaire list, are
the ‘technical information’ released to the customer, ‘written policy’, ‘lead times’,
‘employee’s appearance to customer, the ‘sales call’, the ‘order placement’, the
‘transpo&ation’, ‘receiving’, ‘product training’ (bur for sales representatives’) and ‘product

development’.

Table 24: Company B1 customer service, strengths and weaknesses

... Strengths” -~ ‘ ‘Weaknesses

The product ~wide rangé of colours and | None
flexibility: possibility of special units and
ability to conform to various customers

requirements
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v Researcher's comment: Mrs Shirley, as a quality assurance co-ordinator, was able to

give an overall view of her company. However, her view remained maybe too much
product-oriented for the purpose of the study, which required an analysis in terms of
service. It seems that the marketing department's activities weren’t included in Mrs
Shirley’s quality approach. To obtain comprehensive answers-on the customer service
provided by the company, a person from the marketing department should have been
interviewéd, but it is aiso interesting to note the product orientation of the ISO 9000 leader
in the company.

Company B1 is a big established company and benefits from a consistent awareness
and a good brand' image, based on the good quality of its product. Thanks to good
internal organization and adequate staff training, the company has a professional,
systematic way of working with their customers, which makes the customer service they

provide irreproachable.
4.4.3.2. Customer’s assessment of Company Bt customer service
CUSTOMER: COMPANY G GROUP (retailer)

v Interviewed person: Mrs Sweet, Deputy Store Development Manager
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v Questionnaire results:

Table 25: Assessment of Company B1 customer service by Company G

Elements of customer service: ‘before the sale’ / pre-transaction elements

Weight Mark Weighted Mark
(1% section) (2™ section)
0] @ Q=0*"

Flexibility 4 4 16
Empioyee's product knowledge 4 4 16
Technical information 4 4 16
Employee relationship with customer 4 4 16
Quotes 4 4 16
Product requirements 4 4 16
Lead times 4 4 16
112

Excluded elements : Written policy (weighted 4, but doesn't know about

any policy in Company B1)
Production schedule (weighted 1, doesn't apply to

Company B1)
Elements of customer service: ‘during the sale’ / transaction elements
Weight Mark Weighted Mark -
(1% section) | (2"7section) L o
O] @  ®=0"@
Employee's appearance 3 4 12 - -
Employee relationship with customer 4 4 16
Order convenience 4 4 16
Status information 4 4 16
Billing 4 4 16 -
- : 76 ...
Excluded elements : Facilities' appearance : doesn't apply

Accuracy of shipping : doesn't apply

Elements of customer service: ‘after the sale’ / post-transaction elements

Weight Mark “Weighted Mark .-

(1¥section) | (2" section) e

@ @ Q=00 =

On-time delivery 4 4 16 - .
Product tracing for recalls 4 4 16,
Complaints handling 4 4 16
Follow-up 4 4 A6
Employee relationship with customer 4 4 16 . .

Excluded elements :

Stockouts prevention (weighted 4, but ddesn‘t apply

fo Company B1)

Training of customer (weighted 2, but doesn't apply

to Company B1)

Product development (weighted 4, but doesn't apply

to Company B1)
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v Overall mark assessing the level of customer service:

In percentage terms, the customer has attributed a mark of l100°/§] to the customer

service provided by Company B1.

v Comparison of customer's expectations / perceived performance on the three

stages of a sale (relative importance between the ‘pre-transaction’, ‘transaction’,

and ‘post-transaction’ stages):

Table 26: Relative importance of the sale’s 3 stages: expectations and perceptions

Average weight -Mark normalisation
/ customer's expectations / perceived performance
‘Before the sale’ /-pre-
. - . 4 16
transaction stage -
‘During the sale’ /
transaction.stage 338 16
‘After the saie’/ post- 4 16
-:transaction stage

From the results of the first column (Table 26), it can be deduced that the customer
expects Company B1 to perform better on the elements of customer service occurring in
the pre-transaction and post-transaction stages than on the elements occurring in the
transaction stage. From the results in the second column, it can be inferred that Company

C1 is perceived to perform equally in the three stages of the sale.

v" Comparison customer's expectations / perceived performance on individual

elements of customer service:

When comparing the results of the two columns (Table 25), what the customer

expects (column @), and what he perceives he gets (column @), it seems that the
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customer is almost entirely satisfied on every element of customer service. Only one
element, “employee’s appearance to customers’ in the transaction stage seems to get
more attention than it should (weighted 3, but rated 4). However, this does not really

affect the customer satisfaction, as it is not a ‘lack’ from the firm, but rather a ‘surplus’.

Researcher's comment:

There is an obvious bias in the results as the mark is 100%. This is attributed to the
fact that the questionnaire was not really suited to a company like Company B1, which
provides a product to other companies which is not a product that these customers will
use to produce their own product. For that reason, to deal with big security companies is
considered as a necessity but also as a kind of ‘waste of time’ for companies (especially
for big busy companies, like Company G). Therefore, their expectations toward Company
B1 or other security companies are very short and simple: they want few, short, efficient
meetings to explain their needs and they expect the company to be very professional
(flexibility, perfect and quick understanding of their needs, punctuality, and on-time
delivery), and they are not interested in the functioning of the company as it won't affect
their own functioning. Therefore, to assess Company B1 customer service, the customer
could only rely on a few elements that she knew about. Therefore, for all the elements of
the questionnaire that she could not really assess, because she had not experienced
them, she relied on her good experience concer-ning those few elements and attributed
the other elements a good mark as well. So it can be inferred that the 100% satisfaction in
the customer service comes from a lack of knowledge of the Company B1 Company.
However, it can also be inferred that an ‘unbiased result’ wouldn’t be far from 100%, as
the customer seemed really satisfied. It is not surprising considering that Company G is

Company B1’s biggest account. Moreover, despite this need not to make them ‘lose time’,
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the sales representative from Company B1 had managed to build a very good relationship
with them. The questionnaire was filled in during an informal meeting, where the sales
representative took the opportunity to taik non-work related topics with different
employees at different levels in the company.

To get another picture of Company B1 customer service and another customers
assessment, an observation took place with another Company B1 sales representative at
a meeting with an individual, private customer. At the end of the interview, a few

~questions were posed to the customer to assess his level of satisfaction with Company
B1. These questions were: ‘why did you choose Company B1?’ and ‘what do you think of
the customer service they have provided so far?’. The customer chose Company B1
because the company appeared to offer the cheapest price. According to him, Company
B1 is ‘top in its range’ and provides good customer service, which he could appreciate
through phone calls and a visit from a sales representative. From this short interview and
from the observation of the customer’s behaviour, it can be inferred th.at this customer

was satisfied with the customer service provided by Company B1.

4.4.3.3. Researcher’s assessment of Company B1 customer service

(a) Observation guide’s results

Unlike the other companies studied, the ot;sewation sequence didn’t take place at
the same meeting as the customer interview. The observation sequence was processed
during two customer visits, but these customers, either by their nature or their behaviour,
didn’t allow the customer interview to be done (Meeting 1: the customer was too busy and
meeting 2. the customer wés an individual). For that reason, a third customer visit to

Company G (see above) was necessary to complete the customer interview.
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I ¥ Involved peopie:
I Two observation guides were completed at two different meetings:
l Table 27: Company B1/ Company GG and an individual, meeting participants
l Meeting 1 Meeting 2
Company B.1 sales Mr Dlamini Mrs Jack
representative
Customer ~ Mr Pink, Mr Castle,
m Company GG individual
Purpose of visit First visit to define needs First visit to define needs
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¥ Results:

Table 28: Company B1, observation results

How to read the table:

In Italics: Behaviour adopted by a single sales representative,

Regular characters: Behaviour adopted by both sales representatives.

Behaviour reflecting GOOD customer service

Behaviour reflecting BAD customer |

service
‘SALES REPRESENTATIVES' BEHAVIOUR
A : Both had a conservative dress code. They
Appearance- | looked professional. }
“Way of s,
greetingthe | Appropriate greetings with frank handshaking. Mr Diamini didn't use the
: customer's name.
customer
: Their physical appearance showed that they
. , were open confident persons. Their facial
»Q(t)tgl;de_ and expression and gestures reflected the interest )
language - - they had in the customer _(appropnate smile,
DA they looked pleasant, direct eye contact,
' showing respect).
They were both courteous and polite, choosing | They were not trying to develop a
their words carefully, avoiding non-appropriate one-to-one relationship or a
o discussion topics; they listened to the customer | friendship: Mr Dlamini's customer
.Way ofcom- | and showed desire to understand what he was was too busy in managing his
“municating ---| saying (trying to clarify what the customer said | bufchery’s enlargement and didn't
o : | and asking open questions); They both took talk to him more than 2 minutes (Mr
notes (measurements). They both gave Dlamini had to take the
oL “appropriate answers. measurements by himself).
Way of - Didn’t apply to Mr Diamini
ending the Mrs Jack thanked the customer for doing L
meeting business with her company. Mrs Jack didn't shake hands.
S CUSTOMERS' BEHAVIOUR T
Bo dy" Mrs Jack’s customer adopted an assertive body | Mr Dlamini’ customer was obviously
3 language (relaxed, open, pleasant, direct eye | notinterested in spending time with
anguage ;
. v contact). him.
-End of the Didn't apply to Mr Dlamini’s customer Didn’t apply to Mr Dlamini’s
meeting Mrs Jack’s customer looked satisfied (smiles) customer
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v Commentary:

The behaviour of both sales representatives was very professional. Both knew
how to adapt to the customer. The behaviour of Mr Diamini’s customer (too busy to
talk with him) illustrates well what kind of expectations companies have toward
security companies: do their job well without dis{urbing the normal course of the
company. Both sales representatives didn't try to develop a long-lasting
relationship with their customers, as the security gates industry sells one product
(which is supposed to last a long time) to one customer, especially when the
customer is a small company or an individual like these ones. (Conceming
Company G, it is different, and a relationship can to be created, as it is a group,
which requires all their shops to be equipped with security systems. More time and

meetings are therefore necessary).

(b) Other observed information

The brochure provided by Company B1 is professional, displaying information on the
various products, and pictures of the gates. The back page gives technical information on the
security systems used for the fabrication of the gates and informs about the guarantee

conditions, as well as about the quality (mention of ISO 9000).

Their website is also professional. It provides information about the company, its
products and gives a list of contacts. The site map remains on the left side, which makes it
easy to navigate throughout the site. However, it is a pity that most of the pages come from a
scan of the brochure’s pages. Moreover, two different points of the menu, ‘Domestic products’

and ‘ international products’, contain exactly the same elements.
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4.4.4. COMPANY A2

4.4.4.1. Manager's assessment of Company A2 customer service

v

Interviewed person: The interviewed person was Mr McDonald, Managing Director

v Customer description: Company A2 sells its products (plastics bags, tubing, Kraft brown

paper, etc.) to manufacturers in the automotive and clothing industries.

Description_of the sale process: From calls on customers, orders are produced and

then delivered. At some stage in this process, a sales representative goes to the
customers’ place of business to take note of all the products (and their prices) supplied by
competitors and that Company A2 could be able to supply as well. The sales
representative then makes a detailed report, which allows Company A2 to offer a new

quote for the customer for those products.

