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Introduction

The past 20 years have seen a total change in
the way the leisure experience is delivered
and consumed

(LIW News, 1999)

The careful management of the tourist
experience is an absolutely vital and complex
requirement . . . service quality will continue
to be a major component of the future shape
of tourism provision

(Page et al., 2001)

Leisure and tourism managers need to know
more than how to manage, and even how to
manage quality. There is a product involved
and the service shapes the way it is delivered;
quality management is also the process of
ensuring that it is delivered with as few
mistakes as possible and as close as possible
to customer requirements. Knowledge and
understanding of the consumer and of the
concepts of leisure and tourism, including the
way they are consumed and experienced, are
becoming increasingly important and even
represent the difference between success and
failure. They are integral to service quality,
and its management, in leisure and tourism
and help to contextualize the application of
quality management tools and techniques to
the specific contexts addressed by this book.

The book’s approach incorporates sev-
eral important elements:

• While its substance is certainly factual, in
order to inform, it also raises issues, dif-
ferent views and theories, and attempts
to present a structured and ordered
overview of the study of service quality

in its specific application to leisure and
tourism from an academic perspective.

• Its essence, therefore, lies in the nature
of the leisure and tourism product
and, particularly, the consumption
experience.

• It emphasizes the human dimension
and the characteristics of both consumer
behaviour and organizational response.

• A distinctive feature is a synthesis of
the human and social elements with the
more mechanistic aspects of service
quality.

The book acknowledges the growing
literature that enables the practitioner and
the student to develop their knowledge and
understanding of trends and issues in leisure
and tourism management and in consumer
behaviour, and the very concepts and theories
that help to define the fields of enquiry. The
book also recognizes the great strides made
in the last decade in developing the subjects of
service management, service operations man-
agement and service quality. There are many
excellent texts and journals in both areas.
However, the aim of this text is to integrate
key points and principles from both areas
to establish the particular requirements of
managing service quality in an industry that
has some distinctive features and challenges.
The book’s approach is to offer an under-
standing of the underpinning theory of
service quality as well as informing the reader
of the practical application of service quality
management tools and techniques in the
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context of the leisure and tourism industry
and its specific demands. A diverse range of
quality management tools and techniques are
included. Some will be applicable to many
organizations (e.g. ISO 9000 2000), while oth-
ers have been devised for a specific service
provision (e.g. QUEST for leisure centres).

Case studies are used throughout the
book that draw on a range of contexts
and organizations in leisure and tourism, and
further reading can be selected from the list
of references at the end of the text.

The book is divided into three parts: (1)
Understanding Quality in Leisure and Tour-
ism; (2) Designing Quality; and (3) Achieving
or Delivering Quality. It is expected that
practitioners and students will access the
various sections as and when required rather
than reading them in their entirety. The three
parts link with other aspects of management,
service operations management/service
management, marketing and human resource
management. They reflect the importance
of combining a deep knowledge and under-
standing of consumers and their lifestyles
with management skills and the ability to
identify and meet customer requirements.

Part 1: Understanding Quality in
Leisure and Tourism

Part 1 sets out to establish the background to
service quality in leisure and tourism and,
particularly, to develop an understanding
of the concepts and theories that underpin
the application of quality management
methods, tools and philosophies. Chapter 1
contextualizes the development and diversity
of the leisure and tourism industry and its
products, and shows how it is increasingly
driven by consumer requirements and the
competitive edge. Chapter 2 outlines the
theoretical developments in service quality
that have influenced the thinking behind
such customer-led strategies. Chapter 3
briefly outlines the typology of consumer
characteristics and motives, which needs to
be understood in order to appreciate fully the
complex nature of service quality in leisure
and tourism and the role of the consumer

or customer. Chapters 4 and 5 extend this
understanding by examining the concept of
quality and the core theories that shape
our understanding of service quality and cus-
tomer satisfaction, especially the theories of
the original quality management proponents
such as Juran, Deming and Crosby. The
validity of these ideas and theories in the
context of the leisure and tourism industry
is appraised. The final chapter in Part 1
builds on the work of the earlier chapters
in evaluating the distinctiveness of leisure
and tourism services, which lies in their
experiential consumption and complex mix
of motives and attributes.

Part 2: Designing Quality

While Part 1 establishes the challenges facing
leisure and tourism managers in achieving
service quality, Part 2 examines the skills and
techniques of translating the understanding
of consumers, quality and the nature of
leisure and tourism experiences into appro-
priate products and services. This section will
enable the reader to understand the complex-
ity of designing a service package to meet
customers’ expectations. The characteristics
of services such as perishability and hetero-
geneity pose questions for the management
of service quality, and are discussed in
Chapter 7, as is the issue of whether a leisure
and tourism service is customized or stand-
ardized. Such characteristics are not always
apparent to the customer or to the observer of
leisure and tourism services.

It can also be difficult for some people to
comprehend that a quality product or service
is nothing to do with it being a five-star hotel,
for example. Customer satisfaction can be
achieved whether a room costs £30 or £1000
per night. Low cost is no excuse for poor
service design or delivery. Chapter 8 tackles
an underdeveloped aspect of the literature on
service quality in leisure and tourism services.
This aspect is concerned with ‘doing the right
thing’ as well as ‘doing things right’ but is
based on understanding the concept of the
product/service, its features, attributes and
identified standards and the system required
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to deliver products and services. The service
design process is complicated for the reasons
outlined in Part 1 and in Chapter 7, and
the techniques and tools for analysing and
refining this process are evaluated in Chapter
8. Service design raises questions about the
flow of people through the service process
and its relationship with the deployment of
resources. The final chapter in Part 2 considers
some fundamental issues of managing
capacity in leisure and tourism operations
and their implications for service quality. The
uneven demand for, and usage of, facilities
and services require an understanding of
aspects such as yield management and queu-
ing and how they can be managed to achieve
both productivity and customer satisfaction.

Part 3: Achieving or Delivering Quality

The first two parts focus on topics that are not
always considered important, but without
that background knowledge it is difficult to
make informed judgements on the selection
of the most appropriate service quality man-
agement techniques for a particular scenario.
Service quality and its delivery have to be
designed, but where customer expectations
also include ‘right first time’ and overall reli-
ability, there are wider implications for the
achievement of service quality. Part 3 takes
the management of service quality beyond
the design of services into the management
of systems and procedures and the overall

philosophy of organizations in their approach
to quality.

Chapter 10 highlights the importance of
organizational culture to the achievement of
quality but also reflects on the difficulties in
changing the culture so that quality manage-
ment is embedded in all areas and functions of
the organization.

The next two chapters investigate the
introduction and implementation of specific
service quality management systems, tools
and techniques in all sectors of the leisure and
tourism industry. Whilst there is awareness in
the industry of some of these tools and meth-
ods, the debate that should surround them has
not always taken place. Most of these elements
are concerned with quality improvement but,
to be effective, require knowledge and under-
standing of what customers really think.
While Part 1 demonstrated the complexity of
customer requirements and expectations,
Chapter 13 examines the difficulty of measur-
ing them and the extent of customer satisfac-
tion and the scope of methods such
as SERVQUAL and the critical incident
technique.

Part 3 concludes with a chapter on quality
and human resource management, emphasiz-
ing the key role that staffing plays in the
delivery of service quality. It highlights how
staff and their interaction with customers
(which is central to many contexts) can be
managed and enhanced and returns to the
exposé of the features and attributes of the
leisure and tourism product in the very first
chapter.
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Part 1

Understanding Quality in Leisure
and Tourism

Introduction

The first six chapters identify the context of managing quality in the leisure and
tourism industry and establish a conceptual framework, which reflects the different
management environments of the public, commercial and voluntary sectors. Parts 1
and 2 represent the more familiar, mechanistic aspects of service quality and
quality management; the tools, techniques and methods of quality management
are important and these sections of the book address these requirements.

However, it is also necessary to examine the concept of quality in services, particu-
larly leisure and tourism services, in order to develop an understanding of the context
in which the application of tools, techniques and methods occurs. As Chapter 1 points
out, many of the issues and concerns are no different than those of the global service
sector. Aspects such as competitive edge, changing demographics and consumer
expectations, technological developments and a dynamic external environment apply
across the board. It is also necessary to define and understand the nature and scope of
the leisure and tourism industry and its range of products and services and this is the
purpose of Chapter 1.

Part 1 is also concerned with establishing the distinctiveness of leisure and
tourism, and their challenges for the management of service quality, and the last
chapter takes this understanding further and explores the experiential properties
of leisure and tourism. It concludes that leisure and tourism services are concerned
not merely with products and services but with offering and enhancing a consumer
experience, whether in a theme park, a holiday resort or a health club.

Chapters 2 to 4 illustrate the progression in understanding these characteristics
and provide the link from Chapter 1 to Chapter 6. Chapter 2 highlights the strategic
issue facing all leisure and tourism organizations, which is the competitive edge and
the need to develop consumer-led strategies. Many quality theorists conclude that
the only goal to aim for is continuous improvement to satisfy internal and external
consumers as well as other stakeholders. The chapter debates the underpinning
theories to such strategies and concludes that the key is the understanding of
consumers and their characteristics.
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Chapter 3 provides a wide-ranging framework for understanding the leisure and
tourism consumer as well as other stakeholders involved. The leisure and tourism
industry contains a wide range of interested groups, irrespective of the sector, and
their interrelationships are an important factor in understanding the dynamics of
managing service quality. It is sometimes difficult for practitioners to recognize the
importance of each group or stakeholder, and the need to prioritize their needs and
wants. It can involve conflicting and dialectical views and interests and such tensions
have to be managed and reconciled. For example, customers want lower costs (as in
package holidays) whilst employees may want higher wages and salaries.

Quality enhancement is increasingly being viewed as the key concept in the
service quality and service management literature and Chapter 4 is concerned with
the underpinning theories of service quality and quality management. The chapter
describes the two schools of service quality management (North American and
Scandinavian) and provides a critical appreciation of the origins of quality theory in
the manufacturing sector. The chapter also highlights the recent emergence of service
quality literature and emphasizes the need to be critical and informed, as practitioners
and academics, in synthesizing and analysing all concepts and theories.

One significant strand of the recent literature has been the examination of
what service quality really means to the customer and has provided an important
paradigmatic development in the subject. The terms ‘service quality’ and ‘customer
satisfaction’ are central to such an emerging theoretical framework and, although
there is an aetiological dimension to debate, it has pragmatic implications for the work
of the practitioner as well as the discourse of the academic. The meaning of each term is
important but so too is the relationship, perhaps symbiotic, between the two terms and
the chapter offers some pragmatic viewpoints. For example, it has been suggested that
there has been an overreliance on quantitative measures (e.g. answering the telephone
within a certain number of rings) rather than a focus on the qualitative impact on
individual customers, or that customers can be satisfied without, perhaps, quality
really being achieved. In other words, it is not easy to define what is meant by quality –
especially in the context of leisure and tourism services, which offer a product with
distinctive features and attributes (as the final chapter illustrates).

In such a way, Part 1 provides the opportunity to connect theory with practice
and to demonstrate that the successful management of quality in leisure and tourism
services demands an informed knowledge and understanding of key concepts and
theories. On completion of Part 1, the reader will have an in-depth understanding
of the nature of the leisure and tourism industry, the environment within which
it operates and the influence of this on the ability to theorize service quality practice,
and as Parts 2 and 3 indicate, the ability to deliver and achieve service quality.

2 Part 1: Understanding Quality in Leisure and Tourism



1
The Leisure and Tourism Product

In order to examine service quality in leisure
and tourism, it is useful to consider the
nature of the leisure and tourism industry
and, indeed, developments in the leisure and
tourism product. The leisure and tourism
industry is no different from any other in that
the main strategic issue facing all organiza-
tions is achieving customer-perceived service
quality.

The Leisure and Tourism Industry

The leisure and tourism industry grew inexo-
rably in the second half of the 20th century
and for many nations, both industrialized
and developing, represents a key element of
the national economy figures. Annual expen-
diture on leisure and tourism in the UK in

2001 was £64.2 billion (Office for National
Statistics, 2002) with 3.5 million people
employed in 223,000 businesses (ILAM,
1998). It is an industry with a major impact on
the quality of life of people and communities.
It is a global industry embracing both
cross-cultural development and the rise of
multinational corporations that are a part of
this development. It is an industry that covers
a wide range of contexts and opportunities.
It is an industry that invokes passion and
emotion in people because of its perceptual
nature and its human interaction. It repre-
sents both participation and consumption; it
can be passive or active, creative or vicarious,
educationally and culturally enriching or
merely entertaining. It invites scrutiny and
criticism since we can all relate to its
purposes and functions and are acutely
conscious of any shortcomings because of
their immediacy and their impact on feelings
of well-being.

Several key reports and studies pub-
lished in recent years have illustrated the
importance of quality for the future of the
industry. One such report was published
by the UK government (DCMS, 1999, p. 4) and
set out its aspirations for tourism (including
aspects of leisure):

The Government is ambitious for Britain
and British tourism. We are proud of what
this country has to offer and want to make
the most of it . . . We will only achieve this if
we can guarantee a consistent high-quality
experience for tourists whether from home
or abroad.

©CAB International 2003. Service Quality in Leisure and Tourism
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On completion of this chapter it is expected that
you will be able to:

• contextualize the growing importance of
service quality within recent developments
in the leisure and tourism industry;

• understand the nature of the leisure and
tourism product and its implications for the
management of service quality;

• analyse trends and issues in leisure and
tourism markets that have implications for
service quality;

• appreciate the relationship between service
quality and product and service develop-
ment in the leisure and tourism industry.



The report contains a 15-point action plan
of the Department for Culture, Media and
Sport (see Box 1.1), which encapsulates many
trends and developments in the tourism
industry and highlights in particular chang-
ing expectations of tourists, the importance
of sustainability, technology and training
and the impact of recognized grading and
classification schemes.

The report also suggests that as the tourist
market becomes more experienced and dis-
cerning, greater importance will be attached
to quality and value for money. Furthermore,
as competition grows around the world,
British tourism must raise its standards in
facilities and service in order to compete.
The report recommends the regeneration
of traditional resorts, improving the range
and quality of visitor attractions, improving
the quality of tourism accommodation and

developing new products, which promote
Britain’s culture, heritage and countryside.

The Relationship between Leisure
and Tourism

A perennial issue is the scope and extent of
the leisure and tourism industry and how it
is defined. The relationship between leisure
and tourism (Fig. 1.1) is an important factor
in establishing the parameters of the industry
and the perspectives from which it can be
analysed. Clearly, much of the tourism sector
is concerned with the actual circulation and
movement of people and the hospitality
associated with overnight stays. An economic
perspective is important because of the
impact on towns and cities and, indeed,
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Box 1.1. Government plan for tourism. (Source: DCMS, 1999, p. 5.)

Fifteen action points are at the core of our plan and together they form the basis of a coherent strategy to
make our industry a world leader. They are:

• a blueprint for the sustainable development of tourism to safeguard our countryside, heritage and
culture for future generations;

• initiatives to widen access to tourism for the 40% of people who do not take a long holiday;
• more money for a more focused and aggressive overseas promotion programme to bring in more

overseas people;
• new Internet systems to deliver more worldwide tourist booking for Britain and to provide

information on attractions and travel options;
• new computerized booking and information systems to make it easier for people to book

accommodation and travel;
• a major careers festival and image campaign to raise the profile, and promote the image, of careers in

the hospitality industry;
• a hospitality industry programme to sign up 500 employers to work towards Investors in People

standard to help raise the quality of training in the industry;
• a new strategic national body for England to provide leadership to the English tourism industry;
• a new grading scheme for all hotels and guesthouses to give holidaymakers and business travellers

consistent quality they can rely on;
• new targets for hotel development in London and further £4.5 million for marketing to exploit its

potential as a premier location for business travellers and holidaymakers and as a gateway to Britain;
• more integrated promotion of our wonderful cultural, heritage and countryside attractions to enable

visitors to enjoy a full range of what Britain has to offer;
• the development of innovative niche markets such as film tourism and sports tourism, to unlock the

full potential of Britain’s unique cultural and natural heritage;
• encouraging the regeneration of traditional resorts to allow leisure and business visitors to enjoy

high-quality amenities and services;
• more central government support for the regions to give each part of the country better resources to

develop their own identity and strengths; and
• a high-profile annual Tourism Summit bringing together industry and government to monitor prog-

ress, plan future action and keep all sides working in partnership towards the same objectives.



regions or countries, with global tourism
generating receipts in excess of £270 billion
(DCMS, 1999). The tourism process might
be viewed in terms of the three elements of:
(i) travel; (ii) accommodation; and (iii) partici-
pation in activities at the destination, with
an additional dimension involving its impact,
from social, economic and environmental
perspectives. These three elements make up
the tourism system. The parameters of this
book do not really account for the fourth
dimension, although it has implications for
quality of life, and the book is principally
concerned with the first three elements.

For the purposes of the book, tourism
is viewed as leisure consumption and partici-
pation with travel and accommodation. Some
observers (Cooper et al., 1993; Ryan, 1997;
Page et al., 2001) argue that tourism is a subset
of leisure and that travel has its own forms of
recreation, unless it is viewed as a necessary
chore by the tourist. Undoubtedly, there is a
blurring between the two concepts of leisure
and tourism markets, as recent developments
have demonstrated. For example, more holi-
days and tourist experiences have leisure
activities incorporated into them or are based
on them (e.g. trekking in the Himalayas).
Cooper et al. (1993) viewed tourism as
having three broad categories of purpose:
(i) leisure and recreation, including holidays

and social visits; (ii) other tourism, including
educational and health reasons; and (iii)
business, including conferences, meetings
and exhibitions.

The leisure industry is less easy to define
than the tourism sector, because of the defini-
tional problems with leisure as a concept and
phenomenon. Leisure can be viewed in terms
of residual time, activity, function, state of
mind or, as shown in Chapter 6, an experience.
It has already been stated that the leisure
and tourism industry, for the purposes of
the book, comprises managed contexts for
activity, services and opportunities for
activity. The contexts for leisure activities
can range from purpose-built facilities such
as leisure centres and theatres to resources
such as national parks or urban open space,
which may not involve a service encounter
with staff, or mixed developments that may
combine retailing with leisure opportunities
and environments.

It is important to distinguish between the
leisure industry and the leisure market, which
embraces home-based leisure and the pro-
duction of ‘leisure goods’ such as magazines,
cameras and leisure wear. Finally, although
food and drink in a social context account for
an important element of leisure expenditure
within the leisure market, and many contexts
in the industry contain food and beverage
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Fig. 1.1. The relationship between leisure and tourism.



operations, the book is not directly concerned
with the hospitality sector, though there will
be some references.

The common factor, therefore, is the
encounter, or interface, between consumers
(whether they are described as customers,
participants or guests) and the context in the
guise of staff, systems, procedures, informa-
tion and technology. Service quality is now
such a key strategic and operational issue
because of the potential for variation and
variability of service in the different contexts
and, as shown in the next section, the growing
importance of leisure and tourism to the
individual and to society.

The Growing Importance of
Service Quality to the Leisure

and Tourism Industry

There are several reasons for the significance
of service quality to the leisure and tourism
industry. They are concerned with the
competitive edge, social trends, consumer
behaviour and demand, and technology.

New social structures

Harris (1999, p. 46) contended that ‘ubiqui-
tous connectivity and globalization will help
to create a new social structure with impor-
tant implications for leisure’. He considered
the distinction between the following groups:
the ‘New Wealthy’, who have the education
or intelligence to make use of the new oppor-
tunities that they see complementing and
fitting into their busy schedules; the ‘New
Purveyors’, who can identify the needs of the
‘New Wealthy’ and can offer high-priced,
quality services that maximize the use and
value of limited leisure time; and the ‘Service
Army’, who will either be front-line employ-
ees of the ‘New Purveyors’ or work directly
for the ‘New Wealthy’. Indeed, the UK’s
consumer expenditure on leisure is now 16%
higher than the EU average, with the average
UK household spending an annual £3410 on
its leisure and holidays (Oxford Economic
Forecasting, 2001).

Hyperreality

A factor of increasing importance in manag-
ing the quality of leisure and tourism services
is the blurring of the distinction between
reality and the replication of the real world.
Museums and heritage centres represent past
events and eras; theme parks recreate differ-
ent parts of the world on one site and some
attractions, of course, are based on fictional
characters or television series and films.
Rojek considered the relationship between
postmodernism, with its emphasis on
imagery, symbolism and technology, and
hyperreality to be an increasingly significant
one in the development of leisure and
tourism products. He pointed to the effects
of globalization and electric forms of
communication and suggested that ‘leisure
experiences become dominated by spectacle
and sensation’ (Rojek, 1993, p. 285). Brown
argued that hyperreality is manifest in the
fantasy worlds of theme parks, hotels, air-
lines and shopping malls and many other
contexts and he refers to the ‘illusory, slightly
phantasmagorical quality’ of such experi-
ences (Brown, 1995, p. 115). In other words,
the rather sanitized and anodyne features
of theme parks such as Disney are what
consumers now expect in addition to high
standards of provision and customer care.
He also suggested that, in some respects,
such facilities create their own reality
with consumers expecting little variation.
For these reasons the consumerism of post-
modernism has considerable implications for
the provision and management of leisure and
tourism service quality.

Increasing expectations

The leisure and tourist industry is, therefore,
affected as much as any other industry,
if not more, by ever-increasing customer
requirements and expectations. The Henley
Centre (1999) highlighted the explosion in the
quantity and quality of goods and services on
the high street and showed how the range of
goods in supermarkets compared with food
outlets in the 1950s has increased 40 times; it
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also pointed to products on offer in financial
services, which can now number tens of
thousands. The leisure and tourist industry is
no different. The growing diffusion of life-
styles and the higher priority given to leisure
pursuits and holidays in their lifestyles
by individuals can be juxtaposed with
the opportunities for innovation and service
development provided by technological
advances and better education and training
of staff, as shown by the case study in Box 1.2.

Value for time and money

It was shown earlier how consumers in the
UK especially are spending a high proportion
of income (1% in 2001) on leisure and
tourism, but in an increasingly frantic way.
Linder’s ‘harried classes’ of the 1970s have

given way to Schor’s ‘accelerating leisure’
(Schor, 1998), in which many consumers are
transferring their work values into their
leisure activities and are never slowing
down. According to Mintel (2001):

Britain has longer working hours than
almost any other European country.
Consequently, consumers are finding
it increasingly difficult to achieve a
balance between work and leisure.

Bailey and Hall (1998) also showed how
value for time and money are important
factors. The offerings in holidays or leisure
activities not only have to appeal to a diffuse
and discerning market but also, through their
promotion and delivery, have to convince that
the benefits are worth the investment in time,
effort and money by the individual. As those
in work appear to be under greater pressure or
are working longer hours, leisure time and
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Box 1.2. Case study: cinemas.

Cinemas provide a useful example of a sector of the leisure industry that has recognized the developments
in consumer preferences and expectations and their need to innovate and provide a quality experience.
Attendances have increased from the lowest point, in 1984, of 54 million per year, to 112 million in 1996
(Henley Centre, 1997) and reflect the improvements made in both design and delivery of the consumer
experience. The Henley Centre showed how cinema owners began to realize that consumers had a
variety of entertainment options and therefore required a real motive and desire to go to the cinema, to
experience not only the core product on offer (well-made films designed to appeal to a wide audience),
but also the way it was provided. Analysis of the sector shows how cinemas were eventually perceived
as old, out-of-date and uninviting facilities that did not offer an attractive alternative to television. The
‘multiplex’ revolution in the 1980s provided new and modern facilities containing several screens and
appealing to different needs; today’s complexes can contain bars and cafés, shops, ‘high-tech’ screens and
much greater comfort. Virgin has introduced the ‘Business Class’ concept into cinemas and is offering
waitress service and exclusive seating at an additional cost. Kingston (1998, p. 36) confirmed the progress
being made by cinema operators: ‘. . . paramount in the drive to attract audiences is improved quality of
the cinema product. High quality seating, greater legroom and state of the art sound systems are minimum
requirements.’ She demonstrated how UCI is developing its ‘black box’ auditoria with the walls, ceilings
and floors blacked out to enhance the screen image.

Fraser (1998, p. 43) was even more effusive in his description of the innovative approaches of the
leading operators:

Their business is fantasy, their mission to deliver dreams to a sophisticated, international, technology-literate
audience. They will engineer the merger of the leading digital production houses with the leading players in
simulation technology, do deals with Intel, the world’s largest computer manufacturer, bring in the head of vir-
tual development from MITT. They will segment their business from mass, 10,000-person sensorama experiences
in capital cities, to the corporate and schools market . . . right down to the personal in-house, deep immersion
experiences which will go through the roof in the growing singles market. They will be in trains, planes, cars not
to mention hospitals, universities and museums. They will create city entertainment centres which have retailers
clamouring for space. They will have their own restaurants and bar brands which are good enough to stand
alone and they do. They will form joint ventures with leading developers in each country and have shopping
centre designs which place their cinemas at the heart of a world-class entertainment district.



activities become more precious, and people
are seeking quality time with family and
friends. LIW News (1999, p. 1) illustrated the
point:

As competition intensifies, the battle for
customer loyalty is increasingly being fought
in the service arena . . . All of this has to be
seen against a background of changing
consumer expectations. Research has shown
that as customers feel they have less leisure
time, they expect more from what time they
have. They want high quality experiences,
with a style of service that matches the
occasion. They want to be able to book either
by phone or electronically. They want not
only to be safe, but also to feel safe. They
want choice. And they want the whole thing
to feel in some way special. They don’t want
every destination to feel the same.

Consumer behaviour

An additional trend in consumer behaviour
is what is referred to as ‘time deepening’ in
which the individual is involved in more than
one activity at the same time. Many people
in the home will combine activities such as
watching television while ironing, or reading
while listening to music; but there are
similar trends in managed contexts as well.
An increasing number of people are seeking
holidays that have an activity as the focus,
such as painting or wine tasting, but where
they are still attracted by conventional attrib-
utes such as climate, scenery and culture.
‘Edutainment’, in which entertainment is
combined with educational learning, is also
apparent in theme parks, heritage centres and
contemporary museums and other facilities
that are incorporating educational benefits
into their service package, such as Chessing-
ton World of Adventure, Tecniquest and as
we saw in the Millennium Dome.

The Leisure and Tourism Market

The scrutiny of holiday operators and travel
companies by consumer interest bodies like
Consumers’ Association and the media adds

to consumers’ experience and their expecta-
tions. The move to a greatly differentiated
market based on multiple interests, including
adventure activities, hobbies, education and
skills and individualized packages, is both a
determinant and an indicator of the growing
complexity and expectancy of the maturing
market. Page et al. (2001) referred to travel
typologies or psychographic (lifestyle and
interest factors) or interactional segmentation
(different motives). According to Cooper et al.
(1993, p. 269), the maturing of the tourist
market is creating a ‘new tourist’ who can be
characterized as experienced, sophisticated
and demanding.

Laws (1995) also suggested that the
increasing familiarity of holiday-takers with
destinations is forcing operators and authori-
ties to upgrade their facilities and amenities
and to deliver higher standards of service. The
same is true of leisure markets: customers and
users of facilities and services are becoming
more experienced and clearer in terms of
industry benchmarks, and what should be
expected at a certain price, as the example of
the Wembley Company shows:

The last few years has seen a real change in
direction of our UK greyhound racing busi-
ness. The expectations and demands of our
customers are constantly evolving and we
have to remain one step ahead. In recent
years we have introduced quality dining
facilities into many of our tracks. A sports
bar has been trialled at one track which com-
bines on-course, off-course and intertrack
betting around a central licensed bar with
fully integrated screens. A first for the UK.

We aim to surpass our customers’
expectations and deliver the ultimate
experience through constant innovation
of our services and approach.

(Wembley plc Annual Report and Accounts 1998)

The difference between the leisure
and tourism industry and other industries,
including other services, is in the nature of
its markets, which are becoming increasingly
complex, sophisticated and differentiated.
Research undertaken by Deloitte & Touche in
1998 in the visitor attractions market revealed
that some consumers are becoming bored
with what some establishments are offering
and that the market is not as simplistic and
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predictable as it used to be. A similar point is
made by Bailey and Hall (1998, p. 1):

It has become evident over recent years that
commercial leisure and hospitality operators
not only have to be able to segment the
market traditionally using methods such
as demographic segmentation (eg by age
or socio-economic category) or lifestyle
classification (eg pre-family, family empty
nesters and post- family), but also under-
stand that other external forces, such as
fashion and image, are influencing the
values and attitudes of people in terms
of their leisure choices.

Cooper et al. (1993) suggested that the
future of tourism will not lie in the mass,
standardized and packaged industry of recent
decades but will become much more custom-
ized and integrated with emphasis on meeting
individual needs and expectations and resp-
onsiveness as well as reliability. For example,
many tour operators find it difficult to tailor
their products to specific foreign markets,
let alone the market segments within each
country (March, 1994). Eurocamp Travel has
managed to achieve such differentiation
through its use of agents who understand
each market. With agents in The Netherlands
selling to Dutch and Belgian customers since
1984, German agents dealing with German,
Swiss and Austrian customers since 1988 and
Danish agents retailing all over Scandinavia,
Eurocamp has been able to identify particular
requirements and gear its operations to
meeting them.

Seaton (1996) suggested that psycho-
graphics and lifestyle segmentation, based on
personality traits, attitudes, motivations and
activities, are relevant, particularly if they
are product related rather than generic to the
population. He highlighted the four kinds
of American visitor to the UK, which were
developed by the British Tourism Authority
in the 1990s:

1. First-time visitor – mainly London and
environs.
2. Traditionalist – time divided between
London and established regional locations
(e.g. Stratford, Oxford).
3. Explorer – who wants to get to know the
country better.

4. The Britophile – who knows the country
well and has friends or contacts.

Market segmentation helps to differenti-
ate the market in terms of provision and the
delivery of quality and age is clearly another
variable in determining the approach to
achieving service quality. Conaway (1991,
p. 18) showed how innovation and added
value are particularly important to this group:

Seniors aren’t so much price oriented as
value oriented. They’re more willing to try
something new if it adds value to their life
regardless of price. They have experienced
profound social change in their lifetime.
As a result they’re willing to try new things.

Service Quality and Product
Development

The industry has developed its products in
recent years to match and, perhaps, occasion-
ally shape consumer demand. Travel opera-
tors now offer more customized packages
and are no longer confined to the traditional
family holiday. Developments in facilities
confirm this trend. The short activity break
market shows operators such as Center
Parcs and Oasis designing and offering
high specification holidays and established
operators such as Butlins, Pontins and Haven
also upgrading their facilities and services.
Likewise, health and fitness operators such
as David Lloyd and Esporta are investing
in expensive, ‘high tech’ facilities and
equipment.

The multifaceted approach to provision
and consumption has seen the development
of mixed facilities to provide for both a range
of market segments and the diverse needs of
the same segment. The local leisure centre has
demonstrated this since the 1970s; commercial
operators are constantly mixing and remixing
activities and facilities in their family enter-
tainment centres or entertainment centres. For
example, Alton Towers opened a hotel on the
theme park site several years ago and in early
2000 Family Leisure announced that the
fomer Segaworld attraction in the Trocadero
building would include ten-pin bowling,
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adventure golf, rides and other entertain-
ments as well as a sports bar.

The branded leisure and tourism product

Branding is another factor, with the develop-
ment of the ‘branded leisure experience’
(Smith, 1999) and its impact on switching
behaviour. The purpose of branding is not
simply to retain existing customers but to
attract new ones from competitors or non-
participation with a consistent but distinctive
and differentiated product and service.
Whitbread in 1998 spent £460 million devel-
oping its assets and brands, including the
David Lloyd leisure chain, its country club
hotel group (making it the UK’s largest golf
club operator) and range of food operations
(Wheat, 1998). Harpers Health and Fitness
Clubs provide another example of branding.
They have achieved this by an identical
design for each site, apart from size. Each
site has a basic layout with the Harpers logo
omnipresent and similar equipment, facilities
and changing rooms and standard proce-
dures. Thomas Cook regards itself as the
leader in the travel sales business and is
committed to maintaining that standard in
addition to using and promoting the brand
image. Its mission statement, ‘Exceptional
service from exceptional people’, is a clear
and concise summary of its approach and, as
seen in Chapter 15, its training and develop-
ment of staff is a key element in its approach
to branding. Furthermore, branding is a
factor in any organization’s developments
and strategic thinking. In 1999 the Thomas
Cook Group merged with Carlson to double
the number of its retail shops and it also
added JMC Airlines (formerly Flying
Colours), Caledonian and Airworld. Virgin
offers perhaps the most illustrative example
of the impact of branding: a Virgin cinema
will sell Virgin cola in its shops or restau-
rants; there will be Virgin CDs and videos
sold in the lobby of their cinemas and Virgin
radio will be heard throughout.

Apart from these examples and other
large commercial operators such as Hyatt

Hotels, McDonald’s and Center Parcs
developing the ‘branded leisure experience’,
there are now examples in the public sector.
Birmingham City Council direct service
organization (DSO) operates ‘Leisure Point’,
which is the UK’s largest DSO for leisure
management, as a part of its branding strategy
and its approach to quality. The Leisure Point
brands have been developed to simplify its
marketing strategy by promoting specific
facilities under individual brand names with
easily recognizable logos and images (for
example: Pulse Point for its fitness centres and
exercise-to-music programmes; Strokes for its
swimming courses; and Golf Link for its golf
courses). Its Marketing and Service Develop-
ment Manager, Mike Dickenson, believes that
branding has helped it to concentrate on the
needs of customers rather than on the policies,
procedures and structures that constrain
many organizations. It has found it much
easier to set common standards for each
activity and to achieve them through con-
sistent service delivery.

To support this approach, Birmingham
Leisure Point has also created brand develop-
ment teams comprising front-line staff, man-
agers and specialist staff (it refers to them as
doers, deciders and experts) to manage the
brands and develop its marketing. The teams
make up the Brand Development Group,
which coordinates efforts to improve the
brands through: (i) evaluating and, where
appropriate, developing ideas generated by
customer and front-line staff feedback; (ii)
producing the technical and service standards
and creating a marketing strategy; (iii) train-
ing staff and implementing the concept; and
(iv) monitoring quality through customer
feedback and comparing service delivery with
quality standards.

According to Smith (1999) organizations,
in order to create a branded experience, have
to: (i) adopt new criteria for targeting profit-
able customers; (ii) achieve a superior under-
standing of what customers value; (iii) apply
that understanding to create truly different
branded experiences; (iv) make everyone a
brand manager; (v) make promises their
processes can exceed; and (vi) measure and
monitor. There are a number of criteria in this
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‘blueprint’ for success, although they tend to
reinforce the principles of quality manage-
ment that this book highlights. They suggest
the need for innovation and distinctiveness in
service design and promotion, based on an
understanding of customer wants, and then
consistency of delivery, not necessarily
standardization. An important part of this
process is relationship marketing which, with
real-time access to customers and potential
customers, has clear implications for the
future of service marketing and service
quality. Relationship marketing is concerned
with the network of relationships between the
brand and the identified customers and
impacts on aspects of the product and its
delivery, as the next section examines.

The nature of the leisure and tourism product

The leisure and tourism product requires
some analysis in order to examine the nature
of service quality. Although ‘service’ is the
generic term used because of the characteris-
tics referred to in Chapter 6, the term ‘prod-
uct’ also applies to certain facets. It is known
that there are tangible elements or aspects of
technical service quality that can be more
aligned with the notion of a physical product,
and what is provided, and that there are
aspects of functional or interpersonal quality
that are more concerned with the process and
the way the service is delivered.

The leisure and tourism product, like
the industry itself, represents a wide range
of specialisms and is not easy to categorize
but its analysis has implications for service
quality. The industry includes purpose-built
facilities, natural resources and services such
as sports development and tourism informa-
tion as well as transportation, travel operators
and destination providers.

It might be useful at this point to consider
what is meant by the term ‘product’ in the
context of leisure and tourism. According to
Kotler (1996):

A product is anything that can be offered to
a market for attention, acquisition, use or
consumption that might satisfy a want or

need. It includes physical objects, services,
places, organizations and ideas.

Others (Wylle, 1992; Smith, 1994) have
suggested that a product is a collection of
physical attributes together with symbolic
associations that are expected to meet the
needs of the customer and comprise not
simply what is offered but how it is presented.
Seaton (1996) agreed and suggested that
leisure and tourism products have two
broad features: the physical and the symbolic.
A facility like the Millennium Dome would
appear to illustrate this point. It had its clear
physical features in the various zones but was
also designed to present a message and an
image (even if it is a little fragmented).

Chapter 7 differentiates the management
of services from the management of products
because of the different processes involved
and describes the particular characteristics of
services that impact on the management of
service quality. Yet if the actual transaction
being purchased and consumed is considered,
the distinction between the product and
the service is somewhat academic and even
spurious. Cooper et al. (1993) used the term
‘service product’ in the context of tourism,
hospitality and leisure and they highlighted
the increasing demands on service providers
to develop a deeper understanding of the
consumer benefits being sought as well as
the service delivery system itself.

The pertinent element as far as the con-
sumer is concerned is the offering or the bun-
dle of attributes and, in particular, the benefits
being sought and achieved. Of course, any
product, including a manufactured one, can
be perceived in terms of its benefits and,
indeed, marketed on this basis. An exercise
bike is made of plastic and metal; it may have
some gleaming features and look attractive
but its benefits are associated with health
and fitness and a certain lifestyle. Likewise, a
deckchair is composed of wood and canvas; it
may add some colour and brightness to the
summer garden but its benefits are viewed in
terms of relaxation, socialization and comfort.
Many leisure and tourism products are a
mix of both tangible and intangible features
that are difficult to disentangle. A swim in a
managed pool takes place in a facility with
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specialist equipment and a created ambience
but also depends on the service provided by
trained staff and the way they interact with
customers. The activity of swimming takes
place with the development of the skill of
swimming an important consideration, but
benefits such as relaxation, enjoyment, social-
ization, health and fitness are also apparent.
A skiing holiday is greatly influenced by the
natural context – location, scenery, contours
and scale and the way it has been adapted and
built upon. Tangibles such as the pistes and
the lift system are vital, as is the infrastructure
of mountain restaurants and resort bars,
shops and accommodation. The service ele-
ment is also crucial in enhancing the quality of
the experience for the tourist, who will always
be conscious of, and even assessing, the atti-
tude, skills and competencies of instructors,
lift attendants and hotel and chalet staff.

In describing the leisure and tourism
product it is, therefore, important to acknowl-
edge the relationship between the tangible
product and the process as well the core and
augmented products. Figure 1.2 attempts to
explain the relationships in which, in some
contexts such as fitness instruction or sight-
seeing, the very expertise and demeanour of
the instructor or tour guide are almost part of
the core product and may be more significant
than the tangible product. The model shows
how the product is underpinned by the
service, including systems, procedures and

information, and the consumer benefits such
as enjoyment are the outcomes of the mix.

In this way we extend the views of Kotler
(1996) and Swarbrooke (1995), who applied
Kotler’s definition of the product to visitor
attractions and felt that the core product
was excitement and atmosphere, the tangible
product included rides and safety and the
augmented product included the weather and
car parking.

Another way of viewing tourism loca-
tions is to distinguish between the primary
and secondary features (Laws, 1995). Primary
features make up the natural attractiveness of
a context, including climate, terrain, vegeta-
tion and culture. Secondary features comprise
the infrastructure for tourism, including
transport, accommodation, activities and
information services.

It is also necessary to distinguish between
provision that is supply led and that which is
demand led. It could be argued that much
tourism is more influenced by supply, in that
it is shaped by the natural resource: its
physical location, such as the scenery of
the Canadian Rockies or the climate of the
Caribbean; or its historical development, such
as the heritage of Stratford or the culture of
Florence. At the other end of the continuum,
some leisure activities are really demand led
in that the industry is responding to consumer
trends and patterns of behaviour. Health
and fitness is one of the boom sectors of the

12 Chapter 1

Tangibles Process

Consumer
motives

Consumer
benefits

Core

Augmented

Facilities,
activities and
setting

Catering,
retail, etc.

Staff expertise
and attitudes

Additional
attention/
service

Fig. 1.2. The nature of the leisure and tourism product (core and augmented).



leisure industry and is buoyant because of the
motives and needs of an increasing number of
people. It could be argued, of course, that the
industry is also helping to raise awareness and
is constantly modifying its product to main-
tain interest, but provision is influenced by
local demand, is purpose built and reflects the
wish of more and more people to exercise
in well-equipped, upmarket and relaxing
facilities.

This illustrates another fundamental
difference between some leisure and tourism
activities. It could be argued that whereas
tourism is constantly developing and offering
new products, because of the uniqueness of
the location or culture, there is little in leisure
activities that is really new; many forms of
provision are modified or adapted activities,
as in health and fitness. Cinemas are experi-
encing a revival but the product is largely
the same; it has simply become more sophisti-
cated and technological. Day-to-day leisure
activities are much more homogeneous. It can
be difficult to be distinctive in terms of the core
product. The competitive edge can possibly
be distinguished in the way the product is
delivered.

An important feature of activities such
as holidays is the fact that the product is
purchased before viewing. The consumer’s
decision will be greatly influenced by market-
ing material, and the significance of PZB’s
gap 4 in Zeithaml et al. (1990) gap model
(examined in Chapter 13) becomes apparent
here. The public and the industry are more
conscious of the need for realistic promises or
accurate information, and the wider study of
service quality underlines the impact of image
and ‘top of the mind’ awareness of a particular
organization or holiday destination. It is
significant that a number of Mediterranean
resorts, once promoted and experienced as
cheap and rather perfunctory ones, are being
rebuilt and upgraded with the desire to make
them more upmarket and dignified locations.

The technical quality of many leisure
and tourism products, therefore, depends
on constant improvement and innovation.
Theme parks such as Alton Towers and Dis-
ney are committed to introducing new rides
and attractions on a regular basis (indeed, it is

part of the Alton Towers strategy). Butlins and
Pontins have invested millions of pounds in
recent years in their holiday camps, to meet
changing consumer requirements and to fight
the competition of Center Parcs and Oasis.
Marshall (1998, p. 12) illustrates the point:

The challenge is to keep one step ahead of
the public. They go to leisure premises for
excitement, innovation and to see something
different. There is a constant demand on a
leisure business to take the customer one
level beyond. Staying in line with the
customer or one step behind means you fall
behind your competitors and customers get
bored with your offer. You must exceed
customer expectations; it’s a hackneyed
phrase but it’s true. With the technology
available these days, people can walk into a
shopping centre or down the high street and
have leisure experiences. For people running
cinemas, nightclubs, holiday centres or bingo
halls, it means you have got to be something
exceptional.

When considering the quality of leisure
and tourism operations, it is important to
analyse the relationship between the features
of the core product and the secondary features
or augmented product. As Laws (1995) sug-
gested, the challenge to operators is to add
value to the core offering through retailing,
food and beverages, although in some con-
texts, such as hotels, restaurants and holiday
centres, the distinction can become blurred.
There is not always a clear relationship
between the marketing of hotel beds and
of additional facilities, especially in places
such as Center Parcs, or Port Zeland in The
Netherlands or Amelia Island Plantation
in Florida, which combine activities with
accommodation rather than the converse.

Thus, it is possible to apply the three
levels of product – core, tangible and aug-
mented – identified by Kotler (1996), but the
relationship between the levels is less obvious
than it is in manufacturing industry or in some
services. The core product can be viewed as
the main activity whether it is the whole
holiday package or being transported from
point A to point B, viewing a film in a cinema,
playing badminton in a sports hall or sitting in
a white-knuckle ride in a theme park. A clear
augmented product can also be identified in
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many instances where there is food and drink
and retailing; it is also known that the
augmented product, or secondary spend, can
generate more income than the core activity,
as in some local authority leisure centres.
Travel agents are constantly looking at how
they can augment the core product of travel
and holiday packages through car hire, for-
eign currency, guide books and visa services;
Thomas Cook, for example, relies heavily
on its foreign currency exchange services for
additional revenue.

Nevertheless, it is often easier in many
aspects of the leisure and tourism industry to
think in terms of the core and augmented
product and the process of delivering them. As
has been established, an important element of
many leisure and tourism products is the way
the activity is managed and delivered. In some
cases it can be the means to consume; in others
the service and human elements are seen as
the main attributes to be purchased. It might
even be useful to view the term ‘product’ as an

all-embracing one that subsumes the notions
of activities, the context or setting and the
process or delivery system and that creates
and influences the overall consumer
experience, as Fig. 1.3 demonstrates. Chapter
6 elaborates on the experiential properties of
the leisure and tourism product and Chapter 8
considers the planning and design of service
delivery systems and incorporates the
elements of Fig. 1.3 into its examination. The
next section examines some of the elements in
more detail.

Features of the product to consider in
managing service quality

In addition to the generic characteristics
referred to in Chapter 7, there are several
other factors that are becoming increasingly
important in managing the quality of the
consumer experience, as Fig. 1.4 illustrates.
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The carrying capacity of facilities and
resources is one such factor. In any context,
whether a national park or wilderness area or
a swimming pool, there will be a perceptual
carrying capacity and, possibly, physical
capacity, which may be determined by fire
and other safety regulations. Overcrowding
can impair the enjoyment of consumers in a
range of contexts and it is the task of providers
to regulate numbers where they can. That can
mean that a national park such as the Lake
District can become full, with the capacity
controlled by car parking numbers. Queuing
is also a feature of some leisure facilities and
can be built into the overall experience. For
example, Futuroscope in Poitier employs staff
to entertain the people queuing. Disney
extends the theming approach into design
features where people queue.

In local authority provision, a tourism
officer’s responsibility for a district will
include some concern for the overall impact of
visitors to the wider area and to individual
sites. For example, the mountain of Snowdon
in north Wales is regarded as a ‘honeypot’ to
soak up about half a million visitors a year
(many travelling by train). This has implica-
tions for the quality of the experience of those
people, and especially those who walk up,

but is balanced against the need and desire
to preserve the qualities of quieter, more
ecologically sensitive sites in the same area.
Clearly expectations, and the way they are cre-
ated, are an important part of the managed
process and the delivery of quality to tourists,
trippers and locals.

Seasonality is another problem for many
leisure and tourism operators and can test
the capacity and the flexibility of locations.
Theme parks attract most of their customers
in the summer months with up to 35% of all
customers attending in the months of July and
August (Camp, 1997). Ski operators can be
faced with many dissatisfied skiers during
the February half-term holiday because of
queuing and crowded pistes.

Safety is another factor that is at the fore-
front of consumers’ minds. Activity holidays
have had some bad publicity in recent years
(e.g. deaths from white-water rafting in
Austria in 1999). The safety records of public
swimming pools and theme park rides are
generally good but any death is highlighted
by the media and raises awareness in the
public.

The environment almost has a symbiotic
relationship with service quality in leisure and
tourism. Many activities or destinations are a
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result of the very beauty or attractiveness of
the location but then risk impairing that
beauty because of overuse. However, leisure
and tourism, undoubtedly in some contexts,
provide the stimulus for much investment in
infrastructure and in maintaining the stan-
dard of provision of urban parks and town
and city centres. An issue in Cheltenham for
some time has been the amount of money
spent on its hundreds of hanging baskets in
the town centre. They look splendid and are
part of the attraction for Americans and other
tourists and visitors. It is likely that the same
levels of money would not be spent on just the
local population yet the quality of the town
environment is also important for local resi-
dents enjoying shopping or simply moving
through the town itself.

An important element of environmental-
ism is sustainability. Whereas technology is
important to service quality because of its
impact on service design and delivery, sus-
tainable development can be seen as both a
threat and an opportunity. Initiatives such as
Agenda 21 and the general concern with the
impact of leisure and tourism on the environ-
ment can be regarded as a constraint on exist-
ing operations and future developments. Yet
the positive images associated with environ-
mentalism and sustainable development can
be utilized by organizations. Trends in social
reporting by organizations demonstrate the
attention paid by stakeholders and consumers
to an organization’s record and image and the
standards of its operations. An example is
provided by Center Parcs (see Box 1.3):

At Center Parcs we aim to create and main-
tain the highest quality of landscapes and

habitats . . . we aim to ensure that the health,
safety and comfort of our guests and employ-
ees are safeguarded at all times and that all
statutory requirements are met in full if not
exceeded.

The packaging of the product can also be a
factor where there are several elements that
might have different standards. For example,
some research by one of the authors found
a source of dissatisfaction in a leisure centre
to be the indifferent attitude of some staff
compared with others in a different function.

Technology has a profound effect on prod-
uct and service development and enhances
both the product and the way it is delivered.
The specification of many facilities and other
resources is higher and the product has been
greatly improved by certain developments
and innovations. In-flight entertainment
on long-haul flights is the norm; visitor
attractions are technology led whether
offering white-knuckle rides, audio visual
interpretations, or cinematic effects such as
360-degree screens or three-dimensional films
(multiplex and imax screens at cinemas have
also contributed to their revival; the health
and fitness sector also makes great use of
technology in terms of training equipment).

Service systems have also been con-
siderably improved, enabling the provider to
improve booking systems, membership sys-
tems and ticketing. Computer reservation sys-
tems have had a particular impact on airlines,
with developments in integrated systems
involving tour operators and travel agencies.

New ways of obtaining information and
making  bookings  are  impacting  on  service
quality. Seven million people, representing
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Box 1.3. Case study: Center Parcs and environmental quality.

An important element of the philosophy of Center Parcs is ‘the care and development of the environment
which guides and directs every aspect of the company’s operations from the selection of new sites to its
day to day procedures’. Center Parcs has shown that large tourism developments can be sensitively
designed and even enhance the wildlife of an area. The positive aspects of Center Parcs’ environmental
policies and its interest in ecological matters have gained wide recognition, including a number of signifi-
cant awards. For example, in 1988 Sherwood Forest Village received the Business and Industry Award
and in 1990 the company received the English Tourist Board’s inaugural Green Tourism Award. Center
Parcs was also awarded the Business Commitment to the Environment Premier Award in 1993/94 in
recognition of its human and social responsibility and environmental quality in respect of its development
of its villages at Sherwood, Elvedon and Longleat Forests.



10% of the market in 1999, used teletext travel
services (The Henley Centre, 1999). The
increasing use of the Internet as a medium for
booking packages, accommodation or flights
is adding to the sense of competition in the
high street and causing both operators and
travel agencies to look critically at achieving
a competitive edge through levels and stan-
dards of service. The traditional strengths of
travel agents have been competitive pricing,
access, and a customized, friendly and knowl-
edgeable service; and to compete they will
have to reaffirm the importance and benefits
of the service encounter. The Henley Centre
(1999) also contends that modern technology
has created a real-time world for organiza-
tions and their customers through develop-
ments such as interactive databases that
enable organizations to learn instantly who
their customers are and what they want. It
suggests that in the future organizations will
need to: (i) be able to be contacted at all times;
(ii) be able to respond instantly; (iii) have
flexible systems, processes and people that
can respond instantly; (iv) create true two-
way dialogue with their customers; (v) truly
respond to customer needs; and (vi) utilize
modern technology to aid all of these.

Conclusions

In conclusion, it is known that leisure and
tourism activities fulfill the normal features
of service management but also contain par-
ticular dimensions that provide a challenge
for the delivery of service quality. Tourism
can often be a high-cost, high-risk business
with a number of phases and operational
functions involved in addition to the complex
mix of emotions and perceptions on the part
of the tourist. Control over the package can
be complicated and difficult and the relations
between travel agents, tour operators, air-
lines, rail and sea operators and destination
and tourism authorities are crucial to the
quality of the overall experience.

Evaluation by the customer and measure-
ment of customer satisfaction by providers

can be difficult, with no obvious conclusive
moments of truth. The notion of the quality
chain has particular application to complex
holiday packages involving much travel
and different elements, and the task of some
tourist providers is to ensure seamless
transition from one phase to the next. Other
tourism providers will be more concerned
with a particular element of the package,
whether accommodation or activities, and
will have more in common with many leisure
providers, apart from the uniqueness of the
experience and the expectations associated
with a holiday.

Thus, there is a continuum of activities
ranging from the holiday of a lifetime, with
many phases and functions involved and
based on the uniqueness and distinctiveness
of the experience and its memories, to the
several-times-weekly visit to a small local
health club in which certain benefits, both
short-term and long-term, are more apparent
and the skill of relationship marketing over
an extended period of time becomes more
significant. There is less emphasis on the
dreams and images associated with that
special holiday and more concern with the
motives for more mundane, everyday
activities expressed by customers. These
will involve socialization, health and fitness,
education, relaxation and entertainment and,
although less complex as an operation and
package, require a subtle balance between
familiarity and consistency, and enterprise
and innovation, in order to encourage
customer retention and loyalty.

Many contexts will occur between the
two exemplars, with most managed leisure
activities involving a less extended and
complex package but with more implications
for reliability and consistency, particularly
where regular usage occurs. Some establish-
ments may cater for both tourists and day
trippers, or even local residents, such as a
theme park, a museum or a theatre, though
the operations do not really distinguish
between them; others are quite simply local
leisure facilities or resources for members or
local inhabitants, such as the community
centre or health club.
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It might be useful, at this point, to
summarize the trends identified by both
leisure and tourist analysts, which have
implications for service quality:

• Working patterns will become more var-
ied, with leisure time more fragmented
and spread across the population.

• As work becomes less physical and more
cerebral, there will be greater interest in
activities with sensory stimuli, either
building on the use of mental faculties
through interactive challenges, or in
physical activities, with a compensatory
function, which are exciting and time
intensive, such as extreme sports or
some keep-fit activities.

• Pressures on most people’s time will cont-
inue and demand for a rich and distinctive
experience will be judged on its ability to
make people forget time momentarily.

• Developments in technology will be cru-
cial and the use of computer simulations,
virtual reality and sophisticated equip-
ment will contribute to the competitive
edge in many contexts.

• Branding will become an increasingly
important element of service quality.

This chapter has considered the develop-
ment of the leisure and tourism product
and industry in relation to consumer require-
ments. It has examined the specific features
of product development and the particular
impact of technology on the management
of the service encounter. Its focus on the
customer and the relationship with the
product and its attributes leads into
the next chapter, which will examine in
particular the implications of this for the
significance of quality as a goal for many
organizations.
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2
Quality as a Goal

It is thought that organizations should
emulate the best in their field, ‘world class’ as
Dale (1999) calls them, but once they reach
that level of service delivery the ‘best’ will
have moved on. The response to the question,
‘why?’ is that their customers’ needs are
changing all the time and that the quality
systems and culture they have in place enable
them to respond much more quickly. There-
fore following another organization’s lead
in terms of quality issues is not always
the right strategy to adopt (Cutterbuck and
Goldsmith, 1998). This is especially so in the
context of the tourism and leisure industry,
which is so diverse, not only in the services it
offers but also in its variety of aims (i.e. social
inclusion; improving the quality of life).

It is generally acknowledged that the
only appropriate goal in the quality function
of the organization is continuous improvement
(Juran, 1988a). This is the concept of never
being satisfied with what the organization is
delivering and striving to do ‘better’ to meet
customers’ needs. This chapter will consider
how this can be achieved.

Excellent Service Quality

A number of writers, including Peters (1987),
have suggested that if customer perception of
a service is that it is ‘excellent’ and that it con-
sistently meets their needs, the organization
will establish a reputation for ‘excellence’
(e.g. Ritz Hotel or Disneyland). Peters (1987)
described in his seven-step progression
programme (Box 2.1) how an organization
can achieve and deliver excellent quality. To
instigate these concepts would require a
change in organizational culture for many
service providers. Peters was the only one
of the early writers on quality (i.e. Juran,
Deming, Crosby, etc.) to define quality in
terms of excellence. Wyckoff (1992) also
defined service quality by suggesting that it is
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On completion of this chapter it is expected that
you will:

• have an understanding of the factors in the
development of an appropriate quality goal;

• recognize the importance of the need for
continuous improvement, driven by the
needs of customers and other stakeholders;

• be aware of the advantages and limitations
of customer care concepts;

Box 2.1. Patterns of progression. (Source:
Peters, 1987, p. 86.)

1. Quality within natural work group.
2. Quality with suppliers.
3. Quality with field sales/service.
4. Cross-functional teams.
5. Quality via system improvement.
6. Quality as close to the customer.
7. Quality as total customer responsiveness.

• appreciate the extent of the evolution that
an organization has to go through to strive
towards its quality goal.



the degree of excellence intended, in meeting
customer requirements.