Elements of customer service: To the question ‘what are the main elements that

constitute the customer service delivered by your company?, Mr McDonald
spontaneously answered ‘the relationship we build with our customers, who we consider
as partners’. He also mentioned elements like thé ‘free visit to the factory 24 hours a day’
available to their customers, the ‘delivery in 24 hours, maximum 48 hours’, as weli as all
their Public Relations actions such as ‘invitation to restaurants or casinos’ of customers.
From the list of elements of customer service suggested in the questionnaire, he said the
following elements applied to his company: ‘marketing’, ‘technical information’, ‘quotes’,

flexibility’, ‘formal production schedule’, ‘demonstrations’, ‘order placement’, ‘order status
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information’ (he stressed that it is computerized), ‘order assembly’, ‘transportation’,

‘product support’, ‘product training’ and ‘follow up for customer satisfaction’.

v Customer relationships: The Managing Director (Mr McDonald himself) and the sales

representative are the customers’ main contacts. However, he said that every employee

in the company is charged with establishing good relationships with the customers.

v The way to handle complaints: Mr McDonald is in charge of handling the customers’

complaints. When a complaint is received, he goes to the customer’s place of business,

apologies, identifies the probiem, and takes action.

v Assessment of the customer service: According to Mr McDonald, the necessary

element to deliver a high quality customer service, quoted from the questionnaire list, is
the ‘follow up for customer satisfaction’. From the rest of the interview, it also appears that
‘product quality’, ‘pricing’, and ‘on-time deliveries’ are also necessary elements to deliver

a high quality customer service.

Table 29: Company A2 customer service, strengths and weaknesses

TP .._Str'engths Do - Weaknesses
Top quality mateﬁals | Some faulty products
Good relationships with customers Some delivery problems

v' Researcher's comment: Mr McDonald created Company A2 25 years ago and he still

owns the business himself. Contrary to big companies, where everything is managed in a

formalised way, and where the practises are necessarily following theory, Company A2 is
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a typical example of a small company, where everything is managed more or less
according to the manager's feelings. Mr McDonald has a very clear view of his company
and its environment. He knows where he wants to take his company and how he’s going
to do it. He also has a good idea of the strengths and weaknesses of his business. Above
all, he measures the benefits of providing good service to customers and he instinctively

does it well by involving all his employees in the process of developing good relationships

with every customer.

4.4.4.2. Customer’s assessment of Company A2 customer service

CUSTOMER: COMPANY F (Clothing industry)

v Interviewed person: Mr Trick, Dispatch Manager

v Questionnaire results:

Table 30: Assessment of Company A2 customer service by Company F

Elements of customer service: ‘before the sale’ / pre-transaction elements
Weight Mark ‘Weighted Mark
(1% section) (2section) | S
OF ) Q=0
Wiritten policy 4 4 - 16
Employee's product knowledge 4 4 16 ¢
Technical information 3 4 12 .o
Employee relationship with customer 4 4 16 . -
Quotes 4 ) Y
Product requirements 4 3 w42
Lead times 4 4 e 4B
27 104
Excluded elements : Flexibility {(weighted 4, but doesn't know about
Company A2)
Production schedule (weighted 4, doesn't know
about Company A2)
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Elements of customer service: ‘during the sale’ / transaction elements

Weight Mark - Weighted Mark
(1* section) (2™ section)

® Q@ Q=0"@
Employee's appearance 4 3 12
Facilities' appearance 4 3 12
Employee relationship with customer 4 4 16
Order convenience 4 4 16
Status information 4 4 16
Billing 4 4 16
Accuracy of shipping 4 4 16

28 104

Elements of customer service: ‘after the sale’ / post-transaction elements

Weight Mark Weighted Mark
(1* section) (2" section)

0] ) R=0*0
On-time delivery 4 4 - 18
Product tracing for recalls 4 4 16
Compilaints handling 4 4 16
Follow-up 4 4 16
Preventing Stockouts 3 4 12
Employee relationship with customer 4 4 16 .
Product development 4 4 16 .

27 108
Excluded elements : Training of customer (weighted 3, but doesn't apply

to Company A2)

v' Overall mark assessing the level of customer service:

In percentage terms, the customer has attributed a mark of (268/268) to the

customer service provided by Company A2.

137



v Comparison of customer’s expectations / perceived performance on the three

stages of a sale (relative importance of the ‘pre-transaction’, ‘transaction’, and

‘post-transaction’ stages):

Table 31: Relative importance of the sale’s 3 stages: expectations and perceptions

Average weight Mark normalisation
: [ customer'’s expectations / perceived performance
B‘i{;’:;;*;;::';a’ g;'?i., 3.86 15.41
g e e

From the results of the first column (Table 31), it can be deduced that the customer
expects Company A2 to perform better on the elements of customer service occurring in
the transaction stage than on the elements occurring in the pre- and post-transaction
stages. From the results in the second column, it can be inferred that Company A2 is
perceived to perform better in the post-transaction and pre-transaction stages than in the
transaction stage. When comparing these two columns, it can be inferred that, according
to the customer, Company A2 doesn’t fulfil the customer’s expectations: the company
should put more emphasis on the transaction stage, as he considers that elements of
customer service occurring during the sale are more important than elements occurring

before and after the sale.
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v Comparison customer's expectations / perceived performance on _individual

elements of customer service:

When comparing the results of the two columns (Table 30), some gaps can be
highlighted between what the customer expects (column @), and what he perceives he
gets (column @), concerning some elements belongihg either to the pre-transaction
stage, the transaction, or the post-transaction stage. Five elements (out of 21) are
concemed with such gaps:

The element ‘product requirements’ in the pre-transaction stage, and the elements
‘employees’ appearance to customer and ‘facilities’ appearance to customer in the
transaction stage, are weighted ‘4’, meaning they are considered as really important by
the customer, but the perceived performance of the firm on those elements is only rated
‘3’ by the customer. This means that the customer is not entirely satisfied with those
elements.

On the contrary, some elements are perceived to get more attention than they should.
This is the case for the element ‘technical information’ in the pre-transaction stage, and
the element ‘preventing stockouts’ in the post-transaction stage. This means that the firm
is perceived to put unnecessary effort into these elements. This does not really affect the

customer’ satisfaction, as it is not a ‘lack’ from the firm, but rather a ‘surplus’.

Researcher's comment:

The position of the interviewed person may have biased the results of the
questionnaire: Mr Trick is an employee responsible for dispatch within the factory.

Therefore, he was not aware of the whole transaction process taking place between his
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company and Company A2. He was therefore unable to understand or measure the
extent of some elements of customer service listed in the questionnaire, but didn’t admit
that he was unable to answer and therefore gave dubious answers. These results must

therefore be viewed relative to these limitations.

4.4.4 3. Researcher’s assessment of Company A2 customer service

{a) Observation guide’s results

v Involved people:

Table 32: Company A2/ Lucy Clothing, meeting participants

Meeting: participants
Company A2 sales representative Mr Santos
Customer Mr Trick,
Company F
Purpose of visit Present new products
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v Results:

Table 33: Company A2, observation results

Behaviour reflecting GOOD customer service

Behaviour reflecting BAD
customer service

SALES REPRESENTATIVE'S BEHAVIOUR

Appearance

Good. Adequate dress code.

Way of
greeting the
customer

Appropriate greetings, using the customer’s name.
Frank handshaking.

‘Attitude and -
body '
language

His physical appearance showed that he was open
and a confident person. His facial expression and
gestures reflected the interest he had in the customer
(appropriate smile, he looked pleasant and
interested, direct eye contact showing respect).

Way of com-
municating

He was courteous and polite, choosing his words
carefully and avoiding non-appropriate discussion
topics. He showed desire to understand what the
customer was saying and gave appropnate answers.
He made the customer feel important and special. At
the end of the meeting with Mr Trick, another
informal meeting took place between Mr Santos and
Company F’ Managing Director, to discuss non-work
related topics over tea. That strengthened the one-to-
one relationship and the friendship.

Way of -
-ending the

He thanked the customer (Managing Director) and
shook hands. He didn't look in a hurry though he had
another appointment.

meeting -

CUSTOMER’ S BEHAVIOUR

Body
Ianguage

s The customers (Mr Trick and the Managing Director)
1 adopted an assertive body language (relaxed, open,

interested, pleasant, direct eye contact).

.End ofthe
meeting

They looked very satisfied

v Commentary:

The customer service delivered by Mr Santos to Lucy Clothing was of a very

good standard. He was very professional and showed a desire to maintain the

already excellent relationship between the two companies. He had consideration

for, and good relationships with, every person in the company (receptionist,

dispatch manager, managing director).
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» Other observed information

Company A2’s facilities were not of a high standard: only two or three rooms,
obviously too small, were used for the administration. These rooms were messy and not
very clean.

Company A2’s brochure consists of an A4 sheet, which presents in a professional
way, the various products the company offers, as well as contact numbers. The manager's

business card comes with the sheet.

This small company even made the effort to built a website. The website is very
small (one page), but it is clear and looks professional. The content is the same as for the
brochure, except that a slogan is added (“*With us you are in safe hands”). It is possible to

contact the company directly through the site via e-mail.

4.4.5. COMPANY C2

4.4.5.1. Manager’s assessment of Company C2 customer service

v Interviewed person: The interviewed person was Mr John, Sales and Marketing

Manager.

v Customer description: Company C2 sells shoes to small and big retailers.

v Description of the sale process: Company C2 organizes face-to-face meetings with the

retailers to present their range, and conduct negotiations. Then the retailers’ orders are
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planned in a meeting between the technical planning and the purchasing department.
Before the orderis processed, a sample is sent to the customer for confirmation. Then the
order is processed and delivered. The delivery is followed up by the sales and marketing
department. Then a follow-up of the customer takes place to track the shoes’ sales,
through computerized links for big customers or via feedback from the merchandising

people.

Elements of customer service: From the list of elements of customer service suggested

in the questionnaire, Mr John said the following elements applied to his company:
‘marketing’, ‘technical information’, ‘written policy’, ‘system flexibility’, ‘consistent lead
times’, ‘formal production schedules’, ‘inventory control’, ‘order forecast’, ‘quotes’,
‘employees’ appearance to customers’, ‘facilities’ appearance to customers’, ‘sales call’,
‘presentation / demonstration’, ‘order placement’, ‘order status information’ (he stressed
its up to the minute), ‘billing’, ‘order assembly’, ‘transportation’, ‘receiving’, ‘product
tracing for recalls’, ‘product support’, ‘product training’, ‘follow-up for customer

satisfaciion’, and ‘product development’ (which he emphasised is continual and ongoing).

Customer relationships: The Sales and Marketing Department is responsible for dealing

with customers. For big customers, a liaison person is appointed.

The way to handle complaints: Most of the complaints come from end users, and are

directed to the retailer. From there, the retailer takes the complaint to the Sales and

Marketing Department of Company C2, who analyse it with the technical personnel.

Assessment of the customer service:

According to Mr John, the necessary elements to deliver a high quality customer service,
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quoted from the questionnaire list, is ‘written policy’, ‘quotes’, ‘employees’ appearance to
customers’, ‘sales call’, and ‘follow up for customer satisfaction’. He emphasised that

good pricing is also a necessary element to deliver high quality customer service.

Table 34: Company C2’s customer service, strengths and weaknesses

Strengths S Weaknesses

Availability to customers - Limited number of variations of shoes

Up-to-date representation

v' Researcher's comment: Company C2 is a growing medium sized company, which

remains close to its customers, providing them with adequate service.

4.4.5.2. Customer’s assessment of Company C2 customer service
No customer interview could be completed.
4.4.5.3. Researcher’'s assessment of Company C2 customer service

No observation sequence could be completed.