Although many of those who write about
service quality do not see excellence as a valid
yardstick when assessing service quality, the
one similarity that they all have in their views
is that consistency of service is required at the
level judged appropriate by the customers.

Having customers central to the organi-
zation, as Peters and Wyckoff stated, is also a
strategy favoured by most of the service qual-
ity theorists. Mission statements of many of
the most successful hotels demonstrate this.
For Marriott Hotels it is ‘The Spirit To Serve’.

One of the hardest concepts to under-
stand is that excellent quality can be achieved
and delivered by every organization and is
not reliant on price. Some people think that
quality only comes when a high price has been
paid. This is represented by sayings such as
‘you only get as good as you pay for’ and
‘cheap and nasty’. These are the perceptions
that the budget airlines, such as Buzz and
Easyjet, had to overcome when they were first
established.

Although the expectation might be that a
£19 bed-and-breakfast accommodation must
give a poorer (worse) quality of service than
a five-star hotel, in reality the food at each
establishment has to be safe to eat, both are
obliged to offer what has been advertised
(e.g. en suite bathroom facilities), both
require a fire certificate and the staff at both
establishments should be courteous. Whilst
the five-star establishment offers extras (e.g.
a swimming pool, 24-h room service), both
should offer a quality service within the con-
fines of their respective customers’ expecta-
tions, thus achieving customer satisfaction.

Crosby’s Zero Defects

Another possible quality goal is Crosby’s
(1979) ‘zero defects’ concept, the main ele-
ment of his five ‘absolutes of quality manage-
ment’ (Box 2.2). Absolute 5 states, ‘The only
performance standard is zero defects’ – the
ultimate quality improvement goal, but this
will not guarantee that customer needs have
been met, only that the service has been

delivered to the specification set. Crosby also
advocated celebrating ‘Zero Defects Day’ the
first time that 100% conformance to the speci-
fication has been accomplished. This, in the
opinion of many quality writers, has taken
quality goals to the most extreme lengths and
is appropriate for many tourism and leisure
services where the benefit to the individual is
the main reason for customers to participate
(e.g. holidays; keep fit).

For organizations to work towards
Crosby’s five absolutes of quality manage-
ment, a 14-step programme was devised.
These steps (Box 2.3), which are said to ensure
quality improvements and work towards
Zero Defects Day, can be observed being
implemented at many fast-food outlets.
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Box 2.2. Crosby’s five absolutes of quality
management. (Source: Crosby, 1979, p. 131.)

1. Quality means conformance, not elegance.
2. There is no such thing as a quality problem.
3. There is no such thing as the economics of
quality; it is always cheaper to do the job right the
first time.
4. The only performance measurement is the
cost of quality.
5. The only performance standard is zero
defects.

Box 2.3. Crosby’s fourteen-step quality
improvement programme. (Source: Crosby,
1979, pp. 132–139.)

1. Management commitment.
2. Quality improvement team.
3. Quality measurement.
4. Cost of quality evaluation.
5. Quality awareness.
6. Corrective action.
7. Establish an ad hoc committee for the Zero

Defects programme.
8. Supervisor training.
9. Zero Defects Day.

10. Goal setting.
11. Error cause removal.
12. Recognition.
13. Quality councils.
14. Do it over again.



Crosby’s programme has similarities
(continuous improvement and staff training)
with other writers’ quality improvement
plans, especially those of Deming (1986),
Feigenbaum (1991) and Juran (1988, cited in
Dale, 1999), but the main difference is that it is
focused on achieving Zero Defects Day – a
phenomenon that some consider statistically
impossible.

Services were not given special consider-
ation by Crosby (1979), who did not differenti-
ate between manufacturing and services, but
his technique of the setting of performance
indicators as a measure of conformance
has been transferred to the public sector of
the tourism and leisure industry (Audit
Commission, 1994, 1998) (see Chapter 8).

Due to the extensive use of seasonal
staff and poor retention rates of permanent
workers in the leisure and tourism industry,
Crosby’s zero defects concept seems to be
an unobtainable goal. Even without these
added sector complications, zero defects does
not always mean that an organization has
achieved 100% customer satisfaction.

Continuous Improvement

This is known in some literature as a
‘customer-orientated quality’ whereby cus-
tomers are central not only to the organiza-
tion but to all aspects of the operational
procedures and decision making. Knowing
what customer needs are is of paramount
importance to an organization working
towards the ever-moving goal of continuous
improvement of the services it provides.

This approach is not new, having being
advocated by early quality gurus (Deming,
1986; Juran, 1988a) when they considered
manufacturing. It was modified in the late
1980s to accommodate the theories of many
service quality researchers, including Brown
and Swartz (1989), Zeithaml et al. (1990),
Bitner and Hubbet (1994) and Becker (1996).
The later interpretation of this definition is
based on the theory that customer satisfaction
is achieved when their expectations of a
service provider equal their perceptions of
the service provided.

Edvardsson et al. (1994) advocated that
a customer-oriented definition of service qual-
ity does not mean that organizations must
always comply with their customers’ needs
and wishes. They did not reject the concept of
the importance of the customers, but they did
question the total reliance on customers’ opin-
ions. The public and voluntary sectors of the
tourism and leisure industry have social
objectives (e.g. social inclusion strategies) as
part of their organizational aims; these may be
in conflict with what their customers want.
For example, initiatives have to be devised to
induce the recreationally disadvantaged to
use public sector leisure facilities. If more peo-
ple are using the swimming pool at any one
time, the existing customers may feel that
their experience is not now as good and they
are not satisfied with the service.

Rather than having the external customer
as the focus of the service sector, Japanese
manufacturing companies see that continu-
ous improvement has an internal organiza-
tional concept known as Kaizen, based on the
premise that everything can be improved
upon. According to Oakland (1993, p. 315) the
Japanese define Kaizen as ‘a philosophy of
continuous improvement of all the employees
in an organization, so that they perform
their task a little better each day’. Groups of
employees known as Kaizen Teians implement
quality improvement ideas, suggested by
the staff. As Oakland (1993, p. 216) stated,
continuous improvement ‘cannot be achieved
without specific opportunities, commonly
called problems, being identified or
recognised’; Kaizen Teians is one way of
accomplishing this.

Both of the above concepts of continuous
improvement mean that the norms and values
of a traditional organizational culture cannot
be preserved (Wilkinson and Willmott, 1995).
The introduction of quality tools and tech-
niques that can accomplish the cultural
changes needed is advocated. These include
business process re-engineering rather than
tools that can maintain the status quo, such as
quality circles (see Chapter 14).

Hill (1995) agreed, suggesting that a
culture of continuous improvement needs to
occur not only in the existing vertical structure

Quality as a Goal 21



of the organization but in the horizontal
ones as well (i.e. across departments,
divisions, etc.), mirroring Crosby’s and
Peters’s quality improvement teams. Marriott
Hotels have these in place. These are essential
elements, together with the development
of the notion that organizations seeking con-
tinuous improvements have internal as well
as external customers. Hill listed the changes
needed for a continuous improvement culture
to evolve (see Box 2.4).

Cultural change is one of the hardest
areas for an organization to achieve. If it can be
accomplished, Edvardsson (1998) pointed out
that there are three ‘winners’: the satisfied
customers, the employees and the owners.
Whilst ‘owner’ is not an appropriate term
for many organizations, especially those
operating in the voluntary and public sectors
of the tourism and leisure industry, the notion
of all stakeholders benefiting from a culture of
continuous improvements is.

When the seasonal working environment
of many leisure and tourism outlets means
employees feel that there is no commitment
from the organization, it is difficult for them to
take ownership of these service quality ideals.

Quality Goal Evolution

Both Dale (1999) and Garvin (1988) wrote
extensively on what they called the levels or
eras in the evolution of quality management
(Table 2.1). They both considered there to be
four stages but Dale saw this as a progressive
route that an organization moves through
to total quality management (TQM), whilst
Garvin considered the stages to be in a chro-
nological order whereby new organizations
now join at the later stages. The authors
considered both views to be correct. There are
more tourism and leisure organizations that
have moved through Dale’s levels, resulting
in additional help for organizations new to
service quality management principles. This
enables them to introduce the more sophisti-
cated or holistic approaches from the higher
stages immediately. Some organizations, for
various reasons including cost and lack of
time, choose to start at the less sophisticated

stages. These tend to be sole traders (health
and fitness clubs) and voluntary sector
organizations (sport, arts and youth
organizations).

As long as organizations are aware of the
limitations of the stage they are currently at,
there would appear to be scope with either
approach. The first three stages indicated in
Table 2.1 can be considered as intermediate
quality goals or stages along the path to total
or strategic quality management. Many of the
public sector leisure facilities have reached
stage 3 (quality assurance).

TQM is a management philosophy that
means that the whole of the organization
is working towards meeting the needs and
expectations of the customer. From past expe-
rience it has been observed that working
to this goal is not only cost-effective for an
organization but also enhances its external
image. This results in new customers being
attracted and, just as important, existing ones
retained. Stage 4 in Table 2.1 is the most diffi-
cult to achieve as a change in organizational
culture is required, an aspect that needs time.
Very few service organizations have reached
this level and those that have done so tend to
have US parent companies (e.g. DHL courier
service).

Dale (1994a) listed a very large number of
barriers to achieving TQM, including: (i) lack
of commitment from senior management to
service quality, seen as a quick fix to a specific
problem rather than a long-term cultural
change; (ii) fear of the changes to work
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Box 2.4. Hill’s quality culture. (Source: Hill,
1995.)

• Internalization of quality.
• Continuous improvement as a goal of all

activities.
• The absolute priority of customer

satisfaction.
• A systematic and rational approach to

quality improvement.
• More open communications, including

front-line staff being listened to by senior
managers.

• Greatest involvement of a wider range of
people in the decision-making process.

• Creation of high-trust social relationships.



patterns and processes, quality initiatives
frequently used to downsize the workforce
rather than redeploy them to improve service
delivery; (iii) lack of resources (including
staff), making service standards impossible
to meet; (iv) no customer focus (decision
making focused on the internal needs of
the organization; other stakeholders such as
shareholders take priority or financial factors
such as profit or cutting subsidies are more
important); and (v) poor data collection or
analysis (e.g. invalid sampling frames used;
only complaints data used).

To place this in the context of the UK
tourism and leisure industry, development
of quality initiatives is generally in the lower
to middle stages of quality management
evolution.

Most voluntary organizations are carry-
ing out an assessment of a variety of quality
tools and techniques with a view to

implementation. Quality initiatives found
are confined to those in the middle levels of
the evolution process moving from quality
control into quality assurance.

Within the commercial sector of the
industry, in-house quality systems are the
norm – mainly due to historical reasons of pro-
viding their own staff training. Whilst some
organizations (e.g. Granada Group, Wembley
Group) state that they are approaching a TQM
culture, the majority are trying to emulate the
quality cultures developed by McDonald’s
and Disney, a strategy we have previously
discussed as not always being wise.

The most dynamic sector in terms of
quality at the moment is the public sector. A
number of culture changes are being forced on
to local government by central government.
These include monitoring their services under
the Best Value regime, monitoring services
that have been subjected to compulsory
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Stage Characteristics of each stage

1. Quality inspection

2. Quality control

3. Quality assurance

4. Total/strategic
quality management

Detection of non-conformance
Methods used grading, sorting, inspection, etc.
Quality the responsibility of the inspection department and solely an in-house
activity
Management still one of allocating blame, and compliance to specifications
Systems devised to control processes (i.e. quality manuals)
Methods used statistical process control, self-inspection
Quality still an in-house activity
A management culture that engages in quality inspection plus control in trying to
solve or reduce problems
Proactive approach to non-conformance via prevention
Comprehensive planning and procedures used, with a range of measuring and
monitoring tools. The introduction of externally accredited quality management
systems (i.e. ISO 9000 series) to act as a framework for integrating the various
quality tools
Quality function devolved to all departments
Management peripherally involved
Customer needs and expectations sought
Employees empowered to a limited extent to meet customers’ needs
A philosophical approach to quality, holistic tools and techniques introduced
(i.e. Business Excellence Model, benchmarking and business process
re-engineering)
Quality methods a mix of internal self-assessment and external verification
Quality function devolved to everyone but with senior managers leading
Empowerment of all employees, working as teams and extensively trained
Organizational culture one of continuous improvement; building relationships with
customers and suppliers important
Customer needs and expectations central to decision-making process

Table 2.1. Quality management goal evolution. (Adapted from Garvin, 1988; Dale, 1999.)



competitive tendering (e.g. leisure centre
management, maintenance of outdoor sports
facilities) from a period of stagnation whereby
quality control has been the predominant goal
to achieving a TQM culture. Local govern-
ment services not regulated by compulsory
competitive tendering (e.g. theatres, muse-
ums and art galleries) will be required to
implement at least quality assurance initia-
tives, if they have not done so already on a
voluntary basis.

The underlying philosophy of higher
quality goals is for organizations to have or
be developing a customer-centred approach,
irrespective of whether they are internal or
external to the organization. The care of all
customers is paramount.

Customer Care?

The term ‘customer care’ has major connota-
tions for practitioners. Generally it conjures
up the image of 1-day courses that all staff
are instructed to go on as part of their induc-
tion programme. Frequently it is a low-level
course stating the importance of communi-
cations and how to handle complaints and
enquiries. An example would be the Wel-
come Host course explained in Chapter 12.
Unlike Welcome Host, which has a number
of follow-up courses, many organizations do
not provide additional training in this area.

The advantage of having an in-house
course, apart from it being cost-effective, is
that it can be customized to the organization’s
needs. A customer care course run by a
London retail company instructs its staff on
how to curtsy as it has royalty amongst its
customers.

It should be an ongoing philosophy of the
organization that customer care is a part of
every decision, in all of the processes imple-
mented as well as during service delivery.
Even peripheral activities and services should
have customer needs at their centre (e.g. staff-
ing and location of the food outlets at a concert
venue).

Lewis (1995) stated categorically that
customer care strategies require ‘substantial
investments of time, money’, including

‘management commitment to customer care
and the creation of an appropriate culture’.
This echoes the factors that influence the
development of a TQM culture.

The research of Zeithaml et al. (1990) indi-
cated that the judgement of customers regard-
ing service quality can be broken down into
five dimensions: tangibles, empathy, assur-
ance, responsiveness and reliability. This last
dimension is the most important to customers
as it is directly related to the care given.

Reliability is defined by Berry (1995) as
‘the ability to perform the promised service
dependably and accurately’. Howat et al.
(1996) took this a stage further in saying that
it ‘assumes that there are no unpleasant sur-
prises’. The fact that tourism and leisure cus-
tomers are part of the service process exposes
them immediately to any service failures and
therefore the absence of reliability. Berry
(1995) went on to suggest that the key for orga-
nizations being reliable is for them to want to
be so. As Lewis (1995) pointed out, customer
care is expensive and if financial efficiency is
the main priority for an organization this can
lead to conflicting organizational objectives.

Berry and Parasuraman (1994) also con-
sidered that some services are too technical for
customers to know whether they have been
carried out accurately and emphasized the
importance of organizations being fair when
offering very technical services (e.g. safety
issues for airlines, ferries or football stadia).
Berry (1995) and Grönroos (1990a) both dis-
cussed the notion of service fairness. Accord-
ing to Berry ‘this is not a separate dimension
. . . but part of all the others’ and ‘one per-
ceived act of unfairness can destroy the com-
pany–customer relationship forever’. Ethical
business practices need to be central to the
organization for a culture of reliability and
customer care to reign.

An example of an event that could be
considered to be unfair, in the authors’
opinion, was given on BBC Television’s
1 o’clock news programme on Tuesday
23 December 1997.

Wimbledon football team for the second time
this season had a power failure resulting in
the floodlighting going down. It was stated
that the gate for the previous evening’s game
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was £250,000 and that a back-up generator
would only cost £70,000. Away fans were
contemplating going to court to gain com-
pensation. The Football League spokesperson
said that it would look into the situation but
did not compel clubs to have back-up power.

It is interesting that the home fans were not
going to sue for this lack of reliability despite
what seems to be a clear case of unfairness.
This is probably more to do with their rela-
tionship with their club, the ‘fandom’, as Bale
(1989) calls it, than anything else. Loyalty
such as this gives the home fans a wider
tolerance (Parasuraman, 1995) about service
failure at Wimbledon than one would expect
from away fans, making them less likely to
complain. The customers are considered in
Chapter 3.

Whilst it is now known that the reason
why the lighting failed at this and other foot-
ball grounds was the result of tampering (to
fix the match scores), if the football clubs had
had back-up generators there would have been
no reason for people to carry out these acts.

Hart et al. (1990) said: ‘Think about the
value of pleasing a customer – not the cost.’
Having long-term relationships, with repeat
transactions, is a more cost-effective strategy
than constantly trying to generate new
customers. Therefore all activities within the
organization should be primarily customer
driven and staff should be aware of the

high priority that customers’ needs have. The
Institute of Leisure and Amenity Manage-
ment’s fact sheet on customer care (ILAM,
1996) sums this up by stating what should be
obvious:

No customers
No business
No employment.

Conclusion

The above statement is a fitting conclusion to
quality as a goal. The production of services
without having a customer to purchase or
use them is foolhardy. To examine quality
as a goal requires an understanding of
concepts such as ‘excellence’ and ‘continuous
improvement’ in order to appreciate the fac-
tors that help to formulate an organization’s
approach to service quality management.
This chapter has also demonstrated that
the basis of these concepts is customer care –
meeting customers’ different and changing
needs.

The next chapter takes the notion of
customers a stage further and considers other
groups of people who may benefit or are inter-
ested in the leisure or tourism provider.
Buying and decision-making behaviour is
also examined.
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3
The Consumer

Although the title of this chapter is ‘The Con-
sumer’, its contents take a wider perspective
and focus on all customers of tourism and
leisure services together with other groups
with an interest in the provision of a specific
service. These other interested parties tend to
be known collectively as ‘stakeholders’.

The Difference between
Consumers, Internal Customers

and External Customers

Many writers use the words ‘consumer’ and
‘customer’ to indicate one type of purchasing

interaction with an organization. In service
quality theory it is very rare that anyone
writes about consumers; we are told that
the needs of customers should be central to
an organization’s decision-making process.
Whilst this approach may not be problematic
for some sectors of the service industry, it
does create a number of difficulties for the
tourism and leisure industry. The reasons for
this will be explained after the differences
between these two concepts of consumer and
customer are highlighted.

Consumers

Consumers can be defined as those people
who directly purchase and then consume a
service themselves.

There are many different types of
consumer in the tourism and leisure industry
but most are concerned with purchasing an
admission ticket (e.g. to a concert or tourist
attraction) or the use of a specific facility
(e.g. a badminton court) or bundle of services
(e.g. buying a place on a package holiday).
Consumers are in a position to make immedi-
ate judgements on the quality of the service
provided and will reconsider past experiences
when deciding whether or not to make a
further purchase.

Whilst service quality writers have left
out the notion of consumers, legislation most
certainly has not. The Consumer Protection
Act, 1987 and its amendments set out to
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On completion of this chapter it is expected that
you will be able to:

• understand the difference between con-
sumers, internal customers and external
customers and be able to apply these
concepts to a range of organizations;

• analyse the importance of each of the
above groups to specific tourism and leisure
organizations;

• appreciate the need to develop relation-
ships with suppliers;

• develop an understanding of the different
stakeholders of public, private and
voluntary sector tourism and leisure
organizations;

• evaluate critically the benefits of tourism
and leisure services to the consumers and
customers;

• comprehend the decision-making process
when applied to purchasing tourism and
leisure experiences.



protect this group. This is achieved in a num-
ber of ways, one of which is to make sure that
information given to potential consumers
(e.g. price) is not misleading. Palmer (1998)
states: ‘This is important for services which
are mentally intangible and for which many
customers would be ill-equipped to make
valid comparisons between competing
suppliers.’ This encompasses most of the
services that the tourism and leisure industry
provides. The Act also has the objective to
ensure that products and services are safe and
redress is available to anyone (not only a
purchaser) if injured by them, and that this
liability lasts for 10 years (Dale, 1994b).

Customers

Whilst the term customers can also encom-
pass consumers, customers can be placed into
two distinct groups: those that are either
internal or external to the organization.
Juran (1988a) was the first quality theorist to
acknowledge these divisions.

External customers

An external customer is a person who
purchases services from a provider but who,
unlike a consumer, does not necessarily con-
sume them. An example of this phenomenon
would be the social secretary of a working
men’s club who arranges (purchases) day
trips on behalf of the membership, or the
treasurer of an amateur football team who
books (purchases) the use of a football pitch
from the local authority for the season. In
each scenario the person may consume the
service as well as purchase it but this is not
necessarily the case.

To complicate the issue, other terms are
often used to denote the external customer
within the context of the tourism and leisure
industry. A few examples are: tourist or
traveller; visitor (e.g. to a museum or art
gallery); concert goer; guest (of a hotel);
participant (in sport); spectator (of sport);
client (e.g. of a travel agency or fitness trainer);
and user (of what is provided by public
sector services). One of the authors, when

conducting a survey in an art gallery with no
admission charge, was chastised for using the
term customer and was told that ‘patron of
the arts’ was more appropriate.

The lack of consensus as to a generic
name for a user of facilities can cause con-
fusion, especially to seasonal and new staff.
Excessive labour turnover in tourism and
leisure facilities ensures that there is always
a high percentage of new employees. The
importance of every external customer to the
organization can be lost in the ‘labelling’ and
inappropriate service may be delivered.

Internal customers

This term acknowledges that people working
within an organization can be internal cus-
tomers of each other. For example, the mar-
keting department of a theatre is the internal
customer of the creative director. Marketing
requires information about the season’s
programme and the individual cast members
so that the department can design the public-
ity leaflet and have it printed in time for the
mailshot company to distribute. The market-
ing function is also the internal customer of
the business director and equally requires
the information on pricing structures for
each event for the same reasons. Figure 3.1
illustrates how a marketing and box office
department needs to meet its ticket sales
targets as required by its internal customer,
the business director.

In service quality management and
customer care workshops, it is standard
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Fig. 3.1. The internal customer relationships
in one area of theatre management: flow of
information for publicity material production.



procedure for the facilitator to ask the partici-
pants to consider ‘who are my customers?’
and ‘who am I a customer of?’ but it would be
better to differentiate between internal and
external customers. Many service organiza-
tions go to a lot of trouble to have a cus-
tomer-centred organization but on analysis
this only refers to external customers. Juran
(1988b) considered that ‘the first step in
quality planning is to identify who are the
customers.’ Grönroos and Gummesson (1986,
cited in Burca, 1995) stressed that staff who are
not visible to the external customers are still
important to the overall quality of service
delivery, as their contribution influences the
outcome.

For the purpose of this text, as with most
others, in service quality the word ‘customers’
is used generically to mean the three groups
defined above, as illustrated in the case study
in Box 3.1.

Whatever label is given to the ‘custom-
ers’, it is necessary to acknowledge their
importance to the organization. Their views
need to be sought, as their needs and expecta-
tions are always changing.

Suppliers and Contractors

Within a holistic service quality management
culture, the suppliers to an organization are
equally as important as the external and
internal customers. Of course, whether or not
they deliver (on time) the correct goods or
services can have a major impact on service
delivery quality and its outcomes. This inter-
relationship with the customers and suppli-
ers is known as the quality chain (Oakland,
1993) or Juran’s (1988a) ‘spiral of progress in
quality’.

In the past, suppliers were seen as a
necessary evil, to be dominated by the
organization’s purchasing power. The main
objective was for the organization to look after
itself without any thought of the supplier and
to get the cheapest price (Juran, 1988a). This
adversarial approach was generally a recipe
for problems to occur.

Deming (1986) stated that price is not
a valid reason to award contracts. He took

a more holistic approach when appraising
suppliers, considering the quality of goods
and services to be supplied. He suggested that
using only one supplier would eventually
reduce costs, but this may not always be
possible. A tourism and leisure facility, whilst
it may have one specific core service (e.g.
a museum or a golf course), may also have
a number of peripheral services attached
(e.g. food and beverage, merchandizing) and
multiple suppliers may be the only option.

The building of a relationship with
suppliers, whilst hinted at by Deming (1986),
was advocated by Feigenbaum (1991). He was
convinced that taking a holistic approach to all
aspects of quality management (total quality
control) includes building relationships with
the customers and the suppliers. This was
earlier supported by Peters (1987).

Gummesson (1993) made allowances for
occasional mistakes by suppliers, especially
major events outside the organization’s con-
trol (such as strikes or earthquakes) that will
have a ‘knock-on’ effect on service delivery
quality. He suggested that if a quality preven-
tion system is in place ‘to give early warning
signs’ of a potential problem or delays occur-
ring, alternative strategies may be put in
place. The only way for a supplier to ‘admit’
that there are problems is if a trusting, sup-
portive relationship has been developed. This
relationship will be based on a desire for both
organizations to be mutually successful.

Crosby (1984) took this concept a stage
further and went so far as to say that the
education of suppliers is appropriate, as well
as supporting them. He also advocated that
suppliers should be consulted using similar
methodologies as with customer audits (e.g.
focus groups, questionnaires; see Chapter 13),
in addition to the educational workshops. The
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Box 3.1. Case study: consumers, internal and
external customers of a package holiday.

Unlike the airline companies that are part and
parcel of a vertically integrated holiday group,
the hotel element of a package holiday tends
to be owned by others. Therefore Table 3.1 is
a good example of the difference between
customers and consumers.



UK-based retailer, Marks and Spencer, was
one of the first companies to adopt this
approach; it is rarer for this to happen in the
wider tourism and leisure industry than in the
public sector.

This relationship culture between clients
and contractors is inherent in public sector
leisure management (parks, open spaces,
leisure centres, etc.). The fact that many
existing public sector employees won the
contracts when compulsory competitive
tendering of local government services was

brought in, due to the formation of direct
service organizations, meant that relation-
ships of this nature were already formulated.

Another way of forming a relationship
with suppliers/contractors is via the strategy
of awarding long-term contracts (Dale and
Boaden, 1994); this again was implemented
when the public sector leisure services
management contracts came up for renewal.
On the first occasion they were awarded for
3 years; at renewal they were extended to
5–7 years.
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Supplier Act Definition

Travel agents (A) Person (B) requests a holiday B is a consumer of A's services

Travel agents (A)a Books the holiday with tour operator
(C)

A is an external customer of C's services
B is a consumer of C's services

Airport (D) Person (B) goes on holiday by
aeroplane (C2)

B is a consumer of D's and C2's
services

Tour operator's
airline (C2)

Airport services (D) C2 is a consumer of D's services
C2 is also an internal customer of C and
vice versa

Coach (E) Transfer to the hotel and back
Can supply coaches for day trips as
well

B is a consumer of E's services
C is an external customer of E's services

Hotel (F) Accommodation for the duration of the
holiday

B is a consumer of F's services
C is an external customer of F's services

Hotel supplies (G) Hotel has many suppliers (e.g. food,
drinks, maintenance)

B is a consumer of G's services
F is a consumer of G's services (i.e. the
hotel staff will eat the food when on duty)
and will be an external customer of other
services (e.g. pool maintenance)

Attractions and
hospitality venues (H)

Day trips arranged by tour operator
(C)

B is a consumer of H's services
C is an external customer of H's services

Airport (I) Person (B) goes home by aeroplane
(C2)

B is a consumer of I 's and C2's services

Tour operator's
airline (C2)

Airport services (I) C2 is a consumer of I 's services

Tour operator's
representative (C3)

General information and problem
solving

B consumes the services provided by C3
C3 is the internal customer of the tour
operator's other departments (C) and
airline (C2)

aIf the travel agency is part of the same holiday group, the travel agency is an internal customer of the
tour operator.

Table 3.1. The booking and consumption of a package holiday.



Vendor rating

A systematic way of classifying different
suppliers is by a technique known as vendor
rating (Chaplin, 1982). This means that, after
an in-depth appraisal of the supplier and
its management systems, an organization is
given a classification:

• Vendor rating A: continue with normal
quality inspection of the goods or
services it supplies.

• Vendor rating B: a more rigorous
inspection is required.

• Vendor rating C: a reduction in
inspection is appropriate.

Oakland (1993) saw this as time con-
suming on both parties and also costly. His
method would be to expect suppliers to be
certificated to an externally assessed quality
system (e.g. ISO 9000, 2000, outlined in
Chapter 11). He suggested that if this is
achieved the suppliers will supply appro-
priate goods and services, and time can then
be spent on building a ‘partnership’. Audits
and reviews in a much more concise form are
still required from time to time.