» Other observed information

For confidentiality reasons, no brochure was available for the study. No website

registered.
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4.4.6. COMPANY B2
4.4.6.1. Manager’'s assessment of Company B2 customer service

v Interviewed person: The interviewed person was Mrs Guy, Associate Director.

v Customer description: Company B2 sells security gates to small companies and

individuals.

v Description of the sale process: From advertising and prospecting, Company B2

receives calls from customers. The calls are directed to the sales representative, who
goes to see the customer to assess his needs, and to take the necessary measurements.
From this meeting, the sales representative develops a quote that he faxes to the
customer. When the customer agrees on the quote, the orderis processed in three weeks

and is then delivered. At reception, the customer is asked to complete a customer

satisfaction form.

v Elements_of customer service: To the question ‘what are the main elements that

constitute the customer service delivered by your company?’, Mrs Guy spontaneously
quoted the ‘guarantee on the galvanising’ the company offers and the ‘availability’ of the
company to solve customers’ problems. From thé list of elements of customer service
suggested in the questionnaire, Mrs Guy said the following elements applied to her
company: ‘advertising’, ‘'technical information’, ‘written policy’, »system flexibility’,
inventory control’, ‘quotes’, ‘employees’ appearance to customers’, ‘facilities’ appearance
to customers’, ‘sales call’, ‘presentation / demonstration’, ‘order placement’, ‘order status

information’, ‘billing’, ‘transportation’, ‘receiving’, ‘product support’, and ‘follow-up for
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customer satisfaction’.

v Customer relationships: the sales representative and the Manager (her husband) are

the customers’ main contacts with customers.

v The way they handle complaints: The company doesn’'t have a formal system to deal

with complaints, but the person who receives the complaint listens to the customer and

tries to correct the problem.

v Assessment of the customer service: According to Mrs Guy, the necessary elements

to deliver a high quality customer service, quoted from the list, are ‘advertising’, ‘sales
call’, and ‘consistent lead times’. She stressed that a high quality customer service also

depends on the sales representative’s efficiency.

Table 35: Company B2 customer service, strengths and weaknesses

- Strengths _ . o Weaknesses = - - . ]

Conformity of product to customer’s | Inconsistentlead times
requirements Some non-communication problems with

Good relationships with customers customers

v Researcher's comment: Company B2 is a small, recently established, family owned

company, which remains very humble in a field of fierce competition, dealing with
individuals and a few small companies. They try to get close to their customers and to
have good relationships with them. They deliver quite good quality service, which,

however, needs to be systematized and maybe improved on some points.
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4.4.6.2. Customer’s assessment of Company B2 customer service

CUSTOMER: COMPANY H (Crisis telephone service)

v Interviewed person: Mrs Rest, Assistant Director.

v Questionnaire results:

With re_gard to the very small size and the nature of the customer's company visited,
the questionnaire couldn’t be administered, as it was not suitable for such a small
company, especially one operating in the service sector. Therefore a few open-ended
questions were posed to the customer at the end of the meeting to assess her satisfaction
towards the customer service delivered by Company B2.

These questions were

Why did you need Security Gates?

Why did you choose Company B2?

What do you think of the customer service they have provided so far?

The customer was very satisfied with the customer service provided by Company B2,
mentioning the company’s efficiency and flexibility, as well as the listening skills of its
employees.

Mrs Rest had previously used Company B2 -on a personal basis and she called the
company back for business purposes, which shows an attitude of trust and loyalty, and

- confirms a good level of satisfaction toward the company.

From these results and taking into account the marks obtained by the other

companies, a mark assessing Company B2 customer service can be estimated to be

about 85-95%.
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4.4.6.3. Researcher’s assessment of Company B2 customer service

(a) Observation guide’s results

¥ Involved people:

Table 36: Company B2 / Company H, meeting participants

Meeting: participants
Company B2 sales Mr Ronald
representative
Customer Mrs Rest,
Company H
Purpose of visit First visit to define needs
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v Results:

Table 37: Company B2, observation results

Behaviour reflecting GOOD customer service Behaviour reﬂectm‘g BAD
customer service
SALES REPRESENTATIVE'S BEHAVIOUR
Appearance Good. Adequate dress code. -
Way of . . .
greeting the Appropriate greeh;g;,(xi:h adequate use of )
customer - )
.| He was open and relaxed. His facial expression
Attitude and .| and gestures reflected consideration toward the He didn't look too confident
body customer (appropriate smile, he looked pleasant
language and interested, direct eye contact showing
- respect).
He was very courteous and polite, choosing his
words carefully, avoiding non-appropriate
discussion topics, and using light adequate
Way of com- | humour; he listened to the customer and showed | Volume of voice a bit low (linked to
municating desire to understand what she was saying. He the lack of confidence)
took notes (measurements). He gave approprnate
answers. He put a personal attention to the
customer (trying to build a friendship).
Way of He ended the meeting correctly and thanked the
endlqg the customer for doing business with his company. He didn't shake hands
meeting - -
. . 'CUSTOMER'’S BEHAVIOUR
Body L The customer adopted an assertive body
ody A
language language (relaxed, open, interested, pleasant, -
- : direct eye contact).
. Ehd of the She looked saﬁsﬁeq. Shg talks about non-
- business related topics with Mr Ronald and -
-meeting .
offered him tea.

The sales representative’s behaviour was also observed during a meeting with an

individual customer. The customer was a Chinese woman, barely able to speak

English. Mr Ronald adapted his behaviour without any anger or making fun of her.

Rather, he tried to caimly discover what she wanted, repeating what she had said to

be sure to identify her need. He also knew how to adapt the product to the

requirements of the customer.
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¥ Commentary:

At the time of the interview, Mr Ronald had only been with the company for
three months. He had been selling garage doors for the past ten years. Therefore,
he was still learning and was not fully confident. However, he delivered a good
service to the customer. Mr Ronald was really polite and kind. He knew how to
adapt his behaviour to the different kinds of customers and treated them as his
equals. When he was not sure about his products’ specifications, he made sure he
had documents available to get the information. He looked very conscientious,

trying to build, when possibie, nice relationships with the customers.

{b) Other observed information

The facilities are very nice, clean, and well organized. Some ‘certificates’,
guaranteeing the product and management quality, were displayed on the wall, close to
the reception counter, from where customers can see them. Among them, an SABS

document showing that they have applied for the 1ISO 9000 certification, as well as a

diploma from ‘How To Run Your Own Business’.

Their brochure is simple, but well built, with information on the various gates they
produce, and contact numbers. The two companies are presented: Company B2

Manufacturing and Company B2 Security.

No web site was available.
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4.5. SUMMARY OF RESULTS AND ASSESSMENTS OF PROPOSITIONS

In this section, three tables summarizing the results will be presented. The first one

will present a review of the companies’ environment. The second section will present the

information collected about the certification process concerning the three companies with ISO

9000. The third section presents a comparison of service levels for the six studied

companies. Finally, the sub-objectives and research propositions will be assessed.

4.5.1. The six companies’ environments

Table 38 presents an overall view of the environments of the studied companies.

Table 38: Overview of the six companies

With ISO Without ISO BT
-COMPANY | COMPANY.| COMPANY | COMPANY | COMPANY (-COMPANY
A1 - c1 B1 ‘A2 c2 - B2
"Does the
.company Yes Yes Yes No No No
- export? -
‘Does’it
‘belong toa Yes Yes - - - -
--Groupv?
coDate of 1944 1929 1972 1976 1980 1994
Size Big Middle Big Small Middle Small
S Multi-wall - Plastics, .
. .| paper and Bio-footwear Security doors| bags, tubing, | Footwear Security
Product: - self opening and safety and gates | kraft brown products gates, burglar
‘ : bags footwear paper bars, fencing
Pet food | .
industries ndustna!s - . .
Do cement ' | (construction | Individuals | Automotive Individuals
‘Customers suaar millin companies) and and clothing | Individuals and
- (users) . gha,rcoal g _ _apd companies industries companies
L industries individuals
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4.5.2. The certification process in the three ISO 9000 certified companies

Table 39 presents a summary of the information coliected during the managers’

interviews on the certification process for the three companies with ISO 9000.

Table 39: The certification process for Company A1, Company C1, and Company B1

COMPANY A1 COMPANY C1 COMPANY B1
-Date of
.certification 1996 1996 1988
. + Give proof to national No clear motivation ¢ Assure the customer of
-Initial and international Customer demand? product quality
.motivation customers of the
to start the company’s world-class
-process standards
n ' ¢ Improve internal systems
‘Positive ¢ Few processes to update Management was fully ¢ Management was fully
-aspects of ¢ Few problems to involve involved involved
the process - people
¢ Too much work to Production processesto | ¢ Too much work
S ) implement and maintain review ¢ Workforce reluctant to
‘Negative the documentation Too much work to change
aspects of - implement and maintain
-the process the documentation
R S Workforce reluctant to
change '
'P’-o éitive ¢ Market share maintained External marketing + External marketing
-cﬁanges in | ¢ Documentationis a good benefits (image, benefits (mage,
‘the business practice compethveness) . competmvene‘ss).
fﬁ‘company Internal organizational ¢ Internal organizational
; benefits benefits
:-:1l\iégative ¢ Paper work and None ¢ Increased the division
I‘:f:t.:h'ahges.in bureaucracy between management
-the - E ndkwof”fifor'gﬁity
By ¢ Lack of flexibi
_company. ¢ Loss of focus
s“Future of ¢ Keep the standards Keep the standards ¢ Keep the standards
:1S0 9000.in
“the
company
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4.5.3. Comparison of service levels for the six companies

Table 40 presents the service levels, determined in section 4-4, and allows a

comparison between companies with ISO 9000 and companies without.
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4.5.4. Discussion about sub-objectives and propositions

The first sub-objective was to establish, from the customers’ point of view, the
relative importance of various customer service components, from the pre-transaction stage
to the post-transaction stage, in order to determine their expectations and needs concerning
customer service. This objective has been reached through the analysis of the first section of
the questionnaire administered with customers (Tables 13, 15, 20, 25, and 30 columns @).

From these tables, it can be inferred the following (detailed in Appendix I);

¢ in the pre-transaction stage, it seems that the elements ‘employee relationship to
customer’, ‘lead times’, ‘employee’s product knowledge’, ‘product requirements’, and
‘flexibility’ are perceived as the most important elements of quality service, and that
‘technical information’ is less important.

¢ In the transaction stage, it seems that ‘accuracy of shipping’ is perceived as the most
importaﬁt element of quality service, and that ‘employee appearance to customer is less
important.

¢ In the post-transaction stage, it seems that ‘on-time deliveries’ is the most important

element of quality service.

In relation sub-objective 1, it was proposed that the quality of sales representation, the
flexibility of the customer service system, ordering convenience, the reliability of delivery, and
the after-sales service would be perceived as the most important components of quality
service, and that stock availability and credit terms offered would be less important. As a

result of the above findings, this proposition cannot be accepted.
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Sub-objective 2 was set to determine the perceived performance quality of the
services provided from the pre-transaction stage to the post-transaction stage by the
suppiying company. This objective has been reached through the analysis of the first section

of the questionnaire administered with customers (Tables 13, 15, 20, 25, and 30 columns @).

Sub-objective 3 was set to compare service levels of companies with ISO 9000 with
the service levels of those companies without it, in order to identify the impact of ISO 9000 on
customer service. The whole of section four of this chapter was dedicated to determining
service levels for the six companies. Table 40 allows an easy comparison between the

different service levels and reaches this objective.

In relation to this sub-objective, it was proposed that the performance of ISO 9000

certified companies, conceming the most important elements of quality service, would be

better than for companies that do not have the qualification. As a corollary, it was proposed
that the performance of ISO 9000 certified companies conceming the less important elements
of quality service would be inferior to that of the companies that do not have the quailification.

From the resuits in Section 4.5.3., it can be seen that this proposition cannot be accepted.