Stakeholders

Another name for an organization’s supplier
could be ‘stakeholder’, as the supplier has a
vested interest in the organization’s present
and future success. According to the Concise
Oxford Dictionary, a stakeholder in an organi-
zation is someone who is ‘materially con-
cerned in its welfare’. This is the context
appropriate to tourism and leisure organ-
izations rather than the more familiar stake-
holder definition appertaining to a gambler’s
‘wager on an event’.

Public sector stakeholders

The new management regime of ‘Best Value’
(see Chapter 13) currently being implemen-
ted in public sector services requires that
all stakeholders in a service are consulted
about its delivery. Table 3.2 gives the list

of stakeholders concerned with a heritage
attraction managed by the public sector.

Whilst this type of consultative process
is expensive, recent research has shown that
over 50% of responding leisure departments
use a number of consultation methods and
sample non-users as well as users (Guest and
Taylor, 1999). One problem that may emerge
is: whose opinions take priority if differing,
conflicting views are given?

OMBUDSMEN. Another set of stakeholders
in the public sector not included in the list
above is a number of bodies for its citizens to
complain to known as ombudsmen, created
by the UK government. Parliamentary or local
government ombudsmen can investigate
complaints about central or local government
services. The complaint can be regarding
either procedures or direct service provision.
One area in which the ombudsmen will not
get involved is pricing structures. Complaints
of a financial nature can be taken to the
National Audit Office (for government
organizations) or the Audit Commission
(in the case of local authorities).
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Stakeholders Definition and notes

Dedicated
users
Direct users

Indirect users

Marginal users

General public

Council
taxpayers
Staff
Elected
representatives
(councillors)
Grant-awarding
organizations
Whole of the
electorate

Those who use the facilities on a
regular basis (e.g. local schools)
Those with a direct interest (e.g.
coach operators and tourists)
Those who benefit but do not
use the service (e.g. local
hoteliers)
Informal users (e.g. locals who
only use the shop and café)
Anyone who passes through the
area and notices the attraction
Residential and businesses,
financial stakeholders
Permanent and temporary
Those who represent some of
the groups above

(e.g. National Lottery)

To which all councillors have to
answer

Table 3.2. The range of stakeholders in a public
sector heritage attraction. (Source: Davies and
Girlder, 1998.)



NATIONAL LOTTERY COMMISSION. Another
commission directly related to the tourism
and leisure industry is the one that oversees
the running of the UK’s National Lottery.
Whilst the gaming side of the National Lottery
has never been operated on a day-to-day basis
by the State, having always been managed by
the commercial company Camelot, this com-
mission ensures that Camelot in its unique
monopoly position does comply with the con-
tract it has signed with the UK government.

Camelot does not award National Lottery
grants but each week gives 28p in every £1
of its takings to the lottery grant-awarding
bodies, Sports Councils, Arts Councils, Heri-
tage Lottery Fund, Millennium Commission,
National Lotteries Charities Board and the
New Opportunities Fund, for distribution.
Whilst it is very unusual for a lottery player
to complain to the Lottery Commission, orga-
nizations have remonstrated with them about
the way grants are awarded.

Stakeholders in the voluntary sector

The stakeholders of a voluntary organization
(e.g. a choral society or an amateur athletic
club) are very similar to those in the public
sector. Whereas the decision-making process
of public sector tourism and leisure facilities
is carried out by elected councillors with
advice from professional staff, in the volun-
tary sector many stakeholder representatives
are part of the management team.

Handy (1988) states that a management
team containing representatives from all
stakeholders will generally comprise clients,
the community at large and funding agencies,
and is known as a stakeholder democracy.

Commercial sector stakeholders

Stakeholders in the commercial sector of the
tourism and leisure industry include some
of the categories above. For example, taking
the ‘community at large’, the closure of large
factories has shown how local economies
can be dependent on a particular commercial
operation (e.g. in Blackpool the whole of
the economy is geared to tourism). Also the
impact of major events (e.g. motor racing)
on the community cannot be underestimated

(Burns et al., 1986), not only economically but
also environmentally.

Another stakeholder, similar to those
previously mentioned, is represented by the
funding agencies. Grant aid is available to
the commercial sector and, whilst it cannot
receive lottery funding, other grants are avail-
able especially in areas designated by central
government as having ‘assessed area status’.
An additional source of income for commer-
cial organizations is sponsorship. Although
sports sponsors have some of the highest
profiles, sponsorship can be found in tourist
attraction, such as theme parks (e.g. Kodak at
Disneyland Paris). The sponsors are another
category of stakeholder.

The commercial sector is not made up
of companies of similar size but needs to be
divided into two sectors: (i) large commercial
companies listed on the stock market (e.g.
Granada Group, Manchester United Football
Club); and (ii) smaller companies that are
owned and managed by one or a few people,
i.e. sole traders (e.g. small fitness clubs,
restaurants).

STAKEHOLDERS OF LISTED COMPANIES. As well
as encompassing groups such as consumers,
customers, staff and suppliers, the stake-
holders of the large companies listed on
the stock market must include the share-
holders. Shareholders have specific rights to
be involved in the decision-making process
through a company’s annual general meeting.

In 1999 a £623 million take-over bid
for Manchester United Football Club was
launched by BSkyB, the satellite television
broadcasting company, and the smaller
shareholders seemed to have very little
power. The views of the owners of the major
shares (i.e. the directors of the club and the
financial institutions) outweighed those of the
minority shareholders.

The minority shareholders are also the
fans (consumers) of the team and passionately
voiced their opposition to the take-over. This
seemed to have very little effect and it was
only averted by the intervention of the Depar-
tment of Culture, Media and Sport, which
referred the take-over decision to the Monop-
olies and Mergers Commission (MMC). The
MMC decided that there would be a conflict of
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interest between owning the rights to broad-
cast football matches if BSkyB also owned a
team. At the same time, incidentally, Granada
Group had a 9.9% shareholding in Liverpool
Football Club at a cost of £22 million but the
percentage was so low that it was not per-
ceived to be a conflict of interest (Nisse and
Snoddy, 1999).

Manchester United had controversially
ignored their small shareholders and con-
sumers by withdrawing from the 1999/2000
Football Association Cup to play in the World
Club competition. This decision was made
in consultation with the Football Association
and the then Minister for Sport, Tony Banks,
as it was felt that the team’s presence might
have persuaded FIFA to award the staging of
the 2006 World Cup to Britain (Germany won
the right to stage this event).

At one stage it was stated that it would
be feasible to fly Manchester United’s FA
Cup opponents out to South America. The
question was then asked whether or not the
fans would be flown out as well.

The balance between the needs of various
stakeholders and the consumers seems to
have been upset. If a more in-depth analysis
is carried out the ‘spectators–consumers’ are
only a small percentage of the three consumer
groups in the Manchester United case, the
other two being purchasers of merchandise
and the television viewers. Whilst success
on the pitch is the foundation for the other
business activities, the spectator–consumers
only contribute a small percentage to the
business.

STAKEHOLDERS OF SOLE TRADERS. The second
type of commercial organization is one that is
owned and managed by a small number of
people (e.g. personal trainers, dance studios,
food and beverage outlets). Whilst the stake-
holders will not include shareholders, other
categories are relevant – especially any finan-
cial institutions that have provided start-up
capital.

Whilst the examples given above indicate
small organizations, it must not be forgotten
this is not always the case. For example,
Blackpool Pleasure Beach, together with
other major tourist attractions, is owned by
the Thompson family.

To conclude, stakeholders in any of the
three sectors of the leisure and tourism
industry are a key variable in the management
of service quality. Indeed, they must have
their views solicited, as they have a legitimate
interest in the organization and its ongoing
success. The importance of all stakeholders
in sustaining this development must not be
overlooked but managers must decide which
groups’ views take priority within the context
of service delivery. The authors would
suggest that consumers and customers are
normally the priority, because strategy and
operations are geared towards their wants
and needs and the extent to which the charac-
teristics of consumer behaviour are identified
and provided for.

Consumer/Buyer Behaviour

This section will not concentrate on tradi-
tional services marketing activities, which
can be found in many texts, but will
investigate the reasons why one individual
will select a particular activity or experience
from a specific provider.

Many of the models of buyer behaviour
are based on the whole of the consump-
tion process (Fisk, 1981, cited in Palmer,
1998), including consumption and post-
consumption phases. This section will only
refer to the pre-consumption stage of the
process. The evaluation of the service will
be discussed in Chapter 4.

Swarbrooke and Horner (1999) examined
a range of consumer behaviour models and
carried out an analysis of them when applied
to tourism. The consensus from the linear
models of Mathieson and Wall (1992) and
the more complex models of Andreason
(1965) or Howard-Sheth (1969) (all cited in
Swarbrooke and Horner (1999)) is that stimuli
are required to make the potential customers
aware of their needs. The stimuli sources
can be advertisements, word of mouth from
past customers, or customers’ own previous
experiences.

The move from needing something to par-
ticipating will be modified by many influences,
including social and economic. External factors
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will also play a part in the decision-making
process: a war or natural disaster will make a
destination inaccessible; the lack of a specific
facility will also limit choice.

Time lags are not taken into account in
many of the buyer decision-making models.
Whilst a proportion of people will wait for a
last-minute bargain break, many will make
the decision many months before departure.
The factors that are in place at the time that the
decision is made may not be present when the
event takes place (Swarbrooke and Horner,
1999).

Palmer (1998) simplifies the complex
process of buyer decision-making by breaking
it down into five steps: (i) need recognition;
(ii) information search; (iii) evaluation; (iv)
decision; and (v) post-purchase evaluation.

Need recognition

As the tourism and leisure industry provides
such a diverse range of activities, the word
‘benefits’ is more appropriate than the phrase
‘need recognition’. Exploring the benefits of
a service provides an understanding of why
individuals feel that they need these products
and services.

Potential customers are attracted to a
specific tourism and leisure product for
different reasons. Benefits can be divided
into: (i) extrinsic value – after consumption a
definite known need has been fulfilled (e.g.
meal in a restaurant) (Holbrook, 1994); and
(ii) intrinsic – an experience that is good for
its own sake (e.g. children’s play). The main
positive outcomes sought from tourism or
leisure experience are satisfaction, enjoyment,
sense of achievement and self-esteem.

Experiences that improve the individual’s
quality of life

Beard and Ragheb (1980) formally cate-
gorized ‘quality of life’ experiences into a
leisure motivational scale. The six motiva-
tions or benefits of leisure are said to be:

• Psychological – a sense of freedom,
enjoyment, involvement and intellectual
challenge.

• Educational – intellectual stimulation
and helps people to learn about them-
selves and their surroundings.

• Social – rewarding relationships with
other people.

• Relaxation – relief from the stress and
strain of life.

• Physiological – a means to develop
physical fitness, stay healthy, control
weight and otherwise promote
well-being.

• Aesthetic – viewing the area in which
people engage in their leisure activity as
interesting, pleasing, beautiful and well
designed.

Customers know what motivates them
and will look for leisure and tourism opportu-
nities to fulfil those needs. Examples are given
in Table 3.3.

Experiences that give status

Customers can feel that buying a specific item
of sports clothing or equipment (generally
very expensive and endorsed by an existing
champion) will give them a certain amount
of kudos at the sports club. In the case of
football club strips the feeling of belonging,
and being part of a success story, provides
some of the benefits. As the clothing is
worn on many occasions not associated with
being a football spectator, it shows the rest
of the community what the customers are
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Customer’s
needs Experiences fulfilling the needs

Improve
health
Improve looks
Skill

Emotional
need
Educational
need
Socialization

Relaxing holiday
Visit to the gym
‘Exercise will make you look good!’
Learn or improve an existing skill
(e.g. landscape painting, fly fishing)
Classical concert
Bungee-jumping type of activity
Acquire knowledge via tour of
overseas historical sites
Directly (e.g. pub or club)
Indirectly (e.g. when participating in
another leisure activity)

Table 3.3. Example of ‘quality of life’
experiences.



passionate about, and with whom they wish
to be associated. Swarbrooke and Horner
(1999) demonstrated that status could be
a motivator for visiting a specific tourist
attraction (e.g. a theme park, but only if it
has the reputation for having the best ‘white-
knuckle rides’).

This phenomenon of status can be gained
from becoming a member of an exclusive club
(e.g. golf: anywhere the British Open Champi-
onship is staged; fitness: anywhere royalty or
celebrities are members; gentlemen’s clubs,
generally found in London). In each example
not only are the waiting lists long and mem-
bership and annual fees high, but also the
ability to pay is not a criterion of eligibility to
join, whereas knowing existing members is.

Although these exclusive clubs might
have the best core and peripheral facilities,
this is not always the case. It is not unknown
for local authority leisure centres to be better
equipped than, say, a fitness centre attached to
a hotel. Within their locality a proportion of
people will choose the more expensive hotel
leisure club option because ‘my sort of people
go there’ and ‘you know you will not meet
people who are on benefit’. These customers
perceive that it is worth paying higher prices
for the benefits received. Holbrook (1994)
classified this value as ‘self-oriented’,
which contrasts with an ‘other-oriented
value’, where some people would rather be
involved in an experience that benefits others
(e.g. conservation holiday or scout leader).

Multiple benefits

Consumers do not always want one benefit
at a time but seek a number of properties
from the same experience. The possibility for
conflict was highlighted by Swarbrooke and
Horner (1999) as tourists generally look for
more than one attribute from a holiday
(e.g. an unspoilt destination but with things
to do in the evening). Holbrook (1994) does
not explain this in terms of conflict but as a
matrix that will lead to the consumption of
some experiences and a rejection of others.
It is important to note that some buyer deci-
sions are influenced by lack of opportunity
(too costly, not accessible) rather than posi-
tive factors. For example, until recently there

was a lack of competition-level climbing
walls in the UK, and elite climbers had to go
to Belgium to practise.

Information search

The high percentage of intangible elements
in the service package can mean that it is
difficult for potential customers to gain objec-
tive information prior to purchase. Critiques
of plays, films and restaurants offer their
assessment, and television holiday program-
mes give extensive ‘expert’ advice. Both go
some way to fill the information void but,
just like the opinions of friends and family,
they are only one person’s perceptions of the
experience.

Brand/image

A potential customer wants the service to be
delivered with no problems – the ‘right first
time every time’ approach of Crosby (1979).
Accessing information from only organiza-
tions with reputable brands or image is one
way of trying to reduce the risk of poor ser-
vice. Word of mouth is one of the main ways
of image building from a past to a potential
customer but the Grönroos (1984) advocacy
of traditional marketing activities to manage
it actively is still supported by many people.

To reduce risk, some customers will
remain loyal to multinational hotel chains
and fast-food outlets, no matter where they
are in the world. The brand conveys that the
standards will be consistent and dependable,
which simplifies customer decision making
(Palmer, 1998).

Evaluation and decision

As can be seen from above, evaluation and
decision are integrated into the information
search. The process is a continuous loop with
experiences and providers entering or being
discarded as more information is received.

It is difficult to generalize as to what
particular factors are going to make a person
select a specific activity and provider, as the
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range of experiences on offer by the tourism
and leisure industry is so diverse, but the
following represent the main ones.

Price

Price is stated as a major element in the
evaluation stage of the process but a number
of writers, including Astbury (1998), have
shown that this is not the most important fac-
tor. Reliability and responsiveness, not price,
were frequently mentioned by Zeithaml et al.
(1990) as the most important attributes of a
service provider.

Convenience and accessibility

Services delivered at a time that suits the
potential customer and that have the ability
to reach the delivery location have been
found to be a major factor in participation
in leisure activities.

Retention, relationships and loyalty

The ideal scenario for an organization is
for their customers to be completely satisfied,
so that they wish to repeat the experience.
Repeat business can be placed into a hierar-
chy of the level of involvement the customer
has with the organization and the nature of
the interaction.

RETENTION. This interaction represents
the customer repeating the purchase or
experience as and when required, because
they were previously satisfied. The customer
will have very little involvement with the
organization in the meantime and could be
prone to switching to other providers if they
felt it was advantageous.

RELATIONSHIPS. The strategy of building a
relationship with the customer, generally over
time, requires an integrated holistic approach
as advocated by the Scandinavian School
of Service Quality Management (Grönroos,
1989). As previously discussed, building up a
relationship with suppliers is also part of this
holistic approach to service quality. Never-
theless, some marketers can be sceptical as to
the effectiveness of relationship marketing,

seeing it as little more than database
compilation (Palmer, 1998).

To achieve a relationship, it is necessary
for organizations to know who their custom-
ers are and to have records of their addresses
together with the number and type of trans-
actions. As having a customer-oriented
approach is central to this strategy, relation-
ships need to be formed throughout the
service exchange (Glynn and Lehtinen, 1995).
Customers can also be invited to express their
needs and expectations as well as opinions
on the existing service delivery. This can
be done via a range of techniques, including
one-to-one interviews (see Chapter 13).

LOYALTY. Both the retention and the devel-
opment of relationships with customers
results in repeat business; it can also lead to
varying degrees of loyalty on behalf of the cus-
tomers to the organization. Dwyer (1987, cited
in Palmer, 1998) stated that there is a
five-phase cycle to relationship building, from
awareness to dissolution. Loyalty would be
seen only in phase four (commitment), where
an element of exclusivity can occur and the
search for an alternative provider is minimal.

To build a loyal relationship, Lovelock
(1992) advocated the strategy of trying to
get the customers to perceive themselves
as ‘members’ of the organization. Within the
leisure industry this is easy to achieve, as most
computerized booking systems have this
facility, especially if someone books by credit
card. Health clubs have membership systems
and special offers; new services are easily
circulated by mailshot to the members. Some
clubs use every element of their members’
details and will even send birthday cards.

The tourism industry tries to formulate
‘membership’ relationships by having loyalty
cards. Most airlines and multinational hotel
chains give free flights or stays after a number
of points have been accumulated. Easyjet has
advertised that these ‘loyalty bonuses’ create
an artificial allegiance, especially when the
consumers (i.e. business people) are not
the customers. Easyjet suggests that having a
captive consumer base enables the airlines to
maintain artificially high prices.

Relationships can be instigated by
encouraging people to pay for a whole course
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or series of sessions rather than on a ‘pay as
you go’ basis. This is frequently encountered
in the theatre or opera season. Whilst it is
always sound practice for any organization
to have money in advance, those purchasing
tickets for the whole season (‘subscribers’) get
not only an overall discount but also added
the advantages of designated bars, lounges or
car parking areas, etc.

Many leisure experiences are provided by
clubs (e.g. golf clubs, choral societies, amateur
dramatics) and most are run by the members
for the membership. These types of organiza-
tions have an inbuilt loyalty system. The com-
mercial sector has replicated this by opening
up members-only health clubs, which are not
only cost-effective for the organization but
also tie the customer to one service provider.
It is questionable whether or not this is
considered a relationship in the truest
sense, since what may be presumed to be
loyalty on behalf of the customers could come
about because there are no other suppliers
available or it is too difficult or expensive to
switch.

The underlying philosophy of building
up relationships is to retain the customer base
and to make it loyal to the organization, unlike
the campsite owner in the case study given in
Box 3.2. It is generally considered cheaper to
retain existing customers than try to attract
new ones but the culture of some UK organi-
zations is seen by Astbury (1998) to reject
this notion and persists in rewarding staff to
attract new customers rather than to retain
them. Barnes and Cumby (1995) pointed out
that not all customers are of equal importance
to an organization and there is a requirement
to know which customers should be retained.
They suggested that a cost/benefit analysis of
all ‘types’ of customers ought to be conducted
to ascertain this information (e.g. how many
transactions over a given period; how many
visits; how much the customer is spending
with the organization).

The case study in Box 3.2 is an example of
bad practice by an accommodation provider
who did not understand that a relationship
had developed and that loyalty had been
forthcoming from his customers, which they
had expected to be returned.

NOT-FOR-PROFIT SECTORS. This section could
give the impression that the decision to buy is
purely a commercial transaction but a number
of leisure facilities, especially in the public
sector, have free admission (e.g. libraries,
museums, parks and open spaces). The debate
needs to be widened as participation in these
activities brings in many benefits other than
economic.

Torkildsen (1999) had three distinct
groups of factors that influence leisure partici-
pation: (i) personal (age; gender; culture, etc.);
(ii) social and circumstantial (occupation;
income; car ownership, etc.); and (iii) opportu-
nity (access and location; availability). Some
of these will be a barrier to participation (e.g.
the lack of a car if countryside recreational
activities are required) and others a positive
factor (e.g. more free time at retirement age).
As previously shown, many of these factors
are interrelated, producing a complex matrix
of influences.
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Box 3.2. Case study: eclipse of the sun,
Cornwall, 1999.

As over a million people were expected to travel
to Cornwall for the eclipse of the sun on 11
August 1999, the local tourism industry decided
to ‘cash in’ on the event by putting up accom-
modation charges. Two families had holidayed
together in Cornwall for the previous 10 years,
always staying for a month at the same campsite.
In 1998 the charge per family was £15 per night,
in 1999 during Eclipse Week, £30 per night was
asked.

Outcome

One family continued as normal, paying the
additional £105; the other decided not to go at
all. Both felt that their 10 years of loyalty had
been betrayed by the farmer; both suggested that,
as long-term customers, they could have been
charged as normal, believing that any levy
should have been placed on new customers.

The short sightedness of the farmer lost a
minimum of £450 in income that year and, addi-
tionally, the organization’s image had suffered,
all for the sake of £105. Whether the families
returned is not known.



Many of the elements that are barriers
to participation can be overcome if the
organizations so wish; for example, conces-
sionary admissions are widely available
within the tourism and leisure industry. The
debate on equity of leisure provision is
relevant to the public sector of the industry, as
community money is being used to subsidize
the provision of a range of leisure facilities
and the current government attempts to
widen access and therefore participation
(social inclusion).

Post-purchase evaluation

The final section of Palmer’s buyer-
decision model is post-purchase evaluation.
Customers judge whether or not they
were satisfied with a service both during
the delivery process and after they have
experienced the service. These subjective
judgements influence the decision on
whether to repeat the experience with the
same provider. Unfortunately customers
receiving the same service, even at the same
time, can come to different conclusions,
as they have differing needs and expecta-
tions. One factor that helps the tourism
industry is that individuals of one nationality
will expect similar but not the same service
standards.

If the tourism or leisure provider is
not aware of these factors, the post-purchase
evaluation will be unfavourable and a
high number of customers will not wish
to repeat the experience with that particular
organization. Swarbrooke and Horner (1999)

demonstrated these different conclusions in
their study of Las Vegas visitors (Box 3.3).

Customer satisfaction and how to mea-
sure the phenomenon of post-purchase
evaluation will be explored in more depth
in Chapter 13.

Summary

Practitioners need to consider that customers
of the leisure and tourism industry require
that a provider not only fulfils or exceeds
their expectations of a service but also meets
the factors that motivate them to participate
(or buy) their experience. The only solution
for leisure and tourism organizations is to
know what their customers’ needs are but,
because these are constantly changing in the
long term and in depth, relationships need
to be developed, the challenge to leisure and
tourism managers is made even more
demanding because of the difficulties in
identifying and defining what quality means
to individual consumers, as the next chapter
demonstrates.
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Box 3.3. Las Vegas visitor study. (Adapted
from Swarbrooke and Horner, 1999.)

• 10% of visitors found the people in Las
Vegas rude and unfriendly.

• 8% thought it too expensive.
• 7% said it was too hard to get to.
• 4% felt it was too intense.
• 3% claimed it was dirty.
• Only 68% were satisfied and therefore may

repeat the experience.



4
Concepts of Quality in Leisure and Tourism

This chapter examines the underpinning
theories of quality and service quality man-
agement as applicable to the tourism and
leisure industry and attempts to develop
a conceptual framework within which the
service quality literature can be analysed.

Quality Management Theories

The theories and concepts of quality and its
management have percolated slowly into the
service industry from manufacturing (Levitt,
1972). Rather than a paradigm shift taking
place, the existing quality theories and tools
were embraced in their entirety by parts
of the service sector. The paradigm shift
occurred when difficulties were experienced
in the service sector by taking this route
(e.g. the use of only qualitative data collection
methods).

As the theories and concepts of the
original quality gurus form part of the founda-
tions of service quality management theory,
it is important for leisure and tourism practi-
tioners to have an understanding of them.

W.E. Deming and J.M. Juran have been
the two major forces in the quality manage-
ment movement for the global manufacturing
industry since the Second World War,
especially in Japan. One of their main quality
techniques, statistical process control (SPC), was
developed as early as 1931 by Shewhart. Dale
(1994a) and Deming (1986) advocated SPC
as the most appropriate method of detecting
mistakes, known to quality practitioners as
‘non-conformances’.

Whilst the detection of non-conformances
is very relevant to the tourism and leisure
industry, the lack of statistical knowledge
by its employees would make the wide-scale
introduction of SPC very difficult. Even so,
SPC is used in some fast-food outlets to aid
their error detection.

W.A. Shewhart

Shewhart’s (1931) development of the SPC
technique is based on his concept of product
quality: that products have qualities, rather
than quality, and they can be partially
measured. These qualities are classified into
objective qualities, which can be measured by
SPC, and subjective qualities, which cannot.
Shewhart attempted to give objective values
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On completion of this chapter it is expected that
you will be able to:

• appreciate that service quality theory has its
foundation in manufacturing;

• critically evaluate the original quality theo-
ries when applied to the service context;

• be aware of the difficulty of defining quality
and service quality and understand the
thinking underpinning the many definitions;

• have an in-depth understanding of the
service quality theorists of the two main
schools of service quality management:
the Scandinavian or Nordic school, and the
North American school.



to the tangible elements (e.g. finished goods)
and subjective values to the intangibles (e.g.
attitude of the frontline staff). The realization
that intangible elements are judged subjec-
tively is very important to the leisure and
tourism industry, which is trying to fulfil
abstract and even elusive customer needs.
For example, the ‘dream holiday’ can be one
customer’s dream but another one’s night-
mare, even when an identical experience has
been offered.

In the 1950s Deming, Juran and
Feigenbaum introduced quality management
methods to the Japanese whilst being largely
ignored in the USA, their own country (DTI,
1995).

W.E. Deming

Deming’s (1986) overall theory was more
complex than Shewhart’s. As well as
applying SPC to detect and prevent non-
conformance, Deming suggested that the
organization’s culture needs to adapt as
well. The ‘Fourteen Points for Management’
strategy (Box 4.1) gives an indication of how
to achieve this.

Deming utilized Shewhart’s concept
of different qualities rather than quality and
argued that these can be judged by a variety
of scales. Price is considered a quality on
which judgement will be made and Deming
suggests that an appropriate strategy is ‘to
give satisfaction at a price that the user will
pay’ (Deming, 1986). Whilst the user is central
to judging product qualities, Deming con-
siders that ‘it is not easy to comply with as
consumers’ needs are changing constantly’.

This is most noticeable in the tourism
and leisure industry as fashions for free-time
experiences come and go. Aerobics is but one
instance where the experience has developed
in a very short time to include aqua, step
and slide aerobics. Each change has to be
accommodated in the programming of a
leisure centre if customer needs are to be met.

Deming suggested that this constant
change is complex for organizations to
manage, but he was looking from the manu-
facturer’s perspective, where redesigning and

retooling of a product can take 6–18 months.
As long as the tourism and leisure industry
is aware of the importance of monitoring
customer needs on a regular basis, many ele-
ments of its services can be changed relatively
quickly (e.g. the range of dishes on a menu).

In Deming’s ‘Fourteen Points for Man-
agement’ strategy, only the internal processes
are considered. This would leave major ele-
ments of tourism or leisure service delivery
operations unaffected by cultural change,
such as where the customer is present or
performs some of the service delivery process.

Deming is an advocate of continuous
improvement, a quality goal relevant to any
industry. Oakland (1993) placed these con-
cepts into Deming’s ‘Cycle of Continuous
Improvement’: PLAN DO CHECK ACT.
Unfortunately, Deming did not suggest how
a customer focus can be achieved. This is
important, as it is one of the main strategies of
managing the service delivery specification.
Only customer feedback for the research
and development department is mentioned
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Box 4.1. Deming’s 14 points for management.
(Source: Deming, 1986.)