Sub-objective 4 was set to identify the aspects of ISO 9000 that contribute to
improved customer service. This sub-objective was linked to the previous sub-objective. The
results reached for sub-objective 3 revealed that no link could be established between ISO
9000 and the level of customer service. Therefore, sub-objective 4, which aimed at
understanding the possible link between ISO 9000 and customer service, didn't apply

anymore.
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In this chapter, the results have been analysed, in relation to the four objectives of the
study. The main finding is that there is no immediate link between ISO 9000 and customer
service, as the studied 1ISO 9000 companies did not provide a better customer service than
the companies without ISO 9000. In the next chapter, these findings will be discussed and
interpreted. Comments will be provided on the levels of service provided by the six studied
companies, on the managers’ perceptions of ISO 9000, and on the missing link between ISO

9000 and customer service.
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CHAPTER 5: DISCUSSION

5.1. INTRODUCTION

Sections 2.5.2 and 2.6 of the literature review suggested that ISO 9000 could improve
the level of customer service provided by a firm. Indeed, it was stated that the ISO 9000
qualification could lead an organization to imprqve its intemal communication network,
enhance management efficiencies, promote teamwork, clarify roles and responsibilities, and
cultivate a quality culture. 1ISO 9000 was also said to generate a better understanding of
processes and responsibilities by the implementation of a consistent documentation method
to allow a better response to problems. All these possible benefits lead to the delivery of a
quality customer service. However, this study has not confirmed a positive link between ISO
9000 and customer service, as the levels of customer service provided by the ISO 9000
certified companies weren't superior to the leveis of customer service provided by the non-

certified companies (section 4.5.3).

This chapter will develop an understanding of the disagreement of the results with the
findings of the literature review. First, the levels of customer service, for the six companies,
determined by the study will be commented on. Then, a discussion about the managers’
perception of ISO 9000 and the way ISO 9000 was implemented in each company will be

presented.
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5.2. GOOD LEVELS OF CUSTOMER SERVICE FOR THE SIX COMPANIES

As stated in the literature review (sections 2.4.2. and 2.4.3)), the level of customer
service should be determined a'ccording to the customer’s needs, by comparing his
expectations to the perceived performance of the firm. The customers’ interviews were
designed for this purpose. Besides the customers, the levels of customer service provided by
the six firms were also assessed by the managers and the researcher, thus allowing the three

perceived levels to be compared, and a general service level to be confirmed for each of the

companies.

Table 40 (section 4-5), summarizing the levels of customer service from the three
viewpoints, revealed generally good service levels for the six companies. A discussion on the

service levels for the six companies is presented below.

5.2.1. Company A1 and Company B1 deliver the best service levels (9/10)

The best scores were achieved by Company A1 and Company B1, with an overall

mark of 9/10 for both of them. These high scores can be explained by several reasons.

First, Company A1 and Company B1 were the two biggest companies studied, and
were leaders in their respective markets. As they have to maintain this position, they have to
‘be the best’ all the time. Therefore, they have to keep themselves informed on the latest
developments in products and processes, as well as in marketing ideas and concepts. Both
interviewed managers had a good perception of their companies’ intermal and extemal
environments, they placed the customer as the central point of their strategies, and they

understood that keeping the customer happy is the way to success. Having the managers
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understanding the need of delivering quality customer service is the first step for a company

to effectively deliver quality customer service.

In addition, the two companies seem to understand their customers’ expectations in
terms of customer service, and act appropriately, as shown by the high scores attributed by

the customers (over 80%).

Finally, as big companies, all the procedures are formalised and they have a
systematic way of functioning. That’s also the case for the way they deal with customers,
which is determined according to customers’ expectations, and followed by the sales
representatives. Customers from Company A1 are considered as partners, and the saies
representatives are the key to developing one-to-one relationships with each customer. Sales
representatives at Company B1 have to adopt very professional behaviour (as regards to the
short relationship they usually have with customers: they have to do it right the first time) and
show a great capacity for adaptation (because of the diversity of their customers). That also

helps in the delivery of quality customer service.

5.2.2. Company C2 and Company A2 deliver a good standard of customer service

(8/10)

Company C2 and Company A2 were both awarded an overall mark of 8/10.

Company C2 is a middle-sized company, sharing the market with a lot of companies
and they also have to face a lot of competition from the Far East, entering the market with low
prices. Therefore, the company has to put great effort into maintaining its market share. The

Total Quality Management strategy they have implemented is part of that effort, and gets the
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company to offer their customer a good standard of customer service. Indeed, centred on the
customer, Total Quality Management's main objective is to reach a competitive advantage
through the continuous improvement of all the aspects of the company. This method,
according to Bernard (2000), has the following principles: adopt a global integrated coherent
approach involving all the levels of the company, involve totally all the managers in this TQM
approach, implement a continuous improvement process involving all the staff, implementin a
systematic manner the best methods in the whéle company, involve all the staff, focus the
company on its customers, and create added value. All these principles are a good basis

towards the delivery of a high quality standard of customer service.

Company A2, a small-sized company, delivers good quality customer service
because of its manager’s good vision. As noticed in section 4.4.4.1., this company is a typical
example of a small company, where everything is managed more or less according to the
manager's feelings. Mr. McDonald, Company A2’'s manager, has a clear view of his business
and its environment. He measures the benefits of providing good service to customers and he
instinctively.does it well by involving all his employees in the process of developing good
relationships with every customer. He puts great effort into understanding his customers’
expectations and meeting them, which, as a result, leads to customer satisfaction and delight
(the interviewed customer rated Company A2’s customer service with the very high score of
96%). Mr. McDonald makes sure that his customer care policies are followed by his

employees and expects them to be devoted to their company.
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5.2.3. Company B2 delivers an adequate customer service (7/10)
Company B2 was awarded an overall mark of 7/10.

Company B2 was the most recently created businegs from the interviewed
companies. It entered the highly competitive secunty market in 1994. It was therefore
necessary for them to find a niche market in which to operate and to distinguish themselves
from the competitive companies by providing an original offering and a professional service to
the customers. Company B2 Security is coupled with Company B2 Manufacturing, which
fabricates and supplies iron products to furniture manufacturers and DIY stores. Company B2
is an example of a smali humble company, but nevertheiess able to compete strongly in this
competitive market, thanks to a manager with good, original ideas, and his theoretical and
practical knowledge of how to manage a business. Customer satisfaction (towards loyalty)
through the product first, and then the service, is the main focus (the interviewed customer
was satisfied with an estimated mark of 85-95%). He employed an adequate sales
representative with experience in a similar field, and with a character and state of mind that

suited the company: not aggressive, but kind and flexible to the type of customer.
5.2.4. Company C1 delivers a good customer service, but could perform better (6/10)
Company C1 was awarded an overall mark of 6/10.
Company C1, created in 1929, was the oldest interviewed company. It benefits from
good brand awareness, and has an image of providing good quality shoes. However, it
seems that the company has been maintaining its way of functioning for decades, relying on

the good brand awareness and image without developing new coherent strategies to
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continuously adapt to the changing environment. it has kept an old system, whereby all the
company departments are working separately from each other, and where the quality of the
product is the main and sole objective. The notion of customer service seems not to be well
understood by the management and is not formalised into clear strategies, but rather
depends on each employee’s good will. Thankfully, Company C1 ‘s management seems to
pay attention to its employees, in a way that makes them feel proud to belong to the company

and willing to carry a good image over to the customers.

The observed sales representative showed a willingness to develop good relationships
with the customer for the benefit of Company C1, but he was not a top professional as
regards to customer service, revealing maybe a lack of training from his company. That could
also simply reveal a lack of acknowledgement of the importance of customer service from the

company.

Nevertheless, the customer seemed satisfied (overall mark 91%), but this high rating
can be linked to the friendship developed between the customer and the sales representative
(the customer wouldn’t criticize his friend, and would have therefore granted good marks even
if he was not entirely satisfied). Besides, when analysing the answers in detail, it was found
that Company C1 doesn’t seem to meet their customer’'s expectations exactly: For example,
the perceived performance for most elements of customer service is higher than expected,
while the performance for two elements: the employ_/ee’s product knowledge and stockouts
prevention (which seem relatively important) is lower than expected. This illustrates the fact
that it is not Company C1’s priority to understand and meet its customers’ expectations in

terms of service.
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The mark of 6/10 - just above the average - was given because the observed
customer service was acceptable, but as regards to the kind of company, it was expected to

be better.

5.2.5. Conclusions about the levels of customer service

In general, all the companies were delivering a good quality customer service. This
observation goes against the findings of the literature review, that stated that South African

companies deliver a relatively bad customer service (section 2.3.1.4). Several reasons can

explain this contradiction:

v" The study involved manufacturing companies mainly working in a Business to Business
environment. Companies dealing with industrial customers might provide a better
customer service than the companies dealing with individuals, as the individual usually
has less means of pressuring a supplier than a company does.

v There may be a link between the level of customer service and the fact that the company
was willing to participate in the study. The fact that the topic of the study (‘fabout ISO 9000
and customer service’) was presented on the phone to the companies to know if they
were willing or not to get involved in the study miéht have attracted companies delivering
good customer service rather than companies delivering bad customer service. 1t might
have indeed repelled companies whose managers knew they were not delivering really
good service to their customers. Besides, if reference is made to the six markets theory
developed in the literature review, it might also be concluded that companies that are

willing to participate in research studies in general are companies that deliver good
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customer service. Indeed, participating in such academic studies may mean that the
companies show an interest in their external environment in the widest sense, considering
that students might become their customers one day or be their advocates.

v There may also have been some respondent bias, as managers want to present their
companies in a positive way and tend to ‘forget’ mentioning the weaknesses and
mistakes, as sales representatives also want to show the best of themselves on the
interview day, and as customers don’t want to criticize their suppliers. Besides, managers
might have selected their ‘good’ customers to be interviewed, i.e. customers to whom they

knew they deliver good customer service.
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5.3. PERCEPTION AND IMPLEMENTATION OF ISO 9000 IN ComPANY A1, CoMPANY C1 AND

CompPANY B1

This section looks into the managers’ perception of ISO 9000 at Company A1,
Company C1 and Company B1, as well as the way the standards were implemented in their

companies. The findings are compared with those of the literature review.

5.3.1. Initial motivation to undertake the certification process

The literature review (section 2.5.2) stated that most companies adopt the ISO 9000
standards as a part of a larger strategy of quality management. However, in the three
companies, that was not the case, as ISO 9000 was firstly adopted in response to, or in
anticipation of, customer demand (section 4.5.2). The main reason for this inconsistency
appears to be that the findings of the literature review were based on a study conducted on
North American Companies. Presumably, as South Africa is newly industrialized, South
African companies don’t have a comprehensive understanding of the standards yet, which

leads them to underestimate and misuse the certification process.

Company A1 adopted ISO 9000 firstly for export reasons, to give international
customers proof of the company’s world class standards (as ISO 9000 standards are
recognized intemationally) and to penetrate new markets, while maintaining market share in
the national market. Company C1’s reasons to adopt the standards were not ciear, even
though the interviewed person was the one who implemented the certification in the
company. The motivation may have been to strengthen its position in the market by giving
additional proof to its customers of the quality of their products. Company B1 — the most

recent company (created in 1972) with the oldest implementation of 1ISO 9000 (1988) -
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adopted the standards to assure customers of the quality of the product in order to maintain a
leadership position in the security doors market, which became more and more competitive

with a iot of new companies joining it as the crime rate increased.