1. Create constancy of purpose towards
improvement of product and service.
2. Adopt a new philosophy.
3. Cease dependence on inspection to achieve

quality.
4. End the practice of awarding business on the

basis of price tag. Instead, minimize total cost by
working with a single supplier.
5. Improve constantly and forever every

process for planning, production and service.
6. Institute training on the job.
7. Adopt and institute leadership.
8. Drive out fear.
9. Break down barriers between all staff areas.

10. Eliminate slogans, exhortations, and targets
for the work force.
11. Eliminate numerical quotas on the factory
floor and numerical goals for management.
12. Remove barriers that rob people of pride of
workmanship. Eliminate the annual rating or merit
system.
13. Institute a vigorous programme of education
and self-improvement for everyone.
14. Put everyone in the company to work to
accomplish the transformation.



by Deming (1986) and most leisure and
tourism organizations do not have one.
This approach also contradicts a continuous
improvement organization culture, which
requires feedback from both internal and
external sources to all functional areas.

Although these theories were developed
for application in the manufacturing sector,
they have some relevance to the tourism and
leisure industry as highlighted by the authors.
However, Deming (1986) gave consideration
to the differences between service and manu-
facturing industries (Box 4.2). According to
Deming they mainly consist of the frequency
and processing of transactions, which is
equally applicable to manufacturing, rather
than reflecting major differences.

It is stated that service industries have
a captive market and are not competing head
to head with foreign companies (Deming,
1986). This was true in the 1980s, when
the globalization of services was generally a
one-way flow from the USA to the rest of
the world, as illustrated by Disney and
McDonald’s. However, this changed in the
1990s. American service companies have to
compete, even in their home market, against
foreign-owned companies (Segal-Horn, 1994).

Deming had taken a holistic approach
to quality management but his focus became
concerned with the internal organization:
whilst acknowledging the needs of the end
users, they are not central to his theory. This is
a major limitation for the tourism and leisure
practitioners. Attempts to develop the man-
agement plan model for the service sector
have been left for others via anecdotal

evidence and are very tentative (Deming,
1986). If adapted to contain additional
customer-orientation elements, the model
would have more relevance for the tourism
and leisure industry.

J.M. Juran

Juran had a universal concept of quality,
‘fitness for use’, which can be applied to
both goods and services (Juran and Godfrey,
1999). The fitness-for-use judgement is for the
users to make and includes how beneficial
the goods or services are to them.

Juran is therefore defining a user-based
approach to quality management in which
the customer is central; this is advocated by
many service quality management theorists. It
is also applicable to the tourism and leisure
industry, as many experiences are marketed
on the basis of the benefits they will give to the
customer.

The concept of fitness for use is expanded
upon by considering the parameters and char-
acteristics that need to be met. These inter-
related parameters are quality of design,
quality of conformance, abilities, and field
service. This has limitations for the tourism
and leisure industry, even though a customer
focus is being advocated, as the design process
has to be driven by knowing their needs. The
design specification is also needed so that
judgements can be made as to whether
‘conformance’ or not has been achieved. The
third parameter of abilities is not appropriate,
as it is said to be applicable for long-lived
products; the perishability of tourism and lei-
sure services is well documented. The authors
would also disagree with Juran on his inclu-
sion of reliability as an example of an ability
parameter; service quality research has shown
that reliability is the most important dimen-
sion for customers (Zeithaml et al., 1990).

The characteristic judgements to see if
Juran’s definition ‘fitness for use’ has been
met are technological, psychological, time-
oriented, contractual and ethical but it was
suggested by Zimmerman and Enell (1988)
that, to service industry customers, psycholo-
gical, time-oriented and ethical characteristics
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Box 4.2. Deming’s service characteristics.
(Adapted from Deming, 1986, p. 189.)

1. Direct transactions with masses of people.
2. Large volume of transactions.
3. Large volume of paper involved in the main
business.
4. Large amount of processing.
5. Many transactions with small amounts of
money.
6. An extremely large number of ways to make
errors.
7. Handling and re-handling of huge numbers
of small items.



are the most important of the five. Juran
(1988a) considered that service industry users
have a wide variety of needs, both psycho-
logical and physiological, including amuse-
ment, freedom from disagreeable chores,
opportunity for learning and creativity.
Juran’s description seems to fit the tourism
and leisure industry better than other sections
of the service industry, such as banking and
other financial services.

In order to meet the standards of the
fitness-of-use concept, Zimmerman and
Enell (1988) advocated that the performance
of service industry professionals must surpass
anything that their own clients could achieve
if they tried to meet their own needs. This
would be an ever-changing standard depend-
ing on the existing skill level of the client
and would not be cost-effective or practical,
especially for the leisure industry, as the
upper extremes would have to be catered for.

Juran separates the ‘fitness for use’ theory
into two further concepts. Firstly, end users
can be internal as well as external to the
organization (Juran and Godfrey, 1999). This
principle has become standard to both manu-
facturing and service theorists. The impact
of this concept is that it gives the basis to
have a customer-oriented organization, which
is continually seeking improvements to all
processes. This approach is valid for the
tourism industry, as ‘bundles of services’
make up a package holiday. The quality of the
service given to internal customers will have a
great impact on that delivered to the external
ones. Juran’s theory is hard for the tourism
and leisure industry to put into practice as

it generally requires a cultural change, the
hardest adjustment to undertake.

Secondly, quality is managed by three
interrelated processes: quality planning, qual-
ity control and quality improvement. This is
what is known as Juran’s Trilogy (Juran,
1988b) (Table 4.1).

The Trilogy incorporates the concept of
sporadic and chronic troubles. When sporadic
troubles occur, they require immediate action
to get back to quality levels normally in opera-
tion. Chronic troubles are constant defects
that were built in at the planning stage of the
system design; they are outside the control of
the operational staff and are the responsibility
of the managers (e.g. deliberately over-
booking airline seats in the hope that some
passengers will not show up).

This gives rise to Dale (1994a) stating
that project management is now the focus
of Juran’s approach to quality management,
based on a ten-point plan for quality improve-
ment (Box 4.3). As with Deming, SPC monitor-
ing methods are prominent.

Deming and Juran have a number of
similar management approaches. They both
identify training as being important and they
advocate continuous improvement, but Juran
is in favour of setting goals and monitoring
scores, which is favoured by public sector
leisure providers. Deming takes the opposite
view: he advocates elimination of numerical
quotas and goals along with targets and
slogans. Whilst Juran has a more user-based
approach than Deming, neither management
plan acknowledges it. Although both have
started to consider services, they do not do so
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Quality planning Quality control Quality improvement

Determine who the customers are
Determine the needs of the
customers
Develop product features that
respond to customer needs
Develop processes able to
produce the product features
Transfer the plans to the
operating forces

Evaluate actual product
performance
Compare actual performance
to product goals
Act on the difference

Establish the infrastructure
Identify the improvement projects
Establish project teams
Provide teams with resources,
training and motivation to:
• diagnose the causes;
• stimulate remedies;
• establish controls to hold the gains

Table 4.1. Juran Trilogy diagram: the three universal processes of managing for quality. (Source:
Juran, 1989, p. 22.)



in great detail. Juran (1989) classifies services
by the output of any process: if the end prod-
uct is a physical thing, it is classified as goods.
If it is work performed for someone else, it is
service. This seems naïve, as most processes
are so specialized that they are all performed
for someone else.

A.V. Feigenbaum

Feigenbaum’s (1991) theory built upon
the previous quality writers and requires the
application of quality systems to manage the
whole of the organization. Quality manage-
ment is seen as a framework for all aspects
of the business, including its culture, and is
known as ‘total quality management’ (TQM).
As tourism and leisure organizations were
some of the last in the service sector to
embrace quality management concepts, most
are only just moving from implementing
quality control and assurance tools and tech-
niques (e.g. quality circles, quality manuals,
error detection) to the more sophisticated
holistic quality systems. If tourism and
leisure organizations are to be successful in
this transition, it is therefore important for
them to be aware of the philosophies, such as
Feigenbaum’s, that underpin these holistic
quality frameworks.

Feigenbaum agreed that customers
determine quality by judging whether or not
the goods or services purchased meet their

requirements (Feigenbaum, 1991). This ‘total
customer satisfaction oriented’ approach is
the foundation of this theory but, unlike
Deming’s concepts, the differences between
goods and services are not considered, as
Feigenbaum (1991) defines quality as:

The total composite product and service
characteristics of marketing, engineering,
manufacture and maintenance through
which the product and service in use will
meet the expectations of the customer.

Feigenbaum was one of the first writers
on quality to distinguish between tangibles
(the decor, uniforms of staff, etc.) and intangi-
bles of service, stating that the service sector
is ‘heavily dependent upon human skills,
attitudes and training’ (Feigenbaum, 1991).
This acknowledgement of the importance of
the interaction between customers and staff is
fundamental to managing quality in tourism
and leisure services.

From Feigenbaum’s TQM approach, it
would be expected that issues of employees,
quality costs, the use of SPC and development
of organization-wide systems are addressed.
These are found in ‘Ten Benchmarks of
Total Quality Control for the 1990s’ outlined
in Box 4.4. Unexpectedly, in point 10 the
monitoring of customer needs is left with
third parties such as dealerships or corporate
buyers (Feigenbaum, 1991). As systems for
direct measurement of the customers’ needs,
expectations and perceptions are omitted,

42 Chapter 4

Box 4.4. Feigenbaum’s Ten Benchmarks of
Total Quality Control for the 1990s. (Source:
Feigenbaum, 1991.)

1. Quality is a company-wide process.
2. Quality is what the customer says it is.
3. Quality and costs are a sum not a difference.
4. Quality requires both individual and team-

work zealotry.
5. Quality is a way of managing.
6. Quality and innovation are mutually

dependent.
7. Quality is an ethic.
8. Quality requires continuous improvement.
9. Quality is most cost-effective.

10. Quality is implemented with a total system
connected with customers and suppliers.

Box 4.3. Juran’s method. (Source: Dale,
1994a, p. 19.)

1. Build awareness of the need and opportunity
for improvement.
2. Set goals for improvement.
3. Organize to reach the goals.
4. Provide training.
5. Carry out projects to solve problems.
6. Report progress.
7. Give recognition.
8. Communicate results.
9. Keep the score.

10. Maintain momentum by making annual
improvement part of the regular system processes
of the company.



Feigenbaum’s theories would be difficult for
tourism and leisure practitioners to put into
operation. The lack of application is a continu-
ing omission on the part of all the original
quality gurus; this task was left for the service
quality management theorists to resolve.

P.B. Crosby

The three writers quoted thus far were initia-
tors of the quality management paradigm.
In the 1970s Crosby devised his theory as
a quality practitioner, implementing quality
concepts of Deming and Juran.

Crosby (1979) stated that the entire
concept of quality management is people-
oriented. Peters (1987) suggested that
Crosby’s primary concern is with meeting
technical requirements and refuted that his
theories are people-oriented. This point of
view is validated by Crosby’s absolutes
(see Chapter 5). They do not reflect customer
needs but internalize by measuring non-
conformance costs and trying to achieve
conformance. Even his definition of quality
is ‘conformance to requirements’ (Crosby,
1979), but how to solicit customer require-
ments directly is not addressed; only indirect
methods are considered. This is again unhelp-
ful to tourism and leisure practitioners.

Crosby has given quality management
literature the most slogans, but Deming’s
view was that they should be eliminated.
The slogans include: ‘Quality is Free’; ‘Zero
Defects’; ‘Right First Time Every Time’
(Crosby, 1979). Unfortunately, tourism and
leisure practitioners have been exposed to
these maxims rather than the underlying
concepts and so misunderstandings have
occurred. The introduction of a quality culture
can be initially very expensive for items such
as training and fees for engaging quality
management consultants and is far from free.

Crosby (1979) proposed two concepts:
(i) non-conformance costs money and there-
fore it must be measured; and (ii) standards
must be set throughout the company and
performance indicators need to be included
for corrective actions. It is interesting that
the production of performance indicators as

a measure for monitoring public sector
service standards is embedded in a number
of government-devised quality management
regimes (e.g. Service First, Best Value; see
Chapters 12 and 13).

Although Crosby is not an advocate of
SPC (unlike Deming, Juran and Feigenbaum),
he does agree that most factors contributing
to non-conformance are the responsibility of
senior managers and outside the control of
other employees.

Crosby devised a 14-step quality
improvement programme for organizations
to attain and work towards ‘Zero Defects Day’
– the first time when 100% conformance is
accomplished (Box 4.5).

The programme has similarities with the
previous writers’ quality management plans,
especially in the areas of continuous improve-
ment and staff training. The main difference is
the focus on achieving Zero Defects Day and
measuring the cost of non-conformance. Even
though this would mean that the service is
delivered correctly each time, it does not help
the tourism and leisure industry to create a
customer focus because the service specifica-
tion could be wrong, as the customer needs
are not known.

Service is not given special consider-
ation, as Crosby (1979) does not differentiate
between manufacturing and service sectors.
Crosby’s associate, Kennedy (1991), applied
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Box 4.5. The 14-step quality improvement
programme. (Adapted from Crosby, 1979,
pp. 132–139.)

1. Management commitment
2. Quality improvement team
3. Quality measurement
4. Cost of quality evaluation
5. Quality awareness
6. Corrective action
7. Establish an ad hoc committee for the zero

defects programme
8. Supervisor training
9. Zero defects day

10. Goal setting
11. Error cause removal
12. Recognition
13. Quality councils
14. Do it over again



these theories in the not-for-profit sectors,
which are of major importance to the leisure
industry. Although taking into account the
reliance on volunteers in some organizations,
Kennedy did not move away from Crosby’s
original theories. One exception is that he
placed a larger emphasis on consultation with
all interested groups (e.g. government, tax-
payers), not only the users. Although quality
management is still being introduced to many
organizations within the voluntary sector of
the leisure industry, Kennedy’s consultation
strategies have recently been incorporated
into the public sector under the Best Value
management regime (see Chapter 13).

T. Peters

Peters (1987) adopted a slightly different per-
spective. Even though he had criticized Crosby
on his lack of customer orientation, some of
the observations that Peters and Waterman
(1982) noticed when researching excellent US
companies are directly related to Crosby’s
work – for example, trying to achieve limited
defects and reduce the cost of rework.

Peters (1987) defined quality as ‘the cus-
tomer’s perception of excellence’. From this
abstract view of quality, Peters listed the
excellent quality attributes as being: virtuous,
practical, aesthetic, perceptual, subjective and
above expectations. The not-for-profit sectors
of the tourism and leisure industry would see
giving a level of service above expectations
as being costly and wasteful of community
resources.

Peters is the only one of these early
quality writers who defines quality in terms
of excellence. Of the service quality writers,
Becker (1996) considered this to be a trad-
itional, philosophical view of quality but
Zeithaml et al. (1990) agreed with this notion.
In fact some of the most sophisticated service
quality management systems, especially those
that are based on the Business Excellence
Model, follow the Peters definition and there-
fore measure and monitor ‘excellence’ in all
aspects of an organization.

Peters (1987) also takes a customer orien-
tation of quality, associated with recognizing

the importance of customer expectations
and perceptions. This is central to managing
a customer-focused tourism and leisure
organization and many service quality
theories (discussed later in this chapter) have
devised methods to measure these factors.
Peters (1987) is slightly sceptical as to the
significance of customer perceptions of a
service or a product, saying that they can have
perverse perceptions; unfortunately he does
not suggest how to manage this.

Summary

In relating the philosophies of the quality
management gurus to the leisure and tourism
industry, there is a need to be pragmatic.
Deming and Juran, whilst they have laid
the foundations for quality management
theory, have also offered perceptions of
service quality that are simplistic or limited.
Additionally, Crosby is totally dismissive
of any complex differences between goods
and services. It must be remembered that the
backgrounds of these writers as practitioners
in the manufacturing industry gave them
very little or no exposure to services in the
working environment.

Apart from slight advances into service
quality characteristics by Shewhart and
Feigenbaum, very little had been achieved
to contribute to a new paradigm until Peters
offered the concept of customer expectations
and perceptions as being fundamental to the
assessment of quality.

Table 4.2 provides a comparative analysis
of the main theories of the six quality theorists
discussed so far in this chapter.

Service Quality Theory

Leisure and tourism practitioners require
quality management tools and techniques
to enable them to assess the outcomes of
their management decisions, what is required
by their customers and whether their
customers are satisfied with the services or
not. Before venturing into the management
elements of service quality management, it
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Shewhart Deming Juran Feigenbaum Crosby Peters

Definition Conformance to
requirements

Predictable degree
of uniformity and
dependability at low cost

Fitness for purpose Total quality control
throughout the
organization

Conformance to
requirements

Customer perception of
excellence

Senior
management
responsibility

– Responsible for 94%
of problems

Responsible for
> 80% of problems

Leadership but with a
quality manager

Responsible for
quality

Should be passionate
about quality

Performance
standard

Various qualities
can be measured

Many scales: use SPC,
not zero defects

Avoid campaigns to
exhort perfection

Continuous
upward-moving targets

Zero defects; setting
performance indicators

Measure everything

Judges of
quality

Customers Users Benefits to users Customers determine
whether goods and
services meet their
requirements

Meeting of set
standards

Customers

General
approach

Detection of
conformance or
non-conformance

Reduce variability:
continuous
improvement

Emphasis on
management of
human aspects

Application of quality
systems throughout the
organization

Prevention Total customer
responsiveness giving
rise to a quality
‘revolution’

Structure – 14 points 10 steps 10 benchmarks 14 steps (5 absolutes) 7 patterns
SPC SPC must be

used
SPC must be used Recommends

SPC, but cautions
against tool-based
approach

SPC to be used; ratio
measures for productivity,
effective views of
timeliness of action

Rejects statistically
acceptable level of
quality

Sees the need for
qualitative
measurements as well

Continued

Table 4.2. Comparison of quality management principles and practices. (After Gillies, 1992; Oakland, 1993.)
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Shewhart Deming Juran Feigenbaum Crosby Peters

Basis for
improvement

Meeting
customers’
changing needs

Continuous: eliminate
goals

Project-based
approach:
set goals

Continuous improvement
to have a total customer
satisfaction orientation

A process, not a
programme

Create a shadow quality
organization in parallel,
e.g. quality circles

Teamwork – Employee participation
in decisions

Team/quality circle
approach

Individual and teamwork
zealotry, quality circles

Quality improvement
teams: quality councils

Cross-functional teams

Costs of quality – No optimum, continuous
improvement

Optimum, quality is
not free

Quality is cost-effective
throughout the process

Quality is free! Poor quality costs and
should be measured

Purchasing – Use SPC through
strong cooperation

Complex problems,
use formal surveys

Suppliers important in a
total system

Supplier is extension
of business

Suppliers important to
quality process

Vendor rating – No Yes, but work with
suppliers

Yes Yes –

Single sourcing
of supply

– Yes No – – Few suppliers as
possible

Service sector
considered
different

No Yes Yes Yes No Yes

Service
concepts

Concept of
tangibles and
intangibles

Seven points
itemizing service
characteristics

Defines service
and service
characteristics

Distinguishes between
tangibles and intangibles
of service. Importance of
customer/staff interactions

– Customer expectations
and perceptions
fundamental to
assessment of quality

SPC, statistical process control.

Table 4.2. Continued.



is imperative that an understanding of
the underpinning theories of the subject
is developed.

Service quality defined

Defining the concept of service quality is
as difficult for the service quality theorists
as the multifaceted thoughts of the original
quality gurus. Although Garvin (1988) lists
five definitions of quality (Box 4.6) the major-
ity of service quality writers concentrate
on user-based and value-based approaches.
This is a valid approach for the tourism and
leisure industry.

User-based approach

This is known in some of the literature as
a ‘customer-oriented’ quality whereby cus-
tomers are central not only to the organiza-
tion but also to all aspects of the operational
procedures. Customer needs are paramount
to the continuous improvement of a service,
a factor that, if ignored by the tourism and
leisure industry, could see customers moving
to an organization’s competitors.

This approach is not new; it was advo-
cated by the early quality gurus but was
later modified by Brown and Swartz (1989),
Zeithaml et al. (1990), Bitner and Hubbet
(1994) and Becker (1996). The later interpreta-
tion of this definition is based on the theory
that service quality level is correct when
customers are satisfied (Parasuraman,
Zeithaml and Berry, 1985; Parasuraman,
1995). Customer satisfaction occurs when
perception of the service received equals or
exceeds expectations.

Perceived service quality exists along a
continuum ranging from the customer’s ideal

quality to totally unacceptable, with a point
along the continuum representing satis-
factory quality. This is expanded into the
theory of ‘zones of tolerance’, to be discussed
in Chapter 5. The factors influencing the
formation of this judgement, according to
Zeithaml et al. (1990), are service providers’
external communications, word of mouth
from other clients as well as customers’
personal needs and past experiences.

Edvardsson (1994) agreed that a
customer-oriented definition of service
quality does not mean that organizations
must always comply with customer needs
and wishes. The tourism industry’s customers
required low-priced packaged holidays,
which led to a number of companies going
out of business. This is why Zeithaml et al.’s
continuum of service quality is valid.

These writers acknowledge the impor-
tance of the customers when defining service
quality but, as can be seen in later in this
chapter, there is no consensus as to whether
service quality and customer satisfaction
judgements are the same.

Service quality defined as excellence

According to Garvin (1988), this is a hybrid
concept from the value-based definition
of quality. One of the earliest theorists to
consider quality in terms of excellence was
Peters (1987).

Wyckoff (1992) also defined service
quality by suggesting that it is the degree
of excellence intended that meets customer
requirements. This is recognized by the practi-
tioner panels of the quality awards schemes,
such as European Quality Award (Armistead,
1994), as being a valid approach.

Service quality management academics
have not addressed the specific issue of
quality in tourism and leisure services;
therefore specific definitions of quality have
not been attributed to this particular industry.
Customer care and quality training materials,
developed for tourism and leisure practitio-
ners, tend to favour the user-based approach,
stressing the need to gain customer feedback
and to cater for customers’ needs (Cantle-
Jones, 1992; ILAM, 1992; English Tourist
Board, undated).
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Box 4.6. Garvin’s five definitions of quality.
(Source: Garvin, 1988.)

• Transcendent
• Product-based
• User-based
• Manufacturing-based
• Value-based.



Service quality schools

Defining service quality is a research activity
comparable to that of the earlier quality
researchers.

The application of quality management
research specifically to the service sector com-
menced in the 1980s (Brogowicz et al., 1990).
The research developed into two separate
schools: the Scandinavian school, with
Grönroos and Gummesson as the main
writers; and the North American school
(Buttle, 1993), with research led by Zeithaml,
Parasuraman and Berry.

Both sets of researchers come from
marketing backgrounds and one of the main
differences is in the definition of marketing.
The American Marketing Association defined
marketing as the four Ps (people, place,
position and promotion) and by default
stated what marketing is not (Grönroos, 1989).
The Scandinavians took a holistic view of
marketing of services, requiring an inte-
grated approach based on building customer
relationships (Grönroos, 1989).

Scandinavian school of service quality

Customer orientation is central to the thinking
of this movement, which requires relation-
ships to form throughout the service exchange
(Glynn and Lehtinen, 1995). The Scandinavian
school’s models have a second orientation, the
process, which is considered of equal impor-
tance (Gummesson, 1995). The models are
based on the formula that customer satis-
faction equals customer perception minus
their expectation, and this is common to both
schools. The Scandinavian school agrees with
Shewhart (1931) that customer perceptions
can be subjective as well as objective and
that the subjectivity is a socio-economic-factor
dependent (Gummesson, 1988).

The Scandinavian school is based on
cooperation between academics and practi-
tioners and the application of theories is a
major focus for the researchers (Grönroos and
Gummesson, 1985).

C. GRÖNROOS. Grönroos is one of the
founder members of this school of service
quality and defined service as:

. . .an activity or series of activities of more
or less intangible nature that normally, but
not necessarily, take place in interactions
between the customer and service employees
and/or physical resources or goods and/or
systems of the service provider, which are
provided as solutions to customer problems.

(Grönroos, 1990a)

It is seen as important for tourism and
leisure organizations to build relationships
with customers, whose perceptions of a
service are subjective and personal to
themselves (Irons, 1994).

Grönroos (1990a) also supported the
view that services are not homogeneous and
made a distinction between whether or not
individuals or organizations are receiving
the service. This is important to the tourism
and leisure industry, because many of their
services are purchased by organizations for
others to use (e.g. a school teacher taking a
class to a museum).

Grönroos (1990a) stated that services are
complicated phenomena and suggested along
with Berry and Schneider (1994) that the
service should be ‘tangiblized’, to remove
as much risk as possible from the potential
customer’s mind when selecting a service
provider. The tourism and leisure industry
engages in these strategies by the selection of
uniforms, decor of the facilities, etc. to create
the image of reliability. Grönroos highlighted
the importance of an organization managing
its wider image (its general reputation), as
this can also persuade the customer to select
a particular service provider (Edvardsson,
1994).

He also suggested that the service
package (Box 4.7) should have four elements
(Payne and Clark, 1995). The notion of a core
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Box 4.7. Grönroos’s service package.

1. Develop the service concept to enable the
core and support services to be designed.
2. Develop an augmented service of inter-
actions between provider and customers.
3. Manage the image to support and enhance
the augmented service.
4. Decide on the degree of customers’ partici-
pation and service accessibility.



and support service concept is an adaptation
of Normann’s (1991) core and peripheral ser-
vices, which differs from augmented services.
The example in Table 4.3 illustrates these
concepts.

Due to the close relationship of the
Nordic school of service quality with the
industry, Grönroos (1990b) looked at service
management principles in detail (Table 4.4).

Grönroos’s six principles display a strong
leaning towards the commercial sector of the
service industry, but as tourism and leisure
have a high percentage of facilities and
attractions run by the public and voluntary
sectors they would need some adaptation. To

encompass these sectors, minor changes such
as less emphasis on profit would be required.

Grönroos (1990c) agreed with the
empowerment of front-line staff, suggesting
that the interaction between them and the
customers can be used as ‘moments of oppor-
tunities’ to form relationships, to market the
organization’s services and to collect valuable
data. Apart from forming relationships with
customers, other methods for monitoring the
service are not stated (see Table 4.4).

Grönroos (1994) reflected on the service
delivery processes and suggested that the
mass production and standardization of
Taylorism are inappropriate, but many fast-
food companies have successfully adopted
these strategies.

Grönroos (1994) stated that services
require ‘Teamwork, interfunctional collabora-
tion and interorganizational partnerships’, for
successful service delivery that satisfies the
customers. He maintained that this is different
from a TQM culture, as the marketing func-
tion is left out by that approach.

Grönroos’s model (Fig. 4.1) is based on
the impact of the technical quality (the ‘what’),
measured by customers in an objective
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Service Examples

Core service
Support or
peripheral
services
Augmented
services

Play, theatre building and seats
Booking office, programmes,
bar, car park

Pre-theatre dinner; or pre-
production talk

Table 4.3. Examples of core and support service
concept: theatre services.

Principle Theme Remarks

1.

2.

3.

4.

5.

6.

The profit
equation and
business logic

Decision-
making
authority
Organizational
focus

Supervisory
control

Reward
systems

Measurement
focus

Customer-perceived service quality drives
profit

Decision making has to be decentralized
as close as possible to the organization–
customer interface
Organization has to be structured and
functioning so that its main goal is the
mobilization of resources to support the
front-line operations
Managers and supervisors have to focus
on the encouragement and support of
employees
Production of customer-perceived quality
has to be the focus of reward systems

Customer satisfaction with service quality
has to be the focus of measurement of
achievements

Decisions on external efficiency and
internal efficiency (cost control and
productivity of capital and labour) have
to be carefully integrated
Some strategically important decisions
have to be made centrally

May often require a flat organization
without unnecessary layers

As few legislative control procedures
as possible, though some may be
required
All relevant facets of service quality
should be considered, though all cannot
always be built into a reward system
To monitor productivity and internal
efficiency, internal measurement criteria
may have to be used as well; the focus
on customer satisfaction is, however,
dominating

Table 4.4. Six principles of service management. (Source: Grönroos, 1990b.)



manner, and functional quality (the ‘how’),
measured by customers subjectively. Cus-
tomers’ interaction with staff and other
customers has a crucial impact on their judge-
ment (Grönroos, 1984). From Grönroos’s
empirical research, functional quality was
found to be very important when customers
judged the perceived service – unlike the
third part of the model, image, which is
secondary and affected by tradition, word of
mouth and traditional marketing activities
(Grönroos, 1984).

This model is very relevant to the tourism
and leisure industry, as many of the services
are performed in front of the customers (e.g.
sports injuries clinic). The image will have
helped them to formulate their expectations of
the service but the technical and functional
qualities will contribute to their perceptions.

Levitt (1972) and Wright (1995) proposed
improving the total quality of service delivery

by the introduction of technology. Grönroos
(1984) found that if this is done in isola-
tion from the functional quality, customer per-
ception of quality will not improve. Since the
technical quality can be replicated by other
companies, there is no competitive edge from
this strategy.

Grönroos’s original model of 1982
evolved into the ‘total perceived quality’
model (Fig. 4.2), which was developed further
by other members of the Nordic school:
Sandelin (1985) and Lehtinen (1985). The
new model takes a holistic approach in which
the expected quality is affected by external
factors such as customer needs and word of
mouth from others. The extended model is
still appropriate to the tourism and leisure
services.

This concept has similarities to the
US school of service quality management
(Zeithaml et al., 1990) and Grönroos agreed
with them that customers break down ser-
vices into the following dimensions: tangibles,
reliability, responsiveness, empathy and assurance
(to be discussed later in this chapter); but he
added a sixth dimension: ‘recovery’ (Lewis,
1995), which is the ability of an organization
to rectify mistakes in an appropriate way
(as judged by the customer) and which can
improve customer perceptions of the service
provider. Tour operators have sometimes not
appreciated the significance of appropriate
service recovery strategies and have found
themselves on television consumer program-
mes having to justify not only poor service
but also insufficient compensation. Negative
comments impinge on an organization’s
image, whilst a customer who has had a bad
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Total quality

Image
(corporate/local)

Technical quality
of the outcome

What?

Functional quality
of the process

How?

Fig. 4.1. Grönroos model: two service quality
dimensions. (Adapted from Grönroos, 1990a,
p. 38.)

Expected
quality

• Market
• Image
• Word-of-mouth
• Customer

Total quality

Image

Technical quality
What?

Functional quality
How?

Total perceived quality

Fig. 4.2. The total perceived quality model. (Adapted from Grönroos, 1988, cited in Grönroos, 1990a.)



experience but has been recompensed at an
appropriate level will generally express posi-
tive comments to others. Potential customers
feel that if there was a problem this is a com-
pany that would try to do something about it
and are therefore not deterred from using that
company.

In none of his work did Grönroos allude
to the measurement of service quality, except
to reiterate that a customer-oriented approach
is needed (Grönroos, 1990b). Box 4.8 lists
Grönroos’s criteria for good service, which
gives some indication of appropriate mea-
surements and places them in relation to the
total perceived quality model (see Fig. 4.2).
The lack of a measurement tool was a criticism
of the original quality writers by the authors
and this can also be said of Grönroos.

E. GUMMESSON. Grönroos’s theory was not
developed further on its own but became
integrated with Gummesson’s (Gummesson
and Grönroos, 1987). Gummesson’s 4Q model
(Fig. 4.3), unlike Grönroos’s, was transferred
to the service sector from manufacturing
(Payne and Clark, 1995). Gummesson (1988,
1989) devised his quality model to apply to
goods as well as services, defining quality
by uniting Crosby’s ‘conformance to require-
ments’ with Juran’s ‘fitness for use’.

Gummesson (1988, 1993) gave three
quality maxims, the first being ‘quality pays’,
again echoing Crosby (1979) that poor quality
costs money in reworking the task and there-
fore following Crosby’s ‘zero defects’ theory.
Gummesson was more realistic than Crosby,
as the second maxim made allowances for
occasional mistakes happening, especially
those outside the organization’s control. The
third maxim was to have quality prevention
systems in place ‘to give early warning signs’
of mistakes or delays.

According to Grönroos (1990a), Gum-
messon’s 4Q model looks at quality from the
view that everyone contributes to quality
and there are a number of different sources
of quality. The model combines customer ori-
entation with process orientation, applicable
to manufacturing as well as service delivery
(Edvardsson, 1994). There are four sources
of quality: (i) design quality: the goods or
services are designed to meet the needs of
the customer; (ii) production quality: referring
purely to manufacturing aspects of the service
production system such as those found in
the fast- food industry (Gummesson, 1993);
(iii) delivery quality: consistently meeting
the standards promised to customers; and
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Box 4.8. Grönroos’s criteria of good perceived
service quality. (Adapted from Edvardsson,
1994, p. 86, cited in Grönroos, 1990b.)

Outcome-related criteria
1. Professional and skills

Process-related criteria
2. Attitudes and behaviour of contact staff
3. Accessibility and flexibility of the service
provider
4. Reliability and trustworthiness for the best
interest of the customer
5. Recovery immediately when something
goes wrong

Image-related criteria
6. Reputation and credibility, value for money
and good performance

Image

Customer
quality

Expectation Experience

Design

Production and
delivery

Relational

Outcome

Fig. 4.3. Gummesson’s 4Q model. (Adapted from Edvardsson, 1994, p. 34.)



(iv) rational quality: this includes the inter-
action between front-line staff and the cus-
tomers, but Gummesson expands the concept
to all interactions within the organization.
As with Grönroos’s theories, Gummesson
expounded the virtues of TQM philosophy
but without addressing the pragmatic issues
that tourism and leisure practitioners would
face when trying to manage facilities in line
with these concepts.

Gummesson (1989) stated that the
generic features of service quality manage-
ment are production, delivery and marketing.
He considered services to be the ‘leftover’ of
production, whose productivity cannot be
increased or automated with the introduction
of technology and cannot be substituted for
goods. He suggested (Gummesson, 1993):

. . .we can buy a CD player and a disc that
will give us access to any world class
orchestra and singer at our convenience in
our homes. But they are goods, not services.
As Norris wrote in 1941: ‘Goods are wanted
because they can perform services’.

The support for Levitt’s (1972) theory of
industrialization of service seems to be
incompatible if it can be said of the character-
istics of the service that ‘intangible, non-
standardized and service consumption are
closely intertwined with production’ (Gum-
messon, 1994). However, when Gummesson’s
(1993) theory of pure service being leftovers is
put in context, this is valid and can be seen
in the travel context. Many people now book
airline tickets or buy books over the Internet
and the use of this home-based technology
means that they can bypass high-street service
providers.

As an advocate of the customer-oriented
approach, knowing what the customer wants
and needs was paramount to Gummesson
(1993); unlike other writers in the manufactur-
ing sector, he questioned whether it is possible
to measure service productivity numerically.
The argument was that all quantitative
methods have severe deficiencies and he
went on to compare (Table 4.5) quantitative
with non-quantitative assessment of service
performance (Edvardsson, 1994).

The use of Gummesson’s easier output
performance indicators is readily found in

public sector leisure services monitoring,
where measurement of effectiveness of
services has been considered, but the
methodology of how to do this is still
evolving.

Gummesson (1985, 1989) questioned the
relevance of market research using sampling
techniques and suggested that personal con-
tacts are far more important. This is similar
to Grönroos’s reliance on building relation-
ships between staff and customers (moments
of opportunities).

Gummesson (1989) gave service practi-
tioners a series of nine lessons (Box 4.9) in
applying his theory. Both Gummesson’s
‘Nine Lessons’ and Grönroos’s ‘Principles of
Service Management’ have areas of similarity
(e.g. empowering the front line). Grönroos
concentrated on the employees and struc-
turing the internal organization to support
them. Although Gummesson did not neglect
this, a much wider approach was taken,
encompassing redesigning the process and
changing the culture of the organization.
Deming (1986) had previously advocated this
type of strategy.

Gummesson also acknowledged the
influence of manufacturing quality tools and
techniques within the service sectors and the
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Service productivity
(easy to measure)

Service quality (difficult to
measure or not measured)

Number of patients
a doctor can treat
per hour

How many got better?
How about burnout among
doctors?

Number of students
a teacher can handle
in a classroom

How much did they learn?
How about burnout among
teachers?

Garbage collection:
how many
households can be
handled per hour

How well was it done?
Complaints?
Injuries and other health
hazards among the
workers?

Short-term sales
performance by an
employee in a shop

The employee’s ability to
produce a sustained
relationship with a
customer

Table 4.5. Methods of measuring service
quality. (Source: Gummesson, 1993.)



problems this can cause. He also highlighted
the reliance of all service organizations on
information technology and its importance
to the service delivery process (e.g. hotel
and theatre booking systems). He did not
give tourism and leisure practitioners clear
answers on how to measure service delivery
outcomes but went some way in explaining
the limitations of a range of methods in
existing practice.

As previously stated, both models were
eventually integrated rather than developed
individually.

INTEGRATION OF GRÖNROOS AND GUMMESSON

MODELS. A number of writers – Burca
(1995), Edvardsson (1994) and Grönroos
(1990a) – suggested that this integration of the
two theories had taken place because they
both have managerial implications.

As Gummesson’s 4Q model had been
devised for goods as well as services, two
elements needed refining: production and
delivery quality, to accommodate the service

characteristic of inseparability. It has been
acknowledged by them (Gummesson and
Grönroos, 1987) that in bringing together two
different approaches (Fig. 4.4) Gummesson’s
design quality would have to set the founda-
tions and produce benefits for Grönroos’s
technical quality.

A feature of the joint model in Fig. 4.4
is the interaction/non-interaction theory
with visible and invisible parts of the service
delivery process. The approach is that even
the non-interactive parts of the process
influence the total outcomes (and, therefore,
customers’ perceptions) and should be
considered in the process design, as also seen
in Chapter 8. The managerial implications of
this to the tourism and leisure industry are
that a customer-oriented interaction approach
should be adopted by all areas of the organiza-
tion (Burca, 1995). This concept is illustrated in
Fig. 4.5.

Since this model evolved, both
Grönroos and Gummesson have furthered
their research into the importance of service
encounters and this has led to the marketing
paradigm shift into relationship marketing
(Gummesson, 1995). This topic is outside the
scope of this book.
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Box 4.9. Gummesson’s nine lessons on
service quality. (Source: Gummesson, 1989,
pp. 83–87.)

1. Pick out the relevant approaches and
techniques from quality management in manu-
facturing but beware of the others.
2. Service quality has to be approached at two
different stages:
• Process quality
• Outcome quality
3. Service design is required.
4. Pursue a zero defect strategy and combine it
with the junkyard strategy: when errors occur be
prepared to solve them quickly and smoothly.
5. Empower the front-line employees.
6. When service organizations hide behind
outdated values of authority and monopoly,
quality never develops.
7. Convert administrative routines into internal
services known as process management.
8. Quality of computer software is crucial for
quality of services.
9. Combine the management aspects of
product quality, service quality and computer
software with customer perceived quality into
holistic quality.

Design quality
Production qualitya

Delivery qualityb

Relational quality

Technical quality

Functional quality

Image
Experiences
Expectations

aInvisible/visible
  Non-interactive/interactive
bOwn/subcontracted

CUSTOMER
PERCEIVED
QUALITY =

CUSTOMER
SATISFACTION

Fig. 4.4. The Grönroos–Gummesson integrated
quality model. (Source: Gummesson and Grönroos,
1987, p. 15.)



In summary, the Scandinavian school
of service quality considers personalized ser-
vice to be an essential component of service
delivery, and a relationship with a customer
is required. The extent of this relationship
is reflected in the quality of service offered.
These notions would be rejected by some
sections of the tourism and leisure industry,
such as budget hotels that have no staff
on duty, and fast-food outlets. The exchange
of thoughts between academics and prac-
titioners is one of the foundations on which
this school was established and the writings
of Grönroos (1988, 1990a) and Gummesson
(1988, 1989) corroborate this.

US school of service quality

Commonality between the service quality
schools of Scandinavia and the USA is
generally in the area of basic concepts rather
than practical application (e.g. a customer-
oriented approach is common to both).

The US school’s foundations came from
the original American quality writers, which
resulted in a narrow focus when transferring
theories to the area of service. Juran’s theory
of fitness of use (Juran and Godfrey, 1999)

was interpreted by the service sector as still
adequate service quality by offering similar
or identical services. The global success of
American fast-food and hotel chains was
confirmation that this strategy is effective
(Segal-Horn, 1994).

As early as 1972, Levitt wrote about
service and service characteristics. Any notion
of service being ‘one individual administering
to another under highly variable conditions’ is
dismissed. Levitt’s main theory is the intro-
duction of technology and industrial practices
to eliminate discretion, ‘the enemy of order,
standardization and quality’ (Levitt, 1972).
Due to the number of people involved in
services, Levitt admitted that mistakes can
happen; the solution is the introduction of
manufacturing techniques. Customers were
not prominent in his approach to service qual-
ity management and therefore these theories
have limited relevance to tourism and leisure
practitioners (Levitt, 1976).

In the 1980s, a standardized service
delivery took on a more customer-focused
approach, especially in the US public sector
(Osbourne and Gaebler, 1992). This was aided
by the development of blueprinting and the
introduction of information technology.
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Supporting part

Technology and
systems know-how

Systems support

Managers and
supervisors

Management support

Supporting
functions and people

Material support

Interactive part

Systems

Human resources

(Salespeople and
contact people)

Physical
environment

(Physical/technical
resources)

I
N
V
I
S
I
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S

Fig. 4.5. A customer-oriented interaction approach. (Source: Grönroos and Gummesson, 1986, p. 23,
cited in Burca, 1995, p. 411.)



Blueprinting was introduced by G.L.
Shostack (Grönroos, 1990a) to simplify
the management of the service system
(Kingman-Brundage, 1992). It is a method of
producing flow charts to enable the service
to be designed as a systematic process in
a chronological order. It allows for the pro-
duction and delivery processes to be placed
within the context of the amount of partici-
pation required from staff and customers
(Shostack, 1987). Due to the inseparability of
service production from consumption, plus
the concept of customers seeing and even
participating in the delivery (e.g. a self-service
café), this became known as the Service Factory
(Chase and Garvin, 1989). Blueprinting is
found in the commercial sectors of the tourism
industry (e.g. hotels and food outlets) (see
Chapter 8 for more details).

Both blueprinting and service mapping
techniques allow for fail points to be itemized
and service recovery steps to be designed
into the service system (Edvardsson, 1994).
The American school of service quality man-
agement theorists do not entirely agree with
Crosby’s zero defects concept, as fail points
and service recovery initiatives can be found
throughout the literature (Hart et al., 1990;
Berry, 1995; Zeithaml and Bitner, 1996).

Utilization of standardization techniques
via technology and adaptation of manu-
facturing processes are available to all service
organizations and have become recognized
practice in the US tourism sector. Grönroos
(1984) observed, therefore, that competitive
edge is only possible where distinctions occur
in staff/customer interactions. An alternative
strategy to standardization adopted by some
service organizations is to deliver the service
to a level higher than the customer was
promised or expected (Chase and Hayes,
1991; Scheuing, 1996).

American tourism practitioners are mov-
ing away from totally scripted encounters and
standardized global services; together with
the US school of service quality, theorists have
become much more customer oriented. This
has led to the development of instruments
to measure customer satisfaction with the
service offered (Parasuraman, 1995). These
initiatives are still being influenced by

Deming, as the data outputs from these
instruments are quantitative (Oliver, 1980;
Knutson et al., 1990; Cronin and Taylor, 1994).

The gap analysis model (Parasuraman
et al., 1985), known as SERVQUAL (Parasura-
man et al., 1988) (see Chapter 13) is dominant.
It is not specific to service quality manage-
ment: the theory of satisfaction gap had been
used previously when considering factors
that lead to social unrest (Davis, 1962).

SERVICE QUALITY THEORIES OF ZEITHAML, PARASURA-

MAN AND BERRY. Service quality is simply
defined by Zeithaml, Parasuraman and Berry
as excellence, and this is determined by the
extent of discrepancy between customer
expectations and their perceptions (Zeithaml
et al., 1990). This coincides with the definitions
given by Peters (1987) and Wyckoff (1992).
Deming’s (1986) and Crosby’s (1979) confor-
mance to specification is the basis of their
definition, but it is adapted to include
customer perspectives (Berry et al., 1988). The
pursuit of excellence is justified as a profit
strategy (Berry and Parasuraman, 1994; Berry
and Schneider, 1994) but it has to be achieved
‘day after day and customer after customer’
(Berry, 1995).

From later research, it was found that
customers had a range of quality levels that
were agreeable to them, known as the ‘zone
of tolerance’ (Parasuraman et al., 1991b; Berry
and Parasuraman, 1994). Their desired level of
quality is formulated from what customers
think it should be, and they also have a lower
level of quality: the adequate or acceptable
level. Although being lower, it is still within
the range of tolerance. The latest version of
the SERVQUAL model is said to be able
to measure customer zones of tolerance
(Parasuraman, 1995).

The ability to know the lower but
satisfactory level of service delivery quality
would enable tourism and leisure providers,
especially the public and voluntary sectors, to
reduce costs by saving on resources.

Zeithaml, Parasuraman and Berry have
been consistent with other writers in agreeing
the basic characteristics of service but believe
that the inseparability characteristic is not
constant, especially in organizations with low
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customer/staff interaction. When confronted
by a problem, these organizations have to
move to high levels of interaction as a person-
alized service will be required (Berry et al.,
1988).

Zeithaml, Parasuraman and Berry
expanded the abstract characteristics of
service by carrying out research into factors
important to customers. The first phase of
their research identified the ten determinants
of service important to customers (Berry et al.,
1985). These were later refined to five.

Reliability, an outcome of service, was
subsequently found to be the most important
dimension to customers (Berry and Para-
suraman, 1994). The four others are process
dimensions of tangibles, responsiveness, assur-
ance and empathy (Berry et al., 1988; Berry and
Schneider, 1994). Grönroos, as previously
mentioned, added ‘recovery’ as a sixth
dimension but this is extraneous, as it is
a factor of the responsiveness dimension.
These dimensions are seen as generic to all
services and therefore applicable to those
offered by operators of tourism and leisure
facilities.

Zeithaml, Parasuraman and Berry sub-
scribed to the ‘service quality expectations
equal perceptions’ formula for customer satis-
faction, with only customers able to judge
service quality, and it is the basis of their
SERVQUAL model (Berry et al., 1990). These
judgements should include the process as well
as the outcomes of the service quality, though
this is seen as difficult for the customers to
do. They suggested that the use of their five
dimensions of service should help (Zeithaml
et al., 1990; Berry, 1995). This view is not
supported by others (Cronin and Taylor,
1994; Buttle, 1996) as research has shown
that customers’ judgements of a process
can overlap from one dimension to another.
For example, the poor state of the toilets
was placed under two dimensions (tangibles
and reliability) by some customers of an
amusement park (Williams, 1997b).

One disagreement between the two
schools of service quality is based on the
validity of quantitative research methods to
ascertain whether or not customers are satis-
fied with a service. Although the SERVQUAL

model produces quantitative data, the use of
qualitative data as well to obtain customer
feedback is advocated (Berry, 1995). The gen-
eration of quantitative data is predominant in
the tourism and leisure industry and tools that
aid its collation are welcomed.

The SERVQUAL model has been applied
for over 15 years in the US financial sector
(Parasuraman et al., 1985) and subsequently
made available to the remainder of the
service sector. There are many instances of
SERVQUAL being adapted for use in tourism
and leisure-related fields (see Chapter 13).

Zeithaml, Parasuraman and Berry took a
holistic approach to improving service quality
by changing the organizational culture, from
the top managers to operational staff (Berry
et al., 1988). This echoes Crosby’s (1979) and
Feigenbaum’s (1991) point of view.

To achieve this cultural change, they rec-
ommended the application of the SERVQUAL
model, service mapping, staff training, etc.
Reservations were expressed with regard to
the overuse of service recovery systems, as
Crosby’s ethos of ‘do it right first time’ was
advocated (Berry et al., 1990; Zeithaml et al.,
1990; Berry and Parasuraman, 1994). They
suggested that part of the service recovery
initiatives should be to empower front-line
staff to deal with customers’ complaints. This
is an area in which the two service quality
schools have similar theories (Berry et al.,
1990; Berry and Parasuraman, 1992). Empow-
erment of front-line staff is not implemented
in many tourism and leisure organizations;
this is partly due to the use of low-paid
temporary seasonal and casual staff in
these positions. To empower staff, training is
required and organizations are not prepared
to invest in temporary personnel.

Berry and Parasuraman (1992) consid-
ered that there should be two levels of service
quality strategies. The first level covers the
strategies needed to raise customer aspira-
tions of the service offered. This strategy goes
beyond customers’ expectations and is known
as the ‘service surprise’ (Berry et al., 1985,
1990).

The second level of quality strategies
was devised so that organizations can attain
excellence by continuous improvement.
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These strategies include initiating service
quality information systems to enable service
performance to be reported, especially the
impact on profit of poor service. The need
for continuous improvement strategies is
central to the original quality gurus’ theories,
whilst the costing of poor service is only
advanced by Crosby (1979) and Feigenbaum
(1991).

Berry and Parasuraman (1992) also dis-
cussed ways to improve the organization’s
image. This is the third dimension in
Grönroos’s model and is important when
customers are formulating their expectations
(Parasuraman et al., 1991c). They suggested
that seeking an externally examined quality
award not only promotes the organization’s
image but also improves its competitive edge
(Berry and Parasuraman, 1994). This is a strat-
egy that has been embraced by tourism and
leisure organizations from all sectors.

Standardization is a feature of the
American service industry but, unlike Levitt
(1972), Zeithaml et al. (1990) did not consider
that customer-oriented companies need to
standardize their service completely. Strat-
egies such as service mapping, previously
advocated, bring about a degree of standard-
ization, but these methods are regarded as
primary means for improving service (see
Chapter 8).

The main contribution of Zeithaml et al.
(1990) to service quality has been the develop-
ment of the gap analysis model SERVQUAL
that gives insights into organizational short-
falls over five gaps and the possible causes.
The model can be used for repeated quality
audits with customer and employee assess-
ments of a service (Parasuraman, 1995). Not-
withstanding that the model has a number of
critics, it has been applied to the service sector
in the USA, UK and Australia by both practi-
tioners and academics. It has also been
adapted for specific facilities within the
tourism and leisure industry. An in-depth
study of the SERVQUAL instruments can be
found in Chapter 13.

Differences between the Scandinavian
and US schools

Table 4.6 gives a comparative analysis of
the two schools of service management.
The difference in measurement techniques
indicates that two distinct approaches to
customer interaction and relationships are
present. The US school requires numerical
data to be generated, which tends to be a
management requirement of the tourism and
leisure industry. The Scandinavian school
rejects standardization of service and favours
the need for a more personalized service.
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Scandinavian school US school

Holistic approach to quality
Customer-oriented approach
Determinants of quality
Quantitative measurements of quality
Measurement of customer perceptions − customer
expectations = customer satisfaction (equals quality service)
Difficult for customers to judge service quality
Company image important in judgement
Process quality
Outcome quality
Teamwork important
Moments of truth important
Empowering front-line staff
Standardization of service
Quality as a profit strategy
Service sector orientation only
Relationship marketing

�

�

4 or 6
×
�

�

�

�

�

�

�

�

×
�

×
�

�

�

5
�

�

�

�

�

�

�

�

�

�

�

�

�

Table 4.6. Comparative analysis between the Scandinavian and US schools of service quality.
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Although the service quality models
from both schools are still being developed,
a second strand of service management
theory has evolved due to the prominence of
customer feedback. This cooperation between
customers and employees, plus the impor-
tance of building relationships, was devel-
oped into service marketing (Grönroos, 1989).
Performance was added by Zeithaml, Para-
suraman and Berry to the marketing mix
to accommodate the service sector (Zeithaml
et al., 1990; Berry, 1995; Zeithaml and Bitner,
1996). Brogowicz et al. (1990) suggested that a
consensus has developed between the two
schools.

Conclusion

As already stated, when trying to apply the
theories and concepts discussed in this chap-
ter to the leisure and tourism industry there is
a need to be aware of their limitations. For
example, Deming’s service characteristics do
not take into account the diverse nature of
tourism and leisure experiences, as they focus
on transaction analysis. These characteristics
are especially irrelevant to those experiences
provided free of charge by the not-for-profit
sectors of the tourism and leisure industry.

SPC, advocated by both Deming and
Juran, whilst having many advantages in

monitoring quality in fast-food outlets, would
be difficult to implement throughout the
sector as few managers have the necessary
statistical background.

The main lessons that can be learnt from
both the original quality theorists and the two
service quality management schools is that an
organization must take a holistic approach
to quality management (i.e. every functional
area involved) and that the only appropriate
target or goal is working towards continuous
or continual improvement of the service.

The two service quality management
schools see that it is imperative to know what
the needs of the customers are and for this
information to be included when organiza-
tional decisions are being made. The area
of dispute between the two schools is whether
or not to collect information on customer
needs and satisfaction by quantitative means
or qualitative. Most research is now pointing
to the advantages of using a number of
complementary methodologies which is
leading to an eradication of any major dif-
ferences between the US and Scandinavian
schools’ approach to managing service
quality (Chapter 13 discusses the issue of
data collection in detail).

Another issue of great importance to
practitioners, as well as being the focus of
academics, is how do customers judge
quality? The next chapter discusses this
in depth.



5
Customer Satisfaction

This chapter sets out to clarify how quality is
judged by customers and monitored by an
organization. If we can understand how this
occurs, then it is easier to develop quality sys-
tems, tools and techniques to give accurate
data to organizations searching for continu-
ous improvement, customer retention, etc.
Satisfied customers are more economical to
an organization as they not only generate
repeat business but they will also recommend
the service to others.

The lack of a definitive definition of qual-
ity (see Chapter 4) gives some indication of the
difficulty of measuring customer satisfaction
and therefore setting standards.

The definitions of quality and service
quality that are considered relevant to the
service industry all place the customers, both
internal and external to the organization,
centrally in the appraisal of the service
or products being delivered (Crosby, 1979;

Parasuraman et al., 1985; Peters, 1987;
Garvin, 1988; Juran, 1988a; Feigenbaum, 1991;
Wyckoff, 1992).

The notion of customer needs being
important is a recent attitude in the public
sector of the tourism and leisure industry.
A range of other people may be interested
in the service delivered, including council
tax payers or donors to voluntary organ-
izations, and they are known as ‘stake-
holders’. Their interaction with the organ-
ization is considered in Chapter 3, but
this chapter concentrates on users of the
services.

Service Quality and Customer
Satisfaction

The customer could judge the quality of
the service delivered as ‘good’ but they
may not have had satisfaction from the
experience (Randall and Senior, 1996).
Crompton and MacKay (1989) submitted the
premise that satisfaction and service quality
are not the same thing, stating: ‘Satisfaction
is a psychological outcome emerging from
an experience, whereas service quality is
concerned with the attributes of the service
itself.’ Parasuraman et al. (1988) agreed but
stated that customers use the same criteria
to judge both, as the two are interrelated.
Oliver (1997) alluded to the differences in
how customers judge service quality and
customer satisfaction (Table 5.1).
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On completion of this chapter it is expected that
you will be able to:

• understand the difference between service
quality and customer satisfaction;

• appreciate how judgements on service
quality and customer satisfaction are formu-
lated and what can influence them;

• understand how heterogeneity of individu-
als, both front-line staff and customers,
impacts on customer satisfaction and its
significance to global operators;

• explore customer dissatisfaction.



Peters (1987), Normann (1991) and
Anderson and Fornell (1994) considered that
service quality is too subjective for customers
to formulate their own judgements. Edvards-
son (1994) also considered that the judgement
of services has an element of subjectivity
and that it is modified by customer socio-
economic variables (e.g. income level).

Gummesson (1994) did not condemn
customer judgements but suggested that the
organization’s interpretation of them may be
faulty:

Yet we know that asking the customer, par-
ticularly through structured questionnaires,
only reveals a superficial layer of attitudes
and behaviour, not the roots. We accept a
customer’s statement as a phenomenological
fact, but the interpretation is loaded with
uncertainties.

Customer Satisfaction

Most of the service quality management
writers have considerable difficulty in under-
standing how customers judge services. This
is important to the leisure and tourism practi-
tioner, because until this is known it is
not possible to develop methods to assess
customer satisfaction.

One of the original service quality theo-
ries is that customers are satisfied when their
judgement of the service they have received
(perception) equals or exceeds what they
expected:

Customer satisfaction (CS) =
Perceptions (P) = Expectations (E)

This is known as the gap analysis theory
(Zeithaml et al., 1990) or Oliver’s expectancy–
disconfirmation (Anderson and Fornell, 1994;
Oliver, 1997).