However, though it was not their main motivation to undertake the certification
process, Company A1 and Company B1 also used 1ISO 9000 to improve the quality of all their
internal systems. (Improving internal systems was Company A1's second motivation to
undertake the certification process.) At Company B1, although not clearly stated in the
objectives, it was clear that they also used ISO 9000 to improve the intemal processes. Only
Company C1 obviously didn’t take this opportunity (though one of the benefits quoted by the
manager was internal organizational benefits), as it was found that the company’s intemal
systems were not really efficient. In parallel, good levels of customer service were observed
at Company A1 and Company B1, while a lower level of customer service was observed at

Company C1 (section 4.5.3).

This'might give an initial explanation of the inconsistency between the findings in the
literature review and the empirical study’s results concerning the link between 1SO 9000 and
customer service. Indeed, it seems that the perception of managers of ISO 9000 is
determinant. a comprehensive perception of ISO 9000 as a global quality tool leads the
company to use ISO 9000 as a way to improve the intemal systems, which also leads to the
improvement of customer service. On the contrary, when managers have a narrow view of
ISO 9000, the internal systems of the company won't benefit from the implementation of the
standards, and therefore the customer service won't be improved. This idea fits in with what
the literature review revealed (section 2.5.4) conceming ISO 9000. It highlighted two different
points of view about ISO 9000: while some think ISO 9000 can be a great tool to build a

customer-led company, others think that ISO 9000 can result in short-term improvements of
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quality, but competitive advantage doesn’t necessarily result.

5.3.2. Implementation of ISO 9000: positive and negative comments
5.3.2.1. Involvement of employees in the certification process

All three companies said they met no problems in involving the management level.
Nevertheless, the majority of the companies did have difficuities in involving the rest of the
employees, especially the workforce (section 4.5.2). Company A1 was the only one not to
have experienced problems in involving all levels of staff. Maybe this was because Company
A1 didn’t need to implement much change, as very few processes needed to be reviewed.
The workforce was reluctant to change at both Company C1 and Company B1 (the manager
at Company B1 even mentioned an increased division between the workforce and the
management level following the certification). This can be linked to a point raised in the
literature review (section 2.5.4): as the changes required by the implementation of ISO 9000
can be important within a company, leadership is necessary to make all employees accept
and follow the changes. However, the 1994 version of the ISO 9000 standards makes no
provision for quality of ieadership. This task was left to the companies, without guidance. That

could explain the difficulties met by companies to involve the workforce in the quality project.

5.3.2.2. Work Load

In agreement with the findings of the literature review concerning the criticisms of ISO
9000 (section 2.5.4), all three companies criticized the 1SO 9000 certification process on the

heavy work it requires to implement the documentation system and the difficulty in
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maintaining it. Only the manager at Company A1 considered the documentation system as a
good and useful business practice. This can also be linked to the two different ways of
considering ISO 9000: a narrow view of the standards will lead to considering the heavy work
required by ISO 9000 as an unnecessary paper exercise that adds to bureaucratic waste,
while a broader view will lead to it being considered as a way to continuously improve the

quality of the work which is done by all.
5.3.3. Benefits and negative impacts of ISO 9000

Most of the benefits highlighted in the literature review (section 2.5.2) were found in
the companies studied. First, ISO 9000 strengthened the customers’ confidence and helped
the companies to achieve their goals in terms of market strategy. The three companies said it
opened up new market opportunities. Besides, many internal benefits were observed at
Company A1 and Company B1. Improvement of management efficiency’, ‘improvement in
record keeping’, ‘improvement in quality awareness’, ‘better understanding of processes and
responsibilities’, ‘improved teamwork’, and ‘improvement of organization’ seemed to be the
major benefits from ISO 9000. Fewer benefits were observed at Company C1 (sections
4.3.1.1,4.3.2.1 and 4.3.3.1). In parallel, good levels of customer service can be observed at
Company A1 and Company B1, while a lower level of customer service is observed at
Company C1 (section 4.5.3). It seems therefore that the more benefits a company perceives
it can get from the implementation of ISO 9000, thé more it will be efficient in delivering a

quality customer service.
The manager at Company B1 was the only one to mention serious negative impacts

from the 1ISO 9000 certification, namely a lack of flexibility and responsiveness, as well as a

loss of focus (section 4.5.2). These negative aspects may be in relation to a criticism of the
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standard highlighted in the literature review (section 2.5 4), saying that while the certification
brings benefits within the company, few of these benefits may be transferred to the customer,
meaning that the ISO 9000 standards are not customer-focussed enough. Indeed,'in the 1994
version of the ISO 9000 standards, nothing addresses customer focus, planning, identification
of customers’ requirements, and customer satisfaction. That might be the origin of this ‘loss of

focus’ mentioned by Company B1’s manager.

However, all three companies are satisfied with the results they got from ISO 9000, for

they all intend to keep and adapt the standards.
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5.4. CONCLUSION

The study did not find a positive link between 1ISO 8000 and customer service, as the
levels of customer service provided by the ISO 9000 certified companies were not superior to
the levels of customer service provided by the non-certified companies. These results were

inconsistent with the findings of the literature review.

From the discussion above, this inconsistency comes mostly from the fact that most
findings of the literature review were based on companies which have a global way of
perceiving and implementing 1SO 9000. The first motivation to undertake the ISO 9000
certification process showed that the standards weren’t considered as an overall quality tool
in the three South African companies interviewed. Nevertheless, two of the three companies,
the same ones which deliver greater customer service levels, took the opportunity of the
implementation of ISO 9000 to improve the quality of their internal organization. Therefore, it
can be inferred that ISO 9000 can actually lead to an improvement in customer service if, and
only if, ISO 9000 is fully understood as an overall quality tool and is implemented following
this idea. When this is the case, the company will gain maximum benefits from the
certification, not only external, but above all, internal benefits, which will lead to an improved

quality customer service.

The study also confirmed that some elements were missing in the 1994 version of the
ISO 9000 standards to allow the companies to deliver the best quality customer service: first,
nothing which has a direct impact on customer service addresses customer focus and
customer satisfaction in the standards.. Second, nothing addresses leadership, a necessary
element to implement all the changes required by 1ISO 9000 amoﬁg all the members of the

company, who are a key in the delivery of quality customer service.
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Finally, as highlighted by the study, while ISO 9000 can be used as a way to improve
customer service (Company A1 and Company B1), it is not the only way to achieve quality
customer service (the three companies without ISO 9000 provided a good customer service
level). Here again, the nght objectives and an adequate implementation are necessary to
achieve good customer service. Besides, it is interesting to note that the three certified
companies were big companies. That fits in with a finding of the literature review (section
2.5.4) saying that, although ISO 9000 was supposed to encourage open commerce, its cost
acts as a barrier to small companies. Small companies have therefore to find other solutions

to improve their customer service.
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CHAPTER 6: CONCLUSION AND RECOMMENDATIONS

As shown in the previous chapter, any link between ISO 9000 and customer service
could not be found from the study, as levels of customer service in companies with ISO 9000
were not necessarily higher than in companies without the certification. Levels of customer
service were revealed to be good for all the companies, the lowest being observed at

Company C1, a company with ISO 9000.

However, the way ISO 9000 is implemented within a company can have an influence
on some intemal elements of the company, which are directly related to customer service.
Correct implementation of the standards can lead to an improvement in customer service. In
this chapter, final conclusions wili be made about the study, and recommendations will be

proposed fér academics and South African industries.

6.1. CONCLUSION ABOUT THE RESEARCH PROBLEM

The study concluded that there is no link between 1ISO 8000 and customer service. In
other words it stated that, for a company, obtaining the ISO 9000 certification doesn’t have
any direct positive impact on the level of customer service it provides. In fact, the study
revealed that a company which doesn’'t have the certification can actually provide a better
customer service than a certified company (it was the case in the study whereby all three

non-certified companies were assessed to provide a better customer service than Company
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C1, which was ISO 9000 certified). However, as was described in the literature review
(section 2.5.1), the ISO 3000 standards consist of a generic text that has to be interpreted by
each company willing to get certified, in order to implement the certification in the company.
Therefore, the implementation of ISO 9000 differs from one company to another. Thus, itis
necessary to reconsider a possible link between 1ISO 9000 and cusfomer service, taking into
consideration the fact that the way ISO 9000 is understood and implemented can have an
impact on the internal systems of the company and thus on customer service. This chapter
will explain why the study couldn’t find a link between ISO 9000 and customer service and will

explore the elements of a possible relationship between the two.
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6.2. IMPLICATIONS FOR THEORY

6.2.1. ISO 9000 as an overall quality tool to improve customer service of South African

companies

it seems that the companies involved in the study didn’t make proper use of the
standards, by not using them to their full capacity. This coﬁld explain why the study didn’t
detect any link between the certification and customer service. Therefore, the main
conclusion of the study is that ISO 9000 can actually lead to improving the quality of customer

service if it is understood and implemented the right way.

ISO 9000 is supposed to be a tool for Total Quality. Total Quality refers to the
evolution of the quality concept, whereby quality involves the company as a whole, to create
value for the customer. The aim of Total Quality is a competitive advantage through the
creation of value, which allows the company’s offering to become unique in the eyes of the
customer. Therefore, South African companies undertaking the project of certification must
understand that ISO 9000 is first and foremost a tool to improve the quality of all aspects of

the company to gain competitive advantage.

The results of the study have shown that this was not the case for the three ISO 9000
certified companies. The first objective of all three certified companies in getting the
certification was not to improve internally, but to get a ‘quality stamp’ to associate with their
name, in order to improve their image as projected towards the customers. Only Company
A1 really took the opportunity to use the certification to improve its internal systems (it was
stated as its segond motivation to get the certificaiion). Company B1 did so as well, though it

was not part of their initial motivations. The exémple of Company C1, which was shown to
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have poor internal organization and communication, proves that a company can get the ISO

9000 certification without using it as a tool to improve internally.

As stated in the literature review, four main elements are needed within a company to
ensure quality customer service: listening to customers, empowerment and ownership,
training and development for customer service, and effective intemal communication. All
these intemal elements can be supported and developed via ISO 9000, only if the company
understands ISO 9000 as a total quality tool and therefore has the correct objectives for the
certification process. Sections 6.2.1.1, 6.2.1.2 and 6.2.1.3 explain how companies can use
ISO 9000 effectively to improve their internal quality and thus the customer service they

provide.

6.2.1.1. ISO 9000 can have a positive impact on customer service if it is started with the

correct objectives

The study conducted by Weston (1995) conceming the perception of managers about |
ISO 9000 shows clearly that there are two distinct viewpoints on quality. Some managers
have a restrictive short-term vision. Their interest is only in existing processes and
procedures to ensure a quality product. Other managers seem to have a much broader vision
of quality. These managers are interested in the continuous improvement of their company, in
always satisfying their customers more and more, and in implementing long-term
improvements in their processes and procedures. Managers wanting to implement ISO 9000

must consider this vision.

In addition, the quality policy driven by ISO 9000 must be established in accordance

with the general objectives of the company, and, above all, according to the customers’ needs
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and expectations. This point has been neglected in the 1994 version of the standards, which
led many companies to implement ISO 9000 without taking the customer into account, and
therefore to misuse the standards (Company C1 is one of these companies). To use ISO
9000 fully, it must be managed as part of a broader quality strategy and be considered as a
comprehensive tool to reach competitive advantage. The customers, their needs, and their

expectations must be central to ISO 9000 management.

Another necessity when implementing ISO 9000 is to keep in mind that satisfying the
employees is as important as satisfying the customer as employees, if satisfied, are going to
satisfy the customer in return. Employees’ satisfaction must therefore be taken into
consideration when implementing ISO 9000. In addition, managers must be aware that
getting started on a quality process like ISO 9000 means that they accept evolution, or even

revolution, of some of the management methods in the company.