Oliver’s theory (Oliver and De Sarbo,
1988) has three potential satisfaction levels:

• Negative disconfirmation occurs when
the service is worse than expected.

• Positive disconfirmation occurs when
the service is better than expected.

• Simple confirmation occurs when the
service is as was expected.

It has been questioned whether or not
customers assess satisfaction in these terms
(Crompton and MacKay, 1989; Buttle, 1996).
Cronin and Taylor (1994) suggested that
there is no research to support this premise.
Although many writers are convinced that
there is an interrelation between service qual-
ity and customer satisfaction, Berry (1995)
pointed out that measuring the elements of
service is not the same as measuring custom-
er expectations and perceptions (Box 5.1).

Whilst the debate on whether or not
service quality and customer satisfaction
are interrelated is academic, these underlying
theories have consequences for the validity of
measuring tools that have been developed for
practitioners to use. Two indicators of cus-
tomer satisfaction are the Swedish Customer
Satisfaction Barometer (SCSB) and the Ameri-
can Customer Satisfaction Index (ACSI). SCSB
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Box 5.1. Example of measuring service quality.

Monitoring elements of service delivery can be an internal event without involving the customers. An
example most frequently encountered is the service standard of answering the telephone within a certain
number of rings. Electronic telephone equipment can easily monitor the performance achieved. While the
telephones may be answered 100% of the time to the set standard, it is frequently observed that customers
are left standing at reception desks, box offices, etc. as they are not considered to be part of this process.
Although a set of data would be produced by the telephone monitoring equipment, customer perception
of the service cannot be accessed by this method.

Service quality Customer satisfaction

Evaluated using
specific clues
Based on perceptions
of ‘excellence’
Cognitive

Evaluation more holistic

Based on needs

Emotional

Table 5.1. Customer judgement of service
quality and customer satisfaction.



measures overall satisfaction via customer
expectations and perceptions of quality
(Johnson, 1995); and ASQI measures the
same plus value for money (Rosenberg, 1996).
Visitors to free-entrance facilities (museums
and art galleries) have been known to state
that their experiences were not value for
money, which is indicative of them including
the costs incurred in travelling to the site.

Tourism and Leisure Satisfaction

Swarbrooke and Horner (1999) used the term
‘tourism quality jigsaw’. They stated that the
individual components of the tourism prod-
uct are different in size but are of equal
importance to the tourist (e.g. weather,
in-flight services, bars and restaurants,
shopping opportunities).

Customer satisfaction is impinged upon
by all aspects of the service delivery processes
(encounters with staff; tangible elements;
time it takes the service to be delivered and
whether or not it has been delivered correctly)
as well as the outcomes of the experience.

Arousal Levels

One of the main satisfaction elements within
the tourism product, in the opinion of
Swarbrooke and Horner (1999), is arousal.
This can be found on a continuum
from too little to too much, together with
its consequences (Fig. 5.1).

The initial selection of a holiday desti-
nation should form the basis for the correct
arousal level. Others take a different point of
view; they consider ‘arousal’ to be of a higher
order than ‘satisfaction’ and that it can occur
in many, if not all, service interactions. Their
premise is that arousal is necessary to achieve
‘delighted’ consumers (i.e. exceeding custo-
mer satisfaction levels). Swarbrooke and

Horner’s (1999) research is based on two
leisure experiences: a zoo and a symphony
concert. To leisure practitioners these are two
areas where arousal would be considered as
part of the basic service – the thrill of seeing
the animals and the emotion of the music. To
paraphrase Mosscrop and Stores (1991),
‘Quality in Tourism and Leisure is the experi-
ence of knowing you’ve had a good time.’

The ‘good time’ experience of some
customers could be a mediocre or bad time
for others. The component of the tourism and
leisure experience that has caused the overall
feeling of a bad time may be external to the
organization, such as transportation, other
customers or members of the customer’s own
group, or even themselves. The interaction
of all or some of these factors can create the
perception of a bad experience. Swarbrooke
and Horner (1999) noted that gamblers were
dissatisfied with the resort of Las Vegas when
they did not win.

Liljander and Strandvik (1997) commen-
ted that emotions play a part in being satisfied
but those emotions need not be all positive.
They cited Arnould and Price’s (1993) work
concerning high satisfaction caused by
positive and negative emotions combined
(e.g. watching horror films, or taking part in
white-water rafting).

Customer Satisfaction in Multinational
Organizations

The spread of service organizations through-
out the world can be readily observed and
tourism and hospitality companies are amon-
gst the most prolific (e.g. theme parks, hotels,
aquariums, fast-food outlets). The search for
continuous improvement and customer satis-
faction still has to be pursued in sometimes
very different operational environments.

The transferability of a standardized
service across the globe is reliant on the notion
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Fig. 5.1. Arousal level continuum.



of ‘cultural homogenization’, that is, the
same market segments throughout the world
require the same services. Segal-Horn (1994)
suggested that there is some foundation to this
debate, hence the success of companies like
McDonald’s.

It should be noted that in practice even
standardized products and services are modi-
fied to meet the needs of the local community.
In fast-food outlets, changes might be made to
the amount of seasoning to suit local tastes, or
items might even be removed from the menu
if the main religion of the country forbids it.
The ban on alcoholic drinks by Disney at its
theme parks was lifted at Disneyland Paris to
accommodate the French custom of drinking
wine with meals.

In transnational hotel chains, customers
select the same service provider to reduce risk
by gaining a similar experience as they travel
throughout the world. At the same time the
organization will have to adapt some ele-
ments of the operations to accommodate the
local culture (e.g. not serving alcohol or pork).
A number of organizations import senior staff
from their parent company particularly at the
start of operations (e.g. Disneyland Paris) to
try to ensure that service delivery systems are
correctly adapted.

Another problem of transnational opera-
tions, highlighted by Varva (1998), is one
of translating centrally produced question-
naires. The sense of the question can be totally
lost if a direct translation is carried out. The
word ‘leisure’ is almost unknown to the gen-
eral public in The Netherlands, where this
concept is called ‘free time’ or ‘recreational
recreation’.

A third element in the multinational
dimension is the fact that tourist attractions
and events attract many visitors from over-
seas. The Manchester Commonwealth Games
in 2002 is but one example and the Football
World Cup in 2006 will be another. Different
nationalities will expect different service
standards and if the service provider is not
aware of these needs, satisfaction levels will
be reduced. This applies to the participants
as well as the spectators with these major
multinational events.

The solutions to all three scenarios is for
organizations to carry out research so that

they know what their customers want and to
be familiar with the general working environ-
ment, customs, practices and legislation for
each country of operation and each cultural
group using or working in the facility.

Zone of Tolerance Theory

Customers’ subjective judgement as to
whether or not they are satisfied with the ser-
vice they have received is not as simple as a
yes/no answer. Satisfaction can be to a lesser
or greater degree, from ‘adequate’ through
‘desired’ to ‘delight’ (exceeding). Between
‘desired’ and ‘adequate’, Parasuraman (1995)
suggested, is the customer’s ‘zone of
tolerance’. Below ‘adequate’ the continuum
represents totally unacceptable levels of
service (Fig. 5.2).

Johnson (1995) gave instances of custom-
er expectations having an effect on the width
of the zone of tolerance. If customers perceive
that the activity has a ‘high risk’ (e.g. white-
water rafting) their zone of tolerance will be
very narrow; the same activity to someone
who is very familiar with it may be perceived
as a ‘low risk’ and therefore have a wider zone.
It is suggested that service providers can
manipulate these two extremes by giving
information as well as assurance. With some
spectator activities, even when no thought
is given to customer service, manipulation is
taking place (Box 5.2).

‘Delighting’ rather than just satisfying
the customer is seen to be a positive surprise
to the consumer. This strategy is increas-
ingly implemented by practitioners. The
implications for leisure and tourism prac-
titioners of knowing the zone of tolerance
of their customers is that they could reduce
the level of service, reduce their costs and still
satisfy them. Measuring these phenomena
is difficult and many managers resort to
trial and error especially in times of financial
constraints.

The individual components that con-
tribute to customer satisfaction, customer
expectations of what a service should be and
their perceptions of what they received, will
be considered next.
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Customer Expectations

Zeithaml et al. (1990) considered that the fac-
tors that influence customers’ formulation of
their expectations are word of mouth, personal
needs, external communications and past experi-
ence. Gummesson and Grönroos (1987) also
considered that the image of the organization
plays a part in the formulation of this
judgement.

Johnson and Mathews (1997) noted that
the expectations of a frequent user of a facility
would rely more on the influence of past expe-
riences than on other sources of information
(e.g. advertisements). Researchers have no
way of knowing what a first-time user’s
expectations are based upon. Dale (1994a)

suggests that ‘world class’ experiences are
used to formulate expectations, but Table 5.2
illustrates the problems of this for the tourism
and leisure industry.

The examples in Table 5.2 are extreme,
but customers’ past experience could be
via television programmes, especially for
first-time visitors who have no previous
experience. Museums and art galleries may be
judged against a virtual reality site rather than
an actual facility. Harrington and Lenehan
(1998) pointed out that some holidaymakers
have high expectations of the intangible
aspects of a service, which are rarely achieved
(i.e. a holiday becoming a ‘dream experience’).

Parasuraman et al. (1988) tried to set cus-
tomer expectations in context by suggesting
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Box 5.2. Football fans’ expectations of service (pre-Taylor Report).

Fans of football and other team sports are in many ways different from customers of other service organi-
zations. Sociologists refer to the ‘tribalism’ of team sports fans or suggest that they are part of a ‘fandom’
(Bale, 1989). It could be argued that football clubs prior to the Taylor Report (1989) manipulated ‘their
fans’ into thinking that they were in low-risk situations – their zone of tolerance was so wide that anything
was acceptable and nothing was unacceptable (e.g. poor toilets, poor catering facilities, inadequate safety
standards). The only ‘service standard’ the spectators were interested in was whether or not their team
won. Even after many British fans had experienced ultra modern overseas stadia, they did not include this
in their expectations of a UK professional football ground.

Customer
expectations

Customer
perceptions

Customer
satisfaction

levels

Pre-purchase During
purchase

Post-purchase

Delight

Desirable service

Satisfactory service

Unacceptable service

Zone of
Tolerance

Fig. 5.2. Zone of Tolerance theory. (Adapted from Parasuraman, 1995.)



that they are what an organization ‘should’
offer. Theoretically, this means that practitio-
ners require customers to have expectations of
what a three-star hotel should offer in order to
be able to judge another three-star hotel. This
may seem a reasonable request but it cannot
be guaranteed (Teas, 1993).

Parasuraman et al. (1993) stated that
expectations should be ‘normative standards’
and identified two norms for customer
expectation service standards: desired and
adequate service (Parasuraman et al., 1994).
Having different types of expectation stan-
dards had been considered by Boulding et al.
(1993) when they criticized Zeithaml et al.’s
(1990) previous theory that customer expecta-
tions were ‘one-dimensional’.

Miller (1977, cited in Randall and
Senior, 1996) said that there are four levels
of customer expectations: (i) ideal; (ii) pre-
dicted; (iii) deserved; and (iv) minimum
tolerance. Most of the methods for measuring
customer expectations and perceptions (e.g.
SERVQUAL, see Chapter 13) concentrate
on collecting data on customers’ ideal
expectations and the lower but acceptable
levels are ignored. For public sector leisure
and tourism organizations, knowing their
customers’ lower but satisfactory levels of
expectations would aid them in devising
service delivery specifications when the
organization’s resources are limited. Equally,

service providers have to be aware that cus-
tomer expectations are constantly changing.

Changes in Expectations

Customers are more aware of alternative
service providers than ever before, partly
because of the increase in the number of
organizations in the service sector. Also the
public, via various consumer programmes on
television, are not only aware of alternative
services but are also given information
regarding poor service providers. The ability
to purchase services on-line (e.g. air tickets)
means that the choice of service provider is
now global.

This is affecting the tourism sector at
present more than leisure. People still require
local providers for regularly used facilities
(swimming pools, aerobic or music classes).
Increased competition means that service
providers are not only escalating the standard
of their core service but also augmenting
their services (see Chapter 7). This leads to an
upward movement of customers’ minimum
tolerance levels (Lewis, 1995). For example,
tea-making facilities are now the norm in
overnight accommodation, including inex-
pensive bed-and-breakfast establishments.

Factors such as changes in population
demographics can affect the expectation of
the service provider’s clients. Demographic
changes mean that the population has a higher
proportion of older people in it. These people
are more discerning about service standards
than younger age groups; as well as having
higher expectations they expect to get ‘value
for money’.

The case study in Box 5.3 shows that
different levels of expectation can come about
when an organization’s image is included in
customers’ expectation judgement.
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Box 5.3. Case study: Expectations of users of a public sector golf course.

Research carried out at a golf course suggested that its customers did not expect to receive an excellent
service from a public sector organization. Comments were made such as, ‘They do the best they can in the
circumstances’ and, ‘Well, it isn’t a private course.’ They did not take into account the fact that the course
was run by contractors but they still had lower expectations than if they were going to play on a site
managed by the commercial sector.

Location (judged against) Best in the world

Leisure centre

Golf course

Amusement park

Sydney 2000
Olympics facilities
Open Golf
Championship course
Disney World

Table 5.2. World-class tourism and leisure
experiences. (Adapted from Williams, 1998.)



Customer Perceptions

The final part of the customer satisfaction
equation is their judgement of the service
they have received: their perceptions. Oliver
(cited in Taylor, 1997) defined customer
perceptions as ‘a comparison to excellence in
service by the customer’. It has already been
stated how difficult it is for practitioners
to know what ‘excellent’ is in the minds of
individual customers and whether or not it is
appropriate to judge a particular facility at
that standard.

It is often considered that customer
perceptions of a service are made at the end
of a service encounter. Zeithaml et al. (1990)
disagreed. They believed that there is an
endless potential for judgements to be made
during the service delivery process (as
customers generally have to be present) and
then once more at the post-consumption
stage. O’Neill et al. (1998) took the view that
all of these judgements are interrelated and
therefore a holistic approach to researching
customer perceptions is required.

Berry and Parasuraman (1994) consid-
ered that some services are too technical for
customers to judge whether they are being
carried out correctly and stated that organiza-
tions need to be fair when offering them (e.g.
passenger ferries). Berry (1995) and Grönroos
(1990a) both discussed the notion of ‘service
fairness’ and it would seem that an organ-
izational philosophy of conducting business
ethically must underpin the operational pro-
cesses in these circumstances.

As previously stated, Peters (1987),
Normann (1991) and Becker (1996) questioned
the accuracy of customer perceptions. It is
known that customer expectations are influ-
enced by past experiences and that previous
perceptions of the service contribute to this. It
is also well known that people’s memories are
not reliable. O’Neill et al. (1998) suggested that
exit surveys to ascertain customer perceptions
will give little information as to how they
will view the service some time later, when
considering repeating the experience.

To add to the complexity of customer per-
ceptions, Armistead (1994) outlined a range
of influences on this judgement:

• The purpose of the encounter. Although
tourism and leisure experiences could be
seen as being secondary to other aspects
of everyday life, they can be as signifi-
cant and, for some people, more vital.

• The importance the customer places on
the encounter. If someone has waited all
year for a 2-week holiday, that service
encounter is a major event to that cus-
tomer. Gummesson (1995) expanded on
Armistead’s ‘importance’ factor by sug-
gesting that customers buy ‘offerings’
rather than services. These offerings cre-
ate value to them (e.g. the dream of the
holidaymaker; the fitness gym providing
a healthier lifestyle).

• Perceived risk. There is always an
element of risk in purchasing an unseen
tourism or leisure experience. The
growth in multinational chains of hotels
and fast-food restaurants enables cus-
tomers to reduce that perceived risk.

• Costs involved. The effect that this will
have is directly related to the availability
of an individual’s disposable income.

Research by Chebat et al. (1995) indicated
that the mood of the customer could affect
their perceptions of the service, in particular
the interactive parts of the experience. It is
quite possible therefore for two individuals to
formulate totally different perceptions of an
identical service experience; this is in part due
to the subjective nature of their judgement
(Johnson and Mathews, 1997).

Schneider et al. (1998) found that
customer perceptions are directly related to
employees’ perceptions of the service and vice
versa. They suggested that, as employees are
internal customers of the organization, their
needs must be met. Their level of effectiveness
in delivering the service to external customers
is a direct result of how they have perceived
the service delivered to them.

Customer perceptions of a service are a
complex series of judgements made during
and at the end of the experience but are modi-
fied by a range of factors including their mood,
importance of the encounter, etc. The tourism
and leisure industry has to be aware of these
elements, especially when designing methods
of receiving feedback from customers.
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Dissatisfaction

Dissatisfaction occurs when customer per-
ceptions of a service do not meet their
expectations. There are numerous possible
causes but a few of these are: (i) research not
being carried out as to what customer needs
and wants are; (ii) external information (e.g.
advertising literature) giving false expecta-
tions to the customer; (iii) staff not given
adequate training to deliver the service as
specified; and (iv) financial objectives taking
priority, which, at the extreme, leads to
unsafe custom and practices (e.g. not closing
the bow doors on cross-channel ferries before
leaving harbour).

Research has indicated that in many
cases customer dissatisfaction came about as
a result of an organization’s failure to address
a complaint, rather than the original service
problem (Hocutt et al., 1997). It is therefore
imperative to design and instigate service
recovery techniques (see Chapter 8) to safe-
guard customer satisfaction.

It is interesting to note that when a rela-
tionship has developed with an organization,
a situation that would normally lead to dis-
satisfaction may not have that effect. Bolton
(1998) suggested that this is due to the

accumulative effect of previous encounters
that satisfied the customer, which then
reduces the impact of an unsatisfactory event.

Summary

Although customers of tourism and leisure
organizations are making judgements all the
time regarding their expectations and per-
ceptions of a service (before purchase, during
the delivery and after purchase), managers
in the industry must not underestimate the
difficulties in converting these judgements
into actual operational strategies.

Customer satisfaction is a complex
phenomenon to monitor, as it is a collection
of events and emotions, many of which are
outside the control of the service provider
(this is summarized in Fig. 5.3). Not least, the
heterogeneity of the customers has a major
effect on their subjective judgement of the
service provided. This is due to the fact that
many customers do not regard the offerings
of the leisure and tourism industry as just pro-
duction and service, but consider it as an expe-
rience which has value and real benefits to
themselves. Chapter 6 examines this in depth.
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Aspects that can be influenced by the organization 

Customer satisfaction occurs when 
perceptions meet or exceed expectations 

Aspects that can be managed by the organization 

Perceptions

Informed by the total experience

Service delivery 

Offerings or
‘bundle of attributes’   

Cost 

Appropriate arousal level 

Customers’ needs met
by the organization 

Importance of the 
experience to the customer 

The amount of risk the 
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Aspects that cannot be influenced

Pre-experience events 
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Customer’s mood 

Companions 
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Post-experience events
(i.e. meal in a restaurant 

on the  way home)

Expectations

Informed by

Past experiences 

Word of mouth

Customers’ needs and 
wants

Risk perceived 

Price 

Fig. 5.3. Factors influencing or attributing to customer satisfaction.



6
The Leisure and Tourism Experience

Introduction

Positive, enriching and rewarding leisure
experiences are essential aspects of life and
the role that leisure plays within health, the
environment, culture, education, urban and
rural generation and personal development
is well established.

(ILAM, 1999, p. 3)

More and more, today’s consumers want
their goods and services to be packaged as
part of a memorable experience.

(Ford and Heaton, 2000)

It has been argued that holidays represent
important positive experiences for people.

(Ryan, 1997)

[Leisure activities] can help to increase the
self-esteem of individuals; build community
spirit; increase social interaction; improve
health and fitness; create employment and
give people a purposeful activity; reducing
the temptation to anti-social behaviour.

(Coalter, 2002, p. 42)

Chapter 1 suggests that an important factor
in the management of service quality in the
leisure and tourism industry is the nature of
the product and service. The product and
service, as examined in Chapter 7, have a
number of characteristics that impact on the
management of quality. The management
of quality becomes especially important
given the significance of aspects of leisure
participation suggested by the quotations at
the beginning of this chapter. Chapters 1 and

7 highlight the mix of physical attributes of
tangible elements of the product, especially
the activity, and the process the customer
goes through to engage with them. This book
adopts the premise, highlighted in the ILAM
(1999) declaration above, that there is an
additional dimension to the leisure and
tourism product, the consumer experience,
and this is the focus of this chapter. We
established that the product, seen as an
activity and/or a setting, together with the
way in which it is managed or delivered,
creates and shapes the distinctive feature
of leisure and tourism – the customer
experience. The purpose of this chapter is to
extend the analysis of the product into its
experiential properties and to consider the
implications for the management of service
quality.
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On completion of this chapter it is expected that
you will be able to:

• appreciate the experiential properties of the
leisure and tourism product;

• understand the importance and meaning of
the leisure and tourism experience to the
consumer;

• examine the relationship between the
leisure and tourism experience and the
management of service quality;

• consider how certain approaches to service
quality can enhance the leisure and tourism
experience.



The Growing Importance of the Leisure
and Tourism Experience

The management of the leisure and tourism
experience, with implications for service
quality, is assuming greater significance as
the industry is growing in size, sophistication
and complexity. The industry is more global,
more specialist, more competitive and
more professional. The industry has a diverse
range of organizations and contexts and its
product development is becoming more
commodified and based on a multifaceted
experience. The relationship between the
industry and an increasingly differentiated
and demanding market is more significant.
Greater importance is attached to consumer
behaviour, customer expectations and per-
ceptions, the product/service mix, tech-
nology multimedia and customer motives,
satisfactions and benefits. Consumers are
discerning and demanding and increasingly
view leisure and tourism as more than a
product or service. As the Henley Centre
pointed out in two different reports: ‘. . .
increasingly who you are matters less than
how you feel at the point of consumption’
(Henley Centre, 1996, p. 2) and: ‘increasingly,
we are buying experiences rather than goods’
(Waterhouse, 2000).

A similar approach is evident in the
mission statements of leisure and tourism
organizations. For example:

Together we will create even better experi-
ences for our guests by offering authentic
American food and drink with a memorable
range of things to enjoy, wrapped up in A+
service, seasoned with fun.

(TGI Fridays)

Our mission is to deliver excellent value by
achieving a unique breadth of hospitality,
leisure, and drinks businesses, which bring
increasing numbers of people together across
the world to share great leisure moments.

(Bass)

The challenge, therefore, for leisure and
tourism professionals in the management of
the quality of the leisure and tourism product
would appear to lie in their understanding
of its experiential properties and features.
The overwhelming evidence from studies of

the leisure and tourism experience is that its
meaning in many managed contexts is shaped
by a myriad of complex perceptual constructs
and this explains why it is regarded as a
multidimensional phenomenon (Tinsley and
Tinsley, 1986; Gunter, 1987; Russell and
Hultsman, 1987; Howe and Rancourt, 1990;
Cooper et al., 1994; Lee et al., 1994; Hull et al.,
1996; Ryan, 1997).

Yet the experiential aspects of leisure and
tourism have not always been fully taken into
account by the industry. It seemed that much
of the leisure industry in the UK was product
related; it thought in terms of activities,
facilities, programmes and other tangibles
(Haywood and Henry, 1986) and was,
arguably, more concerned with recreation
than with leisure. It was a characteristic of
the public sector during the explosion of new
facilities in the 1970s. The Wolfenden Report
in 1960 (CCPR, 1960) concluded that much of
the problem of the UK’s low rates of participa-
tion in sport and recreation would be solved
by the provision of additional facilities.

Developments in quality assurance also
appeared to adopt a rather mechanistic
approach. In 1987 we saw the adaptation
of the standard for quality management
systems, BS 5750 part 2 (now ISO 9002), for
the service sector including leisure. Swindon
Oasis was the first leisure facility to be
registered in 1990 to a standard that was still
written in manufacturing terminology. The
accreditation body, British Standards Insti-
tute, found itself in new territory, and some
difficulty, in applying the standard and the
quality system to a consumer process with a
diverse range of individual benefits and satis-
factions, rather than to a conventional product
with a clear specification. Chapter 11 demon-
strates how the standard has been developed
and implemented since then although it often
appears to have been used in a mechanistic
and essentially systems-based way. Likewise,
the crown and stars system of classifying
a range of hotels and leisure complexes by
the tourist boards and other organizations
is essentially concerned with tangibles –
amenities, facilities and services. The ‘mystery
guest’ methods employed by, for example,
First Leisure and Whitbread are also more
concerned with the physical and procedural

The Leisure and Tourism Experience 69



dimensions of the consumer process. Even
‘Best Value’ in local government in the UK
with its emphasis on consultation with stake-
holders would seem to be encouraging the
use of quantitative performance indicators
and the neglect of tracking the perceptions
of customers at the point of service delivery
(Sanderson, 1998; Davies, 1999).

We would contend that an understand-
ing of the nature of the leisure and tourism
experience should be of importance to the
leisure and tourism professional, whether in
the public, voluntary or commercial sectors,
and that this also includes its meaning to the
individual customer. The leisure and tourism
manager’s skill lies in the ability to analyse
and interpret the meaning attached by people
to the events and phenomena taking place, for
the study of leisure and tourism management
involves complex perceptual constructs and
relationships in many contexts. For example,
the National Trust, in their National Strategic
Plan 1998–2001, is committed to raising its
standards of management and its ability to
meet customer needs: ‘By 2001 all properties
will have produced Statements of Significance
summarising their meaning for people and
their relationship to the wider landscape’
(National Trust, 1998).

The marketing of Gloucester Docks
(Gloucester Docks Trading Company hand-
book, 1999) also illustrates the point:

Probably the most important part of market-
ing is to make sure that when visitors come
their experience is even better than they had
imagined. Then they will tell family and
friends and come back themselves. This
experience includes how safe the visitors feel,
how welcome they feel and the appearance
of the site – not just the quality of the
attractions and shop.

The example from Gloucester Docks
illustrates the need to consider customer
feelings and sentiments. As the Henley Centre
(1997, p. 49) suggested, ‘Going to the cinema
has become more than just watching a movie –
it is now an experience in itself.’

Therefore, the perceptions of consumers,
their levels of satisfaction and the meanings
they ascribe to leisure activities, and the
impact of management processes upon their

perceptions require description of leisure
and tourism experiences, firstly, followed
by explanation and interpretation of their
meanings (Hultsman and Anderson, 1991).
This can apply to the management of people in
the least structured context (e.g. a national
park) as well as more directly managed con-
texts, such as leisure centres and theme parks.
It can apply to superficial, commodified and
passive activities or more creative, skilled and
challenging activities.

An example is the 3 days of frantic
race-going during the Cheltenham Gold Cup
week every March when thousands of punters
are squeezed together in very cramped condi-
tions with very long queues, both inside and
outside the course, at every stage of the pro-
cess; they respond to market research that
they are having a wonderful time although
have difficulty explaining why (Oxford Part-
nership, 1996). As shown in Chapter 7, a num-
ber of elements contribute to the outcomes
of many transactions, especially the service
encounter, although the experiential nature
of some transactions will be less apparent.
For example, travel agents and tourism
information services are more concerned with
deferred outcomes and experiences, although
the quality of the service is crucial to overall
satisfaction, and in some instances the experi-
ences of others may be a factor, as the Glouces-
ter Docks Trading Company suggests in
its office guidelines: ‘A visit to the docks can
be made or marred by the courtesy and help-
fulness all staff show, whether the visitors
experience it themselves or witness the way
others are treated.’

Thus, the essence of managing service
quality in most leisure and tourism organiza-
tions would seem to lie in the relationship
between the consumer and the managed con-
texts or environments in which the consumer
experience occurs and the patterns or themes
of this relationship. All of these contexts, of
course, contain a myriad of individual experi-
ences, whether rich and fulfilling or superfi-
cial and mere entertainment, and raise many
questions about the managed processes and
the interaction between the consumer and the
leisure environment and leisure provider. The
pivotal component is the product or experi-
ence, and the way in which it is managed and
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delivered, and the recent developments in
generic service quality literature underpin this.
Increasingly, the customer is viewed as both
consumer and co-producer (Normann, 1991)
and often plays an interactive role in shaping
the experience; the leisure and tourism experi-
ence can be perceived as a service process
containing a service encounter or a series
of sequential encounters, symbolized by the
term ‘moments of truth’ (Carlzon, 1987).