6.2.1.2. ISO 9000 can have a positive impact on customer service if it is implemented

with leadership

Leadership is essential when implementing ISO 9000, so as to make employees
accept the changes and get them motivated for the q'uality_project. The radical changes of
attitudes, behaviours, and work methods cannot be imposed; rather they require the voluntary
commitment of all. That is why the full involvement of the management level and their
capacity of leadership are essential for the success of a quality project. Each manager and
employee must feel that he is bringing a bit of added value to the collective challenge, which

will enhance the feeling of ownership and pride in the service. Leadership should come with
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training. As an example, the interview at Company C1 revealed that leadership was missing
in the implementation of ISO 8000, as one of the managers was not able to answer simple
questions about the certification process. If the project had been conducted under good
leadership, every manager or employee in the company would have known what ISO 9000
was all about in their company. It seems that, at Company C1, the implementation of ISO
9000 was left to the quality department, and didn’t involve the other departments. That also
affects internal communication'in the company and doesn’t put in piace the right basis for the

delivery of a good quality customer service.

6.2.1.3. ISO 9000 can have a positive impact on customer service if processes are

managed according to the right objectives

Process management is a central part of the development of ISO 9000. Process
management is essential, as a process allows value to be created for the customer. A
process is an operational unit, which gathers a logical group éf tasks for value création. A
process crosses several departments of the company, and therefore several responsibility
centres. For that reason, processes are often badly defined and badly co-ordinated. Often,
the communication between the different functions of a company (for example, production,
sales management, finance) is insufficient and it breaks the fiow of vaiue creation. The
solution is to give one man the responsibility for one process. Usually, when processes are
well managed, it helps to improve the intemal communication between the various
departments of a company. At Company C1, the processes weren't treated adequately, as

the internal communication was not well developed within the company.
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The improvement of a process should always be thought of in relation to customer
satisfaction. In addition, the improvement should be implemented on a continuous basis and
should concem production processes, as well as management processes. Processes in direct

relation to customer service delivery should be identified and receive special attention.

6.2.1.4. Conclusions about the link between ISO 9000 and customer service

ISO 9000 can have a positive impact on the quality of customer service if it is
implemented adequately. To implément ISO 9000 in the right way, it must first be well
understood as a tool for Total Quality. Total Quality is a policy, involving all members of a
company, to improve:

< the quality of products and services

2 the quality of its functioning

< the quality of its objectives

Management and a coherent leadership are the basis of making this policy successful.

The objectives are:
= customers’ satisfaction and loyalty

2 the development of the company as well as its members’ development

2 its profitability

As regards to the members of the company, their importance must be acknowledged,

while a continual improvement must be implemented through training.
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If ISO 9000 is implemented following these directions, intemal communication will
become more effective, the company will be more open to the voice of its customers, and will
be directed toward the customer, employees will be motivated and empowered, and

employees will demand training. All these elements have a positive impact on customer

service.

6.2.2. 1ISO 9000: 2000 should give more positive results concerning customer service.

The study confirmed that the 1994 version of the 1ISO 9000 standards needed to be
revised. Two main elements that were found missing in the standards are related directly or

indirectly to the delivery of customer service: voice of the customer and leadership.

In order to provide help for companies to deliver good customer service, the standards
must be clearly stated as customer focussed, meaning that the voice of the customer must
act as a guideline to implement the standards. Processes and procedures to measure and

analyse customer expectations and needs, as well as their satisfaction, needed to be

included in the standards.

Leadership is also a necessary element to implement ISO 9000 correctly in the whole
company. As has been shown, if ISO 9000 is implemented correctly, an improvement in

customer service can be observed.

These two elements have now been addressed in the 2000 version of the standards

(section 2.5.5).
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6.2.3. The right objectives and good implementation for quality customer service

The study has also shown that, in small companies, quality customer service is

dependent of several elements:

v" The manager's vision: the manager must focus the company on its customers, and must
understand that a high quality customer service ieads to customer loyalty, the key to
success. He must accordingly set the right objectives for his company. Usually, customers
expect from small companies a close relationship (but depending on the type of industry),
and flexibility. This must be taken into account whe?nl defining the objectives.

v Leadership: the manager must follow the changes with ieadership. He must employ the
right people and make sure that all his employees adopt and implement his vision in the

field.
6.3 IMPLICATIONS FOR POLICY AND PRACTICE
6.3.1. Practical implications for South African private sector managers

6.3.1.1. Choice of ISO 9000: where and why?

Quality is necessary in a company only if the environment in which it operates is very
competitive and thus requires a differentiation through quality. Therefore, ISO 9000 as well as
other quality programmes such as TQM (Total Quality Management) can be really useful for
Companies in the industries of consumer goods or intermediary goods, which are the most

competitive markets, and where intemational competition is important. The decision to
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implement a quality program such as ISO 9000 requires looking into the type of industry and

the relative productivity of the company.

While 1ISO 9000 has largely been used in manufacturing companies, it may also be
useful in service companies. Since the beginning of the 90s, the quality revolution has also
occurred in the service industry. While in the manufacturing industry, value creation is mostly
linked to the organization and the intemal processes’ performance, in the service industry,
this value is built through the interrelationship between the company and its customers. In this
way, the 2000 version of the ISO 9000 standards is better adapted to the service companies’

characteristics.
6.3.1.2. How to implement ISO 9000 efficiently (for an improved customer service)

Firstly, the choice to implement ISO 9000 must be coherent with the situation of the
company, with its objectives, with its culture, its tradiiions, and its organization. Managers
must also understand that ISO 9000 is a continuous quality effort, which means that it's a
long-term, never-ending effort. Obviously, quick results can be obtained, but the most

important objective is the long-term improvement of labour.

Managers must also have a good understanding of the ISO 9000 standards. The
standards’ benefits are easily underestimated, like the competitive advantage that can result.
Managers must understand that ISO 9000 is a tool for total quality if they want to gain the
maximum benefits it can offer. That's when customer service can be improved. A partial

understanding of the standards only gives poor results.
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Thus, the first condition for a successful implementation is to have the right objectives:

¢ Anticipating and meeting the customers’ needs and expectations, as well as for other
groups of stakeholders (such as employees)
o Continuous long-term improvement of all the company’s operations (including aspects of

customer service)

In addition, the quality effort must be:

e Integrated with the overall strategy of the firm and with its existing culture

o Be total and not partial

Leadership is the second condition for a successful implementation of ISO 9000, as
the success of ISO 9000 will depend on fhe acceptance of, and adherence to, the changes

(sometimes revolutions) required in the organization, by everyone in the company.

6.3.1.3. Small companies

It seems that, in South Africa, ISO 9000 is only implemented by big companies (as
regards to the SABS Register of Organizations adhering to 1ISO 9000 in 1999). The high cost
of certification can explain this reluctance of small co'mpanies, but it also seems that it comes
from a lack of information conceming ISO 9000. In fact, ISO 9000 is also adapted to small
companies. One of the first objectives when the standards were created was to provide small

and middle companies with a simple and accessible approach to help them find solutions to
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face competitiveness (Tumer, 1996). Small South African companies can therefore also

benefit from 1SO 9000.

However, small and middle-sized companies can also improve their customer service
without implementing ISO 9000. The manager is a key in the process, as he must manage
and lead. He must have a clear vision of his company's environment and measure the
importance of customer loyalty that can be reached through the delivery of a quality customer

service. From there, the right objectives will be set and, with the use of good leadership, the

implementation will follow naturally.

Other, less costly, total quality programmes can also be implemented and lead to an

improved customer service. TQM is one of them.

6.3.2. Implications for public organizations

6.3.2.1. Advice for the International Organization for Stahdardization (1SO) and the

South African Bureau of Standards (SABS)

An awareness campaign about ISO 9000, directed to small and middle-sized
companies, needs to take place in South Africa. ISO 9000 can be a good tool for these
companies to manage quality internally and to improve the customer service they provide. In

addition, a solution must be found to make the certification more affordable for small

companies.

Attention must also be placed on the way companies understand the 1SO 9000

certification. Training needs to be implemented for companies wanting to undertake the
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certification process to make sure they understand ISO 9000 as a total, and not a partial,
quality tool, and that they start with the right objectives. Quality management and the voice of

the customer must be central to this training.

If more and more small and bigger companies implement ISO 9000 (and if they do it
the correct way), it means that ISO 9000 can be used as a tool to improve the general level of
customer service in South Africa. It will benefit the country in a broad way, as customer
service has an impact on industries such as Tourism (a fast growing industry in South Africa).

It will also benefit internationai business relationships, and improve the general quality of the

national consumption market.
6.3.2.2. Advice for South African government

South African government needs to initiate an awareness campaign on quality in

companies and on the benefits it provides. Customer service must be a central point of such

a campaign.

187



6.4. IMPLICATIONS FOR FURTHER RESEARCH

In order to generalize the results, the study needs to be extended to a bigger group of
companies, involving more industries in different areas of South Africa. A quantitative

research study needs to be conducted.

Conclusive research is also needed to develop an understanding of the link between
the level of customer service, and the way ISO 9000 is implemented to confirm the points

raised in the conclusion to this study.
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104 Cume Rd
Berea
4001 Durban

lucieganachaud@voiia.fr
083 3927 011

5 June 2001

Mr O’Coenn
Company YY

Dear Mr O’Coenn,

As a French student at the Technikon Natal, | am currently conducting a research study for
my masters in Technology: Marketing. The aim of my research is to develop an
understanding of the impact of ISO 9000 on a company’s customer service.

The study will compare companies having the qualification with those without it. | would like to
include your company, which has not the ISO 9000 qualification in the research. This
involvement would consist of:

- %2 hour interview

- accompanying two of your sales reps on visits to two of your customers.

At the end of the research, | will give you feedback that will provide you with a comprehensive
assessment of the customer service provided by your company. ’

Your collaboration in this research will be of great support. | will contact you again by phone
to see if you are able to participate and to discuss it with you.

Yours Sincerely,

Lucie Ganachaud
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MANAGERS INTERVIEW GUIDE (1ISO 9000 company)

COMPANY : A1

NAME : Mr Smith
POSITION : Operations director

DATE : 22/03/01

Agenda :

1. Presentation of the company

2. 150 9000 certification information
2. Customer service assessment

3. 1SO 9000 and customer service

CONFIDENTIALITY

Part one : Presentation of the company
- products

- customers
- competitors
- mission

Part two : information about ISO 9000

- 1SO 9002 to be confirmed

- Date of certification

- What problems did you experience during the certification process?
Possible problems / obstacles met during the registration process

Understanding requirements of standard

Buy-in from other functions

Cultural change or change in existing systems

Time required

Selling ISO 9000 to top management

Resistance or bad attitude from...

False start (due to worker shortage or lack of commitment)

- How do you see the future of 1ISO 9000 in your company? (ISO 9000: 2000, in 5, 10 years?)
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- What was your initial motivation to start the certification process?

Possible reasons for seeking registration

Part of a quality management strategy like TQM
Customer or marketing suggested or demanded

Needed improvement in processes or systems

Desire for global deployment of products

Company not focussed

Open up new market opportunities or maintain market share

Reduce costs and improve product quality

- What positive / negative changes occurred in your company following the certification
process (intemal and extemal changes)?
Possible benefits / negative changes from ISO 9000

Benefits
External Improvement of esteem in the market place

Increased in competitive edge

Opening up of new markets opportunities

Higher perceived quality

Promoted long-term partnership and strategic alliances with suppliers
Internal Improvement of product/service quality

Decrease in products that do not adhere to the standards
Improvement in internal communication - better sharing of
information

improvement of quality awareness

Cultivation of a Quality culture

Improvement in record-keeping

Improvement of management efficiency

Improvement of customer care

Decrease in faulty product return

Better understanding of processes and responsibilities
improvement of teamwork

Improvement of performance, coordination, productivity,
improvement of operational efficiency

Greater focus on business objectives and customer expectations

Negative changes

Extemnal No change of image/esteem in the market place

No competitive advantage (premature technology lock-in rapidly
changing environment)

Hinders continuous improvement

Internal Internal confiicts

No change in quality product

Stops/hinders flexibilty and reactivity

No improvement of productivity

Excessive bureaucracy paperwork
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Part three : information on customer service

- Customer service delivery process: Can you describe the main elements that constitute the
customer service in your company from the first meeting with a prospect to the after-sale
service. (How do you take the first contact with your new customers? What information do
you provide? How can they order? How do you follow-up the customers? What after-sales
service conditions do you have?)

- Do you think this process is the approximately the same in the industry in general? What is
particular in your company?

- Tell me for each of these of customer service, which ones you think apply to your company.
Mention any differences from your company to the industry in general.

Elements of customer service
Pre-transaction elements - Advertising
- Technical information
- Wiritten policy
- System flexibility
- consistent lead times
- Formal production schedules
- Physical Inventory control
- Order forecast
- Quotes
Transaction elements - Employee appearance to customers
- Facilties appearance to customers
- Sales call
- Presentation / demonstration
- Order placement
- Order status information
- Billing
- Order assembly
- Transportation, shipping
Post-iransaction elements- Receiving / installation
- Product tracing for recalls
- Product support
- Product training
- Follow-up for customer satisfaction

- product development
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- In your opinion, which of the elements cited above are of greatest importance to deliver a
high quality customer service? Tell me when it's only applicable to your company and not to
the industry in general.

- In your opinion, what are the strengths of the customer service provided by your company?
Where do they come from? How can you exptain them?

- According to you, what are the weaknesses of the customer service provided by your
company? Where do these weaknesses come from?

Part four : ISO 9000 and customer service

- Can you relate whether your ISO 9000 certification has had an impact on the level of
customer service provided by your company?

- What elements of the certification contributed to improve/damage your customer service? In
other words, what strengths/weaknesses of your customer service stem from ISO 90007

Elements of ISO that may contribute to improve/damage the customer service
1SO may improve customers service through:

- An improved teamwork

- A better understanding of roles and tasks from shop-level employees

- More clear procedures, documented processes

- An increased quality awareness among employees

- An improved organization
ISO may damage customer service because of

- a lack of flexibility / responsiveness

- A loss of focus

Brochures, leaflets, organization chart
Sales rep’ appointment

Thank you for your cooperation !
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MANAGERS INTERVIEW GUIDE (companies without 1ISO 9000)

COMPANY : B2
NAME : M. John

POSITION : Sales and Marketing manager
DATE : 24/05/01

Agenda :

1. Presentation of the company
2. Customer service assessment
3. 1ISO 9000 and customer service

CONFIDENTIALITY

Part one : Presentation of the company
- products

- customers
- competitors
- mission

Part two : information on customer service

- Customer service delivery process: Can you describe the main elements that constitute the
customer service in your company from the first meeting with a prospect to the after-sale
service. (How do you take the first contact with your new customers? What information do -
you provide? How can they order? How do you follow-up the customers? What after-sales

service conditions do you have?)

- Do you think this process is the approximately the same in the industry in general? What is

particular in your company?
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- Tell me for each of these of customer service, which ones you think apply to your company.
Mention any differences from your company to the industry in general.

Elements of customer service
Pre-transaction elements - Advertising
- Technical information
- Wiitten policy
- System flexibility
- consistent lead times
- Formal production schedules
- Physical Inventory control
- Order forecast
- Quotes
Transaction elements - Employee appearance to customers
- Facilities appearance to customers
- Sales call
- Presentation / demonstration
- Order placement
- Order status information
- Billing
- Order assembly
- Transportation, shipping
Post-transaction elements - Receiving / installation
- Product tracing for recalls
- Product support
- Product training
- Follow-up for customer satisfaction

- product development

- In your opinion, which of the elements cited above are of greatest importance to deliver a
high quality customer service? Tell me when it's only applicable to your company and not to
the industry in general.

- In your opinion, what are the strengths of the customer service provided by your company?
Where do they come from? How can you explain them?

- According to you, what are the weaknesses of the customer service provided by your
company? Where do these weaknesses come from?
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Part three : ISO 9000 and customer service

- your point of view on ISO 8000
- What are the benefits one can expect from ISO 9000?

- Why did you choose not to have it?
- Do you think ISO 9000 can have an impact - direct or indirect - on the level of customer

service provided by a company?

Brochures, leaflets, organization chart
Sales rep’ appointment

Thank you for your cooperation !
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OBSERVATION GUIDE

COMPANY :
NAME :
POSITION : Representative

DATE :

Global structure :

-05-01

1.0bservation of the sales rep’s behavior (to estimate his professionalism in customer

service)

2.Observation of the customer’s behavior (to estimate his level of satisfaction in regard to the

provided customer service)

1.0bservation of the sales rep’s behavior

2.0bservation of the customer’'s behavior

1.1. Sales rep’s appearance
What is he wearing (conservative or casual?)
Is he neat and clean (clothes, hair, shaved, body
odor...)?

2.1. customer’s body language
Agaressive body language
- Physical appearance (appears ngid, hands on the
hips, fast pacing around,...) - Facial expressions
(lowered eyebrows, eyes rolling upward to show
displeasure, mouth turned down at corners, head
turns quickly for emphasis)

- Gestures (index finger points in the air at
people, a pen is used to direct people, fingers are
together when using the hand for emphasis)

- Eye contact (staring, looking at clock or
watch all the time)

1.2. Sales rep’s way of greeting
Speaks first
Greeting sentence used (hello, how may | help
you...)
Looks at the customer and acknowledges his
presence with a smile
Greets him in a warm, friendly manner
If seated, stands up to greet
Hand shaking (shy, frank...)
Uses the customer’s name (use of surname with a
title such as Mr, Mrs or Miss)

Passive body language

- Physical appearance (shoulders hunched,
often leans against objects or walis, slumps while
sitting on chairs)

- Facial expression (blank, eyes downcast,
pouting, inappropriate smiling)

- Gestures (constant handling of objects like
coins, pens..., often chews on pens and pencils,
hands are at or over the mouth, nodding in
agreement)

- Eye contact (none, excessive blinking)
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1.3. Sales rep’s attitude and body
language
Physical appearance (too rigid, stands tall as a
confident person, open, relaxed)
Facial expression (appropriate smile, looks
interested, pleasant) ,
Gestures (chew gum? Smoke, appropriate use of
hands for emphasis)
Eye contact (shows respect, direct

Assertive body language

- Physical appearance (relaxed, shoulders
and back are straight, open)

- Facial expressions (interested, reflect the
appropriate tone of the conversation, pleasant)

- Gestures (when hands are used for
emphasis, fingers are slightly apart, arms and hands
invite closeness, index finger is directed at self)

- Eye contact (penodically looks away, direct)

1.4. Sales rep’s way of communicating
- Courteous and polite
- Chooses his words carefully (uses too much
jargon, sticks to the point)
- Appropriate discussion topics (jokes, religion, sex
life or other personal opinions...)
- Listening (easily distracted?, often interrupts or
tries to finish the customers sentences?, acts
impatient or busy? Looks away?, inappropriate
answers?, stays calm, maintains objectivity, good
eye contact, takes notes, allow a pause after the
customer has finished speaking, shows desire to
understand what the customer is saying)

- Answering (shows signs of negative opinion he
may have formed, claims to have knowledge he
doesn’t have, tries to clarify what the customer said,
reformulate before answering, ask open questions,
gives appropriate, comprehensive and objective
answers, answers to customer’s needs and
expectations, delight the customer)

- Personal attention to the customer (makes the
customer feels special and important, strengthens
the one to one relationship, develops the friendship)
- Voice tone (irritation, annoyance, volume of voice,
emphasis)

- Timing (respect of timing)
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1.5. Sales rep’s way of answering
complaints
- Loses his temper, makes excuses, gets involved in
a struggle, argues, blames other departments or
employees, tells the customer what should have
been done, mentions that other customers are
complaining about the same thing)
- Listens to the customer without interrupting,
apologize for his experience, shows he cares for the
customer, tries to clarify what the problem is, show
interest in the complaint, take immediate action if
told so, set up a plan of action with the customer, do
not state the obvious, thanks the customer for
bringing it to his attention)

1.6. Sales rep’s way of ending the meeting
Thanks the customer for doing business with his
company
Handshaking
Uses the customer's name with titie (miss, mr...)

Looks in a hurry (has another appointment)

2.2. End of the meeting
The customer looks satisfied (smile, handshaking,
talks about topics non work related,...)
The customer doesn’t look satisfied (looks angry,
disappointed, annoyed,...)

211




D- CUSTOMER QUESTIONNAIRE
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CUSTOMER INTERVIEW GUIDE

Global structure :

1. Perceived importance of elements constituting customer service

2. Customers’ perception of performance

3. Discussion about ISO 9000
CONFIDENTIAL

1. Perceived importance of elements constituting customer service
The whole customer service process can be divided into three stages : before the sale, during

the sale and after the sale.

1.1. Here is a list of elements that constitute the customer service before the. Tell me
for each one if you consider it as very important, important, not very important or
totally unimportant as regard to your industry.

Elements of customer service
occurring BEFORE the sale

Very
important

Important

not very
important

Totally
unimportan
t

- The company has a written policy

- The company is flexible (to order
modifications for i.e.)

- The employees have an adequate
product knowledge

- You get easily clear and reliable
technical information

- Employees show their willingness to
build / maintain a good relationship

- Accuracy of quotes

- Ability to meet the desired product
requirements

- Consistent lead times

- Formal production schedules
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1.2 Same question for elements of customer service occurring during the sale

Elements of customer service
occurring DURING the sale

Very
important

important

not very
important

Totally
unimportan
t

- Employees have a professional
appearance

- Facilities have a professional
appearance

- Employees show their willingness to
build / maintain a good relationship

- Order convenience

- The company provides easily order
status information

- Accuracy billing

- Accuracy shipping (rght order)

1.3 Same question for elements of customer service occurring after the sale

Elements of customer service
occurring AFTER the sale

Very
important

Important

not very
important

Totally
unimportan
t

- on-time delivery

- Ability to trace a product for recalis

- Ability to handle complaints

- Follow-up for customer satisfaction

- The company prevents stockouts

- The company organizes training for
customer

- Employees show their willingness to
build / maintain a good relationship

- Product development
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2. Customers’perception of performance of the company

2.1. Now, | would like you to assess the customer service provided by Company A.
From the same list of elements constituting the customer service, tell me for each one

if you think Company A is excelient, good, poor or fair.

Elements of customer service
occurring BEFORE the sale

Excellent

Good

Poor

Very Poor

- The company has a written policy

- The company is flexible (to order
modifications fori.e.)

- The employees have an adequate
product knowledge

- You get easily clear and reliable
technical information

- Employees maintain good
relationships

- Accuracy of quotes

- Ability to meet the desired product
requirements

- Consistent lead times

- Formal production schedules

2.2 Same question for elements of customer service occurring during the sale

Elements of customer service
occurring DURING the sale

Excellent

Good

Poor

Very Poor

- Employees have a professional
appearance

- Facilities have a professional
appearance

- Employees show their willingness to
build / maintain a good relationship

- Order convenience

- The company provides easily order
status information

- Accuracy billing

- Accuracy shipping (right order)
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2.3 Same question for elements of customer service occurring after the sale

Elements of customer service
occurring AFTER the sale

Excellent

Good

Poor

Very Poor

- on-time delivery

- Ability to trace a product for recalis

- Ability to handle complaints

- Follow-up for customer satisfaction

- The company prevents stockouts

- The company organizes training for
customer

- Employees show their willingness to
build / maintain a good relationship

- Product development
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G- CUSTOMER QUESTIONNAIRE ANALYSIS
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Company A1

é customers have been interviewed = a way {o find to analyse
CUSTOMER 1
Before the sale

weight Mark Weighted Mark

Wiritten policy 3 3 9
Flexibility 4 4 16
Employee’s product knowledge 3 3 9
Technical information 4 3 12
Employee relationship to customer 4 4 16
Production schedules 3 3 9
Quotes 3 4 12
Product requirements 4 4 16
Lead times 4 3 12

32 111
Excluded elements :
During the sale

weight Mark Weighted Mark

Employee's appearance 2 3" 6
Facilities' appearance 3 3 9
Employee relationship to customer 3 4 12
Order convenience 3 3 9
Status information 3 3 9
Accuracy of shipping 4 4 16

18 61
Excluded elements : Billing (weighted 4, but doesn't apply)

After the sale

B3
©
Ed
Es
<
D
2
=

Weighted Mark

On-time delivery 4 3 12
Complaints handling 3 3 9
Follow-up 3 3 9
Prevents Stockouts 3 3 9
Training to customer 3 3 9
Product tracing for recalls 4 4 16
Employee relationship to customer 3 4 12
Product development 3 3 9
26 85
Excluded elements : Product tracing for recalls (doesn't apply)
TOTAL MARK ' 257 85 % J|
MAX MARK 304
. Average weight Average weighted mark Equalized mark
Before the sale 3.56 12.33 . 13.88
During the sale 3.00 10.17 13.56
After the sale 3.25 10.63 13.08
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CUSTOMER 2
Before the sale

weight Mark Weighted Mark

Flexibility 4 3 12
Employee's product knowledge 4 3 12
Technical information 3 3 9
Employee relationship to customer 3 4 12
Quotes 4 4 16
Product requirements 4 3 12
Lead times 4 3 12

26 85
Excluded elements : Written policy (weighted 3. but doesn't know about a policy in Company A1)

Produciton schedules (weighted 2, but doesn't take note of them)

During the sale

weight Mark Weighted Mark
Employee's appearance 3 3 9
Billing 4 3 12
Employee relationship to customer 3 3 9
Order convenience 3 3 9
Status information 3 3 9
Accuracy of shipping 4 3 12

20 ) 60

Excluded elements : Facilitie's appearance (doesn't apply)
After the sale

weight Mark Weighted Mark
On-time delivery 4 2 8
Complaints handling 3 3 9
Follow-up 2 3 6
Prevents Stockouts 4 3 12
Product tracing for recalls 3 3 9
Employee relationship to customer 3 3 9
Product development 3 3 9

22 62
Excluded elements : Training for customer (weighted 2, doesn't apply)
TOTAL MARK 207 76 % ]
MAX MARK 272
Average weight Average weighted mark Equalized marks
Before the sale 3.71 12.14 13.08
During the sale 3.33 10.00 12.00
After the sale 3.14 8.86 ' 11.27
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Company A2

Before the sale

Written policy

Employee's product knowledge
Technica! information

Employee relationship to customer
Quotes

Product requirements

Lead times

Excluded elements :

During the sale

Employee's appearance

Facilities' appearance

Employee relationship to customer
Order convenience

Status information

Billing

Accuracy of shipping

After the sale

On-time delivery

Product tracing for recalls
Complaints handling

Follow-up

Prevents Stockouts

Employee relationship to customer
Product development

Excluded elements :

weight

Mark

Weighted Mark

4

Hobh b b Wb

27

4

H WA A DHMDL

16
16
12
16
16
12
16
104

Flexibility (weighted 4, but doesn't know about Company A2)
Production schedule (weighted 4, doesn't know about Company A2)

weight

A bH A SDDHBS

weight

S H WA NS D

27

Mark

4

A b b bbb

Weighted Mark
12

12
16
16
16
16
16
104

Weighted Mark
16

16
16
16
12
16
16
108

Training for customer (weighted 3, but doesn't apply to Company A2)

TOTAL MARK
MAX MARK

316

96 % |

328

Before the sale
During the sale
After the sale

Average weight
3.86
4.00
3.86

Average weighted mark Equalized marks

14.86 15.41

14.86 14.86

15.43 16.00
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COMPANY B1

Before the sale

Flexilibility

Employee's product knowledge
Technical information

Employee relationship to customer
Quotes

Product requirements

Lead times

Excluded elements ;

During the sale

Employee's appearance
Employee relationship to customer
Order convenience

Status information

Biling

Excluded elements :

After the sale

On-time delivery

Product tracing for recalls
Complaints handling

Follow-up

Employee relationship to customer

Excluded elements :

Company B1 sells security gates to companies. Therefore, Company B1 is a special supplier,
as its product is not directly taking part in the production process.

weight Mark Weighted Mark

4 4 16
4 4 16
4 4 16
4 4 16
4 4 16
4 4 16
4 4 16

112

Written policy (wefghted 4, but doesn't know about any policy in Company B1)
Production schedule (weighted 1, doesn't apply to Company B1)

weight © Mark Weighted Mark
4 12

16

16

16

16

76
Facilities' appearance : doesn't apply
Accuracy of shipping : doesn't apply

H b A bW
E N N N -

weight Mark Weighted Mark
4 4 16
16
16
16
16
80
Stockouts preventing (weighted 4, but doesn't apply to Company B1)
Training for customer (weighted 2, but doesn't apply to Company B1)
Product developement (weighted 4, but doesn't apply to Company B1)

A A b A
F N NS

TOTAL MARK
MAX MARK

Before the sale
During the sale
After the sale

268 100 % |
268
Average weight Average weighted mark Equalized marks
4 16 16
3.8 15.2 16
4 16 16
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Company C1

Before the sale

Flexibility

Employee's product knowiedge
Technical information

Employee relationship to customer
Product requirements

Lead times

Excluded elements :

During the sale

Employee's appearance
Facilities' appearance

Employee relationship to customer

Order convenience
Status information
Billing

Accuracy of shipping

After the sale

On-time delivery

Compilaints handling

Follow-up

Prevents Stockouts

Training to customer

Employee relationship to customer
Product development

Excluded elements :

weight Mark Weighted Mark
4 35 14
4 3 12
3 3 9
4 4 16
4 4 16
3 3 9
22 76

Written policy (weighted 1, but doesn’t know about any policy in Company 1)

Quotes (doesn't apply)

Production schedules (weighted 3, but doesn’t know about that in Company 1)

weight °  Mark Weighted Mark
7
75
12
12
12
12
16
5 78.5

w
h-&bhbwm

weight Mark Weighted Mark
4 12
4 12
4 12
3 12
3
4
3

6

16

9
22 79

Product tracing for recalls (doesn't apply)

WaENDD WWW

TOTAL MARK

- [IMAX MARK

Before the sale
During the sale
After the sale

233.5 91 % ]
258
Average weight Average weighted mark
3.67 12.67
293 11.21
314 11.29
231

Equalized marks
13.82
15.32
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ATTN GuEEED
FAX: D -

NON CONFORMANCE REPORT (NCR) -

tn order to improve customeu satisfaction it is imperative to be on top of problems regarding
the supply of GIREREPNEHES (0 such customers.

1 Quality of product (including components/accessories/finishes elc.)

State problem:

2 l Non supply of product/components. l

State problem:

Date(s) . '
E] Late supply (workdays only) N Delays .

Promised/Expected Despalch Dale

Despalch Date ' H

Receipt Date A H

Promised Datle of installation

1 _____

“Cuslomer Result:

Gustomer Name: Tel. No.

Customer Address:

Manufaclurers Fasl Lane No. Manufaclurers Job No.

Quote No - invoice No:

Person Raising NCR : Signalure Date

I




QP14 - APPENDIXA

CORRECTIVE ACTION REPORT CAR.No ——-

1. Details and Description of non-conformance (completed by Initiator) -

Name of initiator Signed: Date:
7. Receipt by .
S : :
HOD igned Date:
3. Receipt by Signed: Date:
Invest.

4. Immediate corrective action taken (Investigator):

Name of ] ] Signed J J Date: ]
5. Cause of non-conformance (Investigator)

Signed: ‘ ] Date: J

6. Preventative action to remove cause of non-conformance (Investigator)

Signed: Date:
7. Review by H.O.D . Signed: Date:
8. Follow up (completed by Initiator): ]
| Signed: | | Date: ki
9. If C.AR's cannof be closed out within the agreed planned date, please slale reason and indicate date
planned for completion.

Planned Date:

TRELL .qcde 15/2
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APPENDIX I: relative importance of customer service components.

The following tabie presents the relative importance of the customer service

components presented in the customer questionnaire, as perceived by customers. This table

was built from the results of the five customer questionnaires administered. For each

questionnaire, each service component was ciassified according to the weight attributed to

the customer. Customer service components with attributed weight ‘4’ were classified in the

left hand column, while customer service components weighted ‘3’ or less were classified in

the right hand column. The frequency for each element weighted ‘4’ and those weighted ‘3’ or

less is indicated to determine an overall relative importance of these elements.

Table A: Relative importance of customer service components.

Customer service Frequency Customer service ‘Frequency
' component with .component with weight -
: ' weight ‘4’ | . : ‘3’.orless : -
o | Written policy 1 Written policy 1
-© . | Technical information 2 Technical infermation 3
“w | Employee relationship te 4 Employee relationship to 1
S [eustomer customer
5 | Quotes 3 Quotes 1
3 | Lead times 4 Lead times 1
i§ | Employee’spreduct 4 Employee’sproduct 1
| knowledge knowledge
_-é_‘-’[f: Product requirements 5 Production schedules 1
- Flexibility 4
Billing 3 Billing 1
e Employee relationship to 2 Employee relationship to 3
-2 | customer customer
8"‘3, Order convenience 2 Order convenience 3
gt '3 Status information 2 Status information 3
E Employee appearance 1 Employee appearance 4
- | Facility appearance 1 Facility appearance 2
] Aceuraey of shipping 4
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Product tracing for recalls 3 Product tracing for 1
S recalls
s Preventing stockouts 2 Preventing stockouts 2
b1 Q Employee relationship to 3 Employee relationship to 2
& &| customer customer
+ | Complaint handling 2 Complaint handling 2
§ | Follow-up 2 Foliow-up 2
a .| Product development 1 Product development 2
| Orrtime deliveries 4 Training of customer 1

type of industry and to the type of company itself, a general trend can be inferred from the

Though the relative importance of customer service elements is strongly related to the

table above:

in the pre-transaction stage, it seems that the elements ‘employee relationship to
customer’, ‘lead times’, ‘Employee’s product knowledge’, ‘product requirements’, and
‘flexibility’ are perceived as the most important elements of quality service, and that
‘technical information’ is less important.

In the transaction stage, it seems that ‘accuracy of shipping’ is perceived as the most

important element of quality service, and that ‘employee appearance to customer’ is less

important.

In the post-transaction stage, it seems that ‘on-time deliveries’ is the most important

element of quality service.
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104 Cummie Rd
Berea
4001 Durban

lucieganachaud@voila. fr
083 39 27 011

5 June 2001
TO : Mrs Naidoo and Tune
COMPANY C1
The participation of your company in my study has been a great help. | would like to thank all
of you for the time you've granted me and also for your flexibility and understanding.
My research will be completed in August, and | then will be able to provide you with a
summary of the results conceming your company.

Thanks again and best wishes,

Lucie Ganachaud.
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