The service encounter can be defined
as the stage of the service process when the
consumer engages or interacts with staff
(the psychological service encounter) but also
systems, procedures, information or even the
organizational culture (see Chapter 14). The
service encounter, as Fig. 6.1 demonstrates,
can involve outcomes and therefore satisfac-
tion or dissatisfaction supported by a post-
transaction evaluation by the customer of the
service performance. A central thrust of this
chapter, and indeed this book, is that the level
of satisfaction with a transaction represents
more than the organization getting things
right. As will be examined, the encounter and
its evaluation are also affected by the experi-
ential properties of the product or service.

The Experiential Properties of the
Leisure and Tourism Product

Leisure theorists (Tinsley and Tinsley, 1986;
Hull et al., 1996) have suggested that experi-

ential qualities define what is and what is not
leisure. Leisure and tourism managers, of
course, are in the business of trying to pro-
vide diverse and high quality experiences.
Others (Hultsman and Anderson, 1991)
observed that leisure research tends to
research not leisure per se but its mani-
festations, such as participation patterns,
motivations and preferences. An example
is provided by Nash’s conceptualization of
leisure (Fig. 6.2), which offers a hierarchical
view of the use of leisure but regards emo-
tional participation as a discrete element.

There is a need for a greater understand-
ing of the leisure experience and its meaning
and how it relates to the management of
the contexts in which it takes place. Indeed,
providers are beginning to build in such
perceptions consciously, as the following
example suggests:

Our business is about delivering excitement
to our customers. Every experience is built
on organisation, anticipation, innovation and
assurance. It is this combination that success-
fully delivers the Wembley experience.

(Wembley plc Annual report and
accounts 1998)

A second consideration is the timescale
involved in certain activities, particularly
holidays, and the impact it can sometimes
have on how the experience is evaluated.
Chapter 1 suggested that tourism was
essentially concerned with certain leisure
activities, albeit in a distinctive context. The
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task of this chapter is to examine the range
of experiences and motivations for con-
sumption in different contexts, including
everyday activities in the home locality and
foreign travel and cultures.

In order to do this it might be argued
that there is one major significant feature of
tourism, and that is the timescale involved.
By definition, tourism occurs over a longer
time span than conventional leisure activities;
although a holiday is made up of a series of
discrete leisure activities, it is also evaluated
by the tourist as an overall experience or as
one package. However, it could also be argued
that many leisure experiences are made up
of several elements or stages, which affect
the final perception of the activity and its
management. This begins to lead into the
domain of not simply customer satisfaction
management but also zones of tolerance and
the nuances of satisfiers and dissatisfiers (see
Chapter 13), which reveal that a customer’s
post-experience evaluation is not always as
straightforward as it sometimes seems. There
are a number of aspects in the study of the
leisure and tourism experience to highlight,
which can be synthesized with the theories
and concepts of service management to enable
more informed management of service qual-
ity in leisure and tourism.

Motives/preconditions

Figure 6.3 builds on the previous model and
focuses on the nature of the leisure and tour-
ism experience. It considers the conditions
necessary for the attainment of leisure and
the generic motives of consumers in engaging
in leisure and tourism activities. Much
evidence suggests that the prerequisites for
achieving leisure are a sense of freedom of
choice, freedom from evaluation and intrinsic
motivation or the expectations of preferred
experiences. It could be argued that all
positive experiences will contain enjoyment
and then will range from a level of relaxation
to fun, entertainment, excitement and adven-
ture or escapism, apart from the specific
motives of, for example, health and fitness,
education or personal development. Which-
ever applies to particular activities, the model
points to the need for balance in the three
key factors of time, flow and expression
and emphasizes the dialectical nature of the
leisure experience.

Time

Free time is integral to leisure and tourism
but the requirement here is the balance
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between the purposeful use of time and a
sense of timelessness. We have observed that
it is important to distinguish between the
characteristics of the leisure and tourism
experience and the determinants or causal
factors of that experience and to move
beyond viewing leisure and tourism as
merely residual time or an activity. Some
leisure theorists (Lee et al., 1994; Hull et al.,
1996) have demonstrated how the view of
leisure changed from one of simply time
away from work to perceived freedom, and
then to a focus on the psychological attributes
(motives and benefits) and the perceptual
dimensions of leisure. Others (Ryan, 1997;
Holloway, 1998), from a tourism perspective,
also identified time or the sense of timeless-
ness to be an essential ingredient to a holiday.
Quality service delivery involves creating the
appropriate conditions for the particular
needs or motives of individual customers and
perceiving time in a qualitative way. Ryan
(1997) showed how holidays are a temporal
experience in that they can include: (i) free-
dom from constraint by the perceived or
actual lack of time; (ii) the passing of time
(holidays have a chronological sequence); (iii)
an experience of time in that, even for some
intensive events or activities, time can appear
to slow down; and (iv) possessing temporal
boundaries beyond the holiday itself with all
the stages including anticipation, recall and
travel.

Therefore, the notion of time as a social
construct in addition to a chronological
sequence is relevant to the analysis of service

quality and highlights the pivotal role of some
professionals in enhancing the quality of the
experience. The travel agent can help to shape
the planning of time as well as the memories
associated with its use; the airline, through its
delayed flight, can have a deleterious effect;
the tour operator, through schedules, mix of
activities and the interaction with holiday-
makers, can also contribute greatly to the
temporal experience. In a different context,
one of the authors was involved in some
research in the 1980s with a leisure centre that
was experiencing some dissatisfaction with
its bowls users, most of whom were senior
citizens with time-rich, cash-poor lifestyles.
The centre was in the middle of the town and
was built over a car park that was also used by
many shoppers. Everybody paid the normal
parking rates, which were in time bands
and became quite expensive after a certain
period of time. Unfortunately, at that time
the centre’s users did not have their parking
fee refunded, which meant that the bowls
players, in an activity and at a stage of life
when time should not matter, were constantly
looking at the clock. The sense of timelessness,
which occurs with the best leisure and tourism
activities, was not present and the overall
experience was impaired. After the recom-
mendation to refund the parking fee to users
was accepted, usage, income and customer
satisfaction were all improved.

Thus, it is possible to move beyond the
uncomplicated notion of leisure as simply
free time, which can often be regarded as
what something is not, rather than what it
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represents. It will be shown that time is
important but more in relation to its perceived
absence. The sense of absorption, control or
detachment is a key precondition for leisure
and tourism activities, which can offer intrin-
sic benefits to the individual. Although much
depends on the state of mind of the individual,
the perception of timelessness experienced by
the customer can be affected by the manage-
ment of the activity and its space.

The flow

State of mind is also a factor in the next
element of the model, which considers the
relationship between the participant and the
activity. There is a need to examine the dis-
tinction between serious, committed leisure
and everyday activities, though perhaps this
should be considered less in terms of a
dichotomy and more as a continuum. There
is a spectrum ranging from Maslow’s peak
experience theory and Csikszentmihalyi’s
concept of flow (Csikszentmihalyi and
Kleiber, 1991), which describes more spo-
radic but intense moments of fulfilment and
self-actualization particularly in physical
outdoor activities, to activities of a more
mundane and less memorable nature. It
should be noted that the latter represents
much managed leisure and tourism but, per-
haps, poses as much of a challenge for the
management of service quality as do the less
common but distinctive and special moments
in a range of contexts: the feeling of magic in
a theme park; the feeling of wonder at view-
ing the Grand Canyon; the sheer exhilaration
that some skiers can experience in the
mountains; the sense of achievement and
absorption that the individual learning a
craft or a sporting skill can have; the feeling
of utter relaxation quietly reading a book
amongst the trees outside the villa at Center
Parcs when the rest of the group are chasing
from wind surfing to badminton; or the
unique atmosphere and sensory stimuli as
experienced by spectators at a sporting occa-
sion, pop concert or opera. These and many
other activities can be designed and managed
by organizations with skill and sensitivity

and with Csikszentmihalyi’s indicators of
flow experience in mind: (i) the perception
that personal skills and challenges posed by
an activity are in balance (the grading of
pistes in skiing is a clear example); (ii) the
centring of attention where there is focus and
the ability and opportunity to switch off; (iii)
the loss of self-consciousness (or Samdahl’s
lack of self-awareness); (iv) clear feedback
from a person’s actions; (v) feelings of control
over actions and environment; (vi) a momen-
tary loss of anxiety and constraint; and (vii)
feelings of pleasure and enjoyment.

The characteristics of flow or peak experi-
ence illustrate the attraction, and indeed
function, of many activities in leisure and
tourism, yet it must not be forgotten that
the more regular activities (e.g. the visit to
the health club or cinema or urban park)
also involve feelings and sensations, as well
as the benefits beyond the visit.

Expression

The third part of the dialectical process is
closely related to the first in that the oppor-
tunities for personal identity and self-
expression must be balanced against the lack
of self-awareness that a sense of timeliness
can evoke. For many people, the leisure and
tourism experience provides the most natural
means to expressing oneself and exploring
one’s identity. The lifestyle and the pattern of
work and leisure for some people mean that
leisure and tourism activities may be simply
cathartic and an escape from the main activi-
ties of life. Stebbins (1996) described the
essence of serious leisure in which, for some
people, the activity becomes a central life
interest. For them, leisure as a recreational
activity is, perhaps, the greatest opportunity
to explore, understand and express self
(Howe and Rancourt, 1990). The provider’s
understanding of such motives and satisfac-
tions and how individuals construct and per-
ceive their social world is part of the skill in
service design, programming and challenges
posed. For example, the provision of allot-
ments or the design of a package following
the British Lions Rugby Team on an overseas
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tour or the management of Lake Windermere
for various and possibly conflicting users will
impact in a significant way on some people’s
lives. Skilful management will recognize the
importance to the leisure experience of both
the expression it provides and the need, in
some cases, for little scrutiny of the process
and the outcomes.

Context

Whereas the previous three elements can
involve a delicate balance between contrast-
ing demands, the impact of the fourth
element depends on how it is perceived
by the consumer. The context in which the
activity takes place is particularly important
to the quality of the consumer experience.
Glancy (1993) referred to the significance
of social settings for many consumer experi-
ences and argued that people perceive and
define leisure and tourism situationally. It
is not enough to interpret the individual’s
thoughts and impressions as self-centred
acts; the experience in which the leisure and
tourism meaning is formed should also be
studied. The nature of leisure as an experi-
ence demands it. Glancy is supported by
others who pointed to the complexity of the
natural social settings in which managed
leisure and tourism take place (Glancy and
Little, 1995; Hemingway, 1995).

Much leisure and tourism has a social
element, where friendship or the desire to
meet new friends is a strong underlying
motive. Additionally, the nature and appro-
priateness of the physical context (the land-
scape and servicescape) are also key variables
and explain the motive for some activities. It
is known that walking is the most popular
physical activity, with the quality and beauty
of the environment as a part of the attraction.
Ryan’s (1997) research into tourists’ motives
and behaviour revealed the attraction of
scenery to be one of the most important
factors (Table 6.1).

Benefits and outcomes

Having examined the motives for consump-
tion and the process and context involved,
the benefits and psychological outcomes of
the leisure or tourism experience also need
to be considered. Manfredo et al. (1996)
described their Recreation Experience Scales
and suggested that recreational activities are
behavioural pursuits that are instrumental
in attaining psychological and physical goals.
They argued that recreation emerges from a
problem state – the need for participation in a
recreational activity; leisure experience is the
bundle of psychological outcomes desired
from recreational activities, which influence
the choice of activities and settings. In other
words, the participant uses leisure time and
money to participate in a chosen setting or
context with certain outcomes (and long-term
benefits) in mind. These preference scales
link in with the idea of the recreation
opportunity spectrum.

There is certainly a need to reconcile
social and individual leisure choices based on
a clearer understanding of the consequences
of leisure activity for the individual, family,
community or society. A conceptual difficulty
for this book is that benefits tend to be judged
on their value to society, especially in terms of
social welfare or control, and also involve dif-
ferent stakeholder perspectives. The leisure
experience and notion of service quality can
only be based on the interpretation or per-
ceptions of the individual. The way forward
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Criterion Domain

Relaxing/peaceful

A good climate
Scenery
Exploring/discovering new
places
Food
Being with family/friends
A sense of freedom/
independence
Friendly people
Good accommodation/good
hotel

Affective to
self-actualization
Physiological
Self-actualization
Self-actualization

Physiological
Affective/social
Self-actualization

Affective/social
Physiological

Table 6.1. The most common positive holiday
experiences: a categorization (Ryan, 1997).



is to focus on identifying and measuring
the psychological outcomes (or need satisfac-
tions) of leisure participation as perceived by
the individual. Yet the problems of measuring
psychological benefits of leisure have been
well documented (Tinsley and Tinsley, 1986;
Driver et al., 1991). Until recently, Driver et al.
(1991) relied on inferential definitions of bene-
fits, linked to psychological need gratification,
but the literature lacked understanding of
human needs and the relative importance of
each one.

For this reason, Driver et al. developed
the PAL (Paragraphs About Leisure) model.
They argued that leisure experiences result in
the satisfaction of some of the psychological
needs of the individual. This need gratifica-
tion helps to maintain physical and mental
well-being and life satisfaction, which then
helps personal development. The needs
being satisfied are regarded as intervening
variables. PAL identified: 27 need-gratifying
dimensions, including achievement, cathar-
sis, creativity, play and social status, which
could be achieved in varying degrees by
different activities; and 17 common needs,
such as autonomy, relaxation and recognition.
Tinsley and Tinsley (1986) identified eight fac-
tors in recreational activity that represent the
psychological benefits of a leisure experience:
self-expression; companionship; power (con-
trol in social situations); compensation (espe-
cially in relation to work); security; service;
intellectual aestheticism; and solitude. Gunter
(1987), in his research into the properties of
leisure, identified the following eight attrib-
utes as the most common in meaningful
leisure experiences: separation from every-
day life; timelessness; freedom of choice; fan-
tasy (creative imagination); pleasure; sense of
adventure; spontaneity; and self-realization.

Much leisure theory has been constructed
upon the sociopsychological constraints of
perceived freedom and intrinsic motivation.
Manfredo et al. (1996) suggested that there are
three interrelated approaches to the study of
the psychological nature of leisure. One is
definitional (leisure or non-leisure). The sec-
ond is the immediate conscious experience
approach; Manfredo et al. (1996) described it
as a phenomenological topography of the
leisure experience – its meaning, quality,

duration, intensity and memorability. The
third is post hoc satisfaction, related to the
notion of expectations, though much service
quality literature has emerged from the
conceptual framework of ‘disconfirmation
theory’.

What our analysis does reveal is that
many leisure and tourism experiences involve
a dialectical process. There is a clear dichot-
omy between the desire for relaxation and
tranquillity or for stimulus and action;
between passivity and creativity; between the
search for the new experience and the fear of
the unknown; between the common require-
ment for social interaction and the need for
space and solitude. People are different and
the same person’s moods and needs can vary
according to circumstances. The attraction of a
superficial, passive entertaining activity can
be overwhelming and, indeed, necessary at
certain times. At other times, especially for
some people, the need for activity or exercise
is paramount. Coalter (2002), writing in the
context of the public sector but with a generic
message, argued that there is much to be
gained from encouraging people to be actively
involved in the planning and delivery of their
local leisure services. Similarly, the desire for
knowledge and personal development (Aris-
totle’s notion of eudaemonia embracing
action and citizenship as well) drives some
people’s motives and, indeed, seems to be
increasingly important, as Makinson-Sanders
(1996) pointed out:

We now live in a society where mere
subsistence is not enough; self development
through entertainment, mobility, social
interaction, indulgence and altruism are all
new idealistic necessities of modern life . . .
the key challenge for leisure suppliers is how
to adapt to social change and to integrate
it into their products, as well as taking
advantage of it.

Manfredo’s three approaches are significant
in the design and delivery of service and their
understanding is important for the manage-
ment of service quality. For the purposes of
this book, we have established that leisure
is not a unitary concept but a complex and
multifaceted phenomenon that can also be
multiphasic and transitory. Feelings of lei-
sure can fluctuate according to the stage or
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circumstances of the activity and are linked to
the benefits sought. It is suggested that the
psychological benefits of the leisure and tour-
ism experience can be seen in a number of
ways, which incorporate the dichotomies
described earlier but which also represent a
hierarchy of needs and motives for leisure
and tourism: (i) passive – relaxation, peace,
tranquillity, solitude, space; (ii) stimulating –
escape, fantasy, adventure, novelty; (iii)
lively – fun, excitement, entertainment; (iv)
competent – health, fitness, sport, crafts and
hobbies (DIY); (v) social – family, friendship
and esteem, social networks/groups; and (vi)
personal development – cultural awareness,
self-expression, personal identity.

As a final dimension it might also be
possible to categorize the six groups of
motives and Manfredo et al.’s three
approaches into three levels of experiences
and benefits (Table 6.2):

1. The immediate experience, possibly
incorporating Csikzentmihalyi’s concept of
flow, containing fun, relaxation, excitement,
entertainment and other attributes, many
of which are associated with commodified
leisure and tourism.
2. Experiential learning with an impact
on skills and knowledge and physical and
psychological health and a behaviourally
observable condition.
3. More of a concern with personal or
self-development and life satisfaction, self-
actualization and identity affirmation.

The Enhancement of the Leisure and
Tourism Experience

If the definition of a benefit as an improved
condition, a gain or an advantageous change

(Driver et al., 1991) is accepted, there are some
clear questions for the management of leisure
and tourism activities:

• What do we mean by an improved
condition or gain?

• How many managed activities would
lead to such an improved condition?

• How are various need satisfactions
linked to leisure and tourism activities,
settings and experiences and how do
they contribute to longer-term benefits?

• How far can we differentiate the
market to meet and satisfy individual
experiences?

From these questions, there are several
implications for the management of service
quality in leisure and tourism and they go to
the core of what is distinctive and challenging
about leisure and tourism management.

1. Leisure and tourism managers must
facilitate the consumer experience rather than
simply provide the activity, facility or oppor-
tunity. Hollywood Bowl’s mission statement
is ‘creating great leisure moments’.
2. There is a need to view leisure as an
interactive and socialization process and a
multifaceted phenomenon with connotations
of freedom, individual choice and personal
autonomy (Kelly, 1980; Henderson, 1991;
Stokowski, 1994; Burton, 1996).
3. The ability to justify particular
approaches and methodologies used in ser-
vice quality is important to the development
of firmer theoretical foundations for the study
and practice of leisure and tourism manage-
ment, particularly where the individual lei-
sure and tourism experience within managed
contexts and the application of service deliv-
ery principles are emphasized (Buswell,
1993a, Lentell, 1995). An example is provided
by Center Parcs’ marketing literature, which
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Level Related preoccupations Mode Domain Outcomes

Immediate
Experiential learning
Personal development

State of mind
Activity and progress
Progress and life
satisfaction

Transient
Cumulative
Holistic

Feelings/emotions
Skills/knowledge
Lifestyle

Enjoyment plus
Achievement plus
Well-being

Table 6.2. The hierarchy of leisure and tourism experiences.



presents subliminal images of tranquil set-
tings, traffic-free environments and activity
breaks detached from the real world.

It will be seen in Chapter 8 that at a micro
level the system of leisure and tourism
becomes a system of service delivery and
focuses on the human dimensions of individ-
ual consumption and participation. This
chapter is concerned with the relationship
between the system of delivery of the product
and service and its experiential properties
perceived by the customer. This approach
embraces the contextual aspects of the setting,
environment and activity and the social
dimensions of the experience and interface.
Leisure and tourism activities may be viewed
not merely as self-centred acts but as experi-
ences that have a particular meaning.

The meaning of the experience and its
impact on personal identity, social relations
and quality of life is significant and raises
many questions and issues for the manage-
ment of service quality in leisure and tourism;
in turn, so does the way in which the leisure or
tourism experience and its meaning and qual-
ity are affected by the other elements in the
system. Secondly, the corollary suggests a
similar relationship from the perspective of
the leisure and tourism manager; the actions
of the professional may seem to be determinis-
tic but are also shaped by the actions and reac-
tions of the consumer. The human dimension
of such interactions provides the rationale for
the approaches to managing service quality in
leisure and tourism management examined in
Part 3 and underlines the need for much
research into the meaning of leisure and tour-
ism and the features of leisure and tourism
such as participation patterns, consumer
behaviour and demand. As Glancy and Little
(1995, p. 308) suggested: ‘The fact that we
know little about the interactive experience in
which leisure meaning forms limit our capac-
ity to understand leisure on a personal and
empirical level.’

Furthermore, if it is argued that leisure
and tourism are processes governed by
human interactions (Henderson, 1991; Cooper
et al., 1994) and that the basis of meaningful
leisure and tourism is the human experience
(Glasford, 1987; Glancy, 1993; Ryan, 1997),

perhaps the study of leisure and tourism ser-
vice quality needs to focus on the process and
the way in which the different elements of the
process interact. As Bitner et al. (1997, p. 193)
argued: ‘Service experiences are the outcomes
of interactions between organization related
systems/processes, service employees and
customers.’

Factors in the Relationship between
Service Quality and the Leisure and

Tourism Experience

It could be argued that the study of the
relationship between service quality and the
leisure and tourism experience is based
on what might be described as ‘interaction
analysis’. The challenge is to break down the
discrete elements of each topic and focus on
particular issues, problems and contexts in
a more integrated manner. The conceptual
underpinnings to such an approach, as
illustrated by Fig. 6.4, provide the basis
for the model of the leisure service delivery
system outlined in Chapter 8 and have two
main domains: contextual and human.

Contextual

There are, perhaps, two subthemes here.
Firstly, there exists an interaction between
the customer and the physical setting of the
leisure and tourism experience. The physical
environment plays an important part in
determining the outcomes of individual par-
ticipation in leisure activities and is shaped
in turn by the way it is used. Much work
has been undertaken into the landscape of
natural resources and the psychological and
spiritual impact on individuals, particularly
in North America. Management processes in
this context are more concerned with envi-
ronmental issues and with the stewardship
of a sensitive resource. However, the design
and management of built facilities and
surroundings, such as tourist resorts, leisure
complexes, theatres, visitor attraction sites,
museums and sporting venues, are now
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subject to critical enquiry where the term
‘servicescape’ depicts the relationship
(Clarke and Schmidt, 1995; Wakefield and
Blodgett, 1996). The notion of environmental-
ism in leisure does not simply relate to the
physical context but also to sociocultural and
attitudinal dimensions; Page (1997) refers to
important features such as folklore, friendli-
ness, language, loneliness and ambience of
the place, local customs and costumes. The
perceptions of a leisure consumer or tourist
are clearly affected by such intangibles and it
is important for leisure and tourism practitio-
ners to appreciate the need to manage in a
broader context.

Secondly, the interaction between the
customer and the leisure opportunities pro-
vided by the activity must be acknowledged.
This embraces many aspects of leisure and
tourism management, including program-
ming, the concept of substitutability, oppor-
tunity sets in which the two variables of
consumer behaviour and product attributes
interrelate (Stabler, 1989), the spectrum of rec-
reational opportunities (Manfredo et al., 1996)
and service design, which represents the cre-
ation and maintenance of the service package
and the service process (Kingman-Brundage,
1991). There would appear to be scope for
developing a typology of recreational oppor-
tunities to be planned and managed on the
basis of combining chosen activities, preferred
settings and desired experiences. Glancy and
Little (1995, p. 306) suggested that:

It is interacting with rules, roles, re-
enactments, realisations and rewards

created by recreation opportunities that the
psychological individual meets society on a
personal basis and becomes a social person.

The relationship between the goals and
motives of the customer and the attributes of
the product of the service package also helps
to shape the outcomes of the transaction and
the quality of the leisure or tourism experi-
ence. Gummesson (1995, p. 78) referred to the
‘interactive productivity of services’ which
recognizes the value or benefits of the experi-
ence for the customer. Rosman (1994) demon-
strated how activities, experience outcomes
(such as fun or enjoyment) and long-term
personal benefits are important dimensions
for the professional to consider in designing
programmes and services. Such a view pro-
vides a much more holistic theory of leisure
satisfaction, motives and benefits, personal
relations and social networks.

Human

The study of leisure and tourism manage-
ment, through the different approaches
observed, is founded on the belief that inter-
action occurs symbolically and that the inter-
action is dynamic and interdependent. An
individual’s reality is based on personal per-
ceptions and interpretations of actions and
events or social contexts, and individuals are
neither free nor constrained. Typical interac-
tion involves a network in which individuals
are linked to others through perceived roles
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Landscape/
servicescape

Activity

Contextual

Social setting Influence of staff

Individual
perception

Impact of policies
systems and procedures

Interaction with
other consumers

Nature of
service encounter

Human

Fig. 6.4. Human and physical dimensions of the leisure and tourism experience.



and expectations. They attempt to see them-
selves from the perspective of others in order
to judge the appropriateness of behaviours
and actions. There will always be some
constraints in this self-awareness, though
perhaps ‘true leisure’ has fewer constraints.

There are also two subthemes to this
domain. Firstly, many managed leisure and
tourism contexts create interaction between
the customer and the social setting of the
experience. Much leisure and tourism occurs
in the presence of other people and, indeed,
the need for socialization is one of the most
significant motives behind leisure and tour-
ism behaviour. The influence of other people
and the meanings and identities ascribed
to social settings have been studied through
symbolic interaction theory, which provides
a phenomenological framework for studying
how people interpret activities, events and
other people in their lives and act on the basis
of that interpretation (Henderson, 1991). In
other words, we behave as we think others
expect us to and the role of the customer as
a co-producer helps to create and shape the
consumer experience in so many contexts.
Others have focused on the specific meaning
of leisure in social settings and on perceived
freedom (Samdahl, 1988), lack of self-
awareness (Samdahl and Kleiber, 1988) and
personal identity (Kelly, 1983). In this way,
such perspectives help to unlock the theoreti-
cal aspects of freedom and constraint, which
are important concepts for leisure managers
to understand.

Secondly, the nature of the leisure and
tourism industry also involves considerable
interaction between customer and staff. This
draws on aspects of human resource manage-
ment and service quality and, in particular,
focuses on the psychological or service
encounter that takes place between staff and
customers. Communication processes and
procedures and the meanings ascribed to such
communication also provide the basis for
much current enquiry into aspects such as ser-
vice blueprinting (Kingman-Brundage, 1991),
the customer as co-producer (Harris et al.,
1995; Canziani, 1997) and information pro-
cessing (Wathen and Anderson, 1996). They
illustrate the need for a balance between man-
agement and leadership abilities. Leisure and

tourism managers require the functions and
skills of management such as human resource
management, finance, law, information and
communication technology, marketing, ser-
vice operations and strategic planning but
they need to combine them with an in-depth
knowledge and understanding of the con-
sumer and leisure behaviour. Leisure manag-
ers are required to operate in a conventional,
bureaucratic, managerialist manner in certain
respects but they also need the softer skills and
vision of leaders. Many leisure and tourism
contexts require the professional to facilitate,
enable, motivate, guide, enthuse and animate
customers and participants and to understand
how they interact with the various referents
in the service process. Rich qualitative data
about the leisure and tourism experience
should inform critical enquiry into how both
the professional and the consumer view and
engage in this interactive leisure process and
how the experience can be enhanced.

Conclusions

In moving towards a more coherent
approach to the study of service quality in
leisure and tourism management, a number
of points have been established.

1. It has been established that leisure and
tourism involves more than a product or a
service, and their benefits. The experience of
the activity or its context is part of the motiva-
tion for the individual consumer and requires
careful and sensitive management.
2. Consumers will experience the activity or
context in different ways and a conundrum
for operators is to decide how much the
market can be differentiated. The greater
the differentiation, the more difficult it is to
achieve consistency of delivery.
3. Consumers help to create the very experi-
ence itself, whether through their encounter
with staff, systems or procedures or in the
atmosphere created at large events such as
concerts or sports events. This also requires
responsive and empathetic management.

The importance of giving managers and
academics a grounded understanding of the
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differences between individuals and groups,
rather than the average consumer based on
aggregated results, has been highlighted but it
also raises the issue of how far the market can
be broken down.

The roles of the leisure and tourism
professional require an understanding of
how people define the world around them.
Furthermore, they need to understand this
reality in order to provide the most appropri-
ate settings, activities and experiences. The
approach of this book accepts that the leisure
industry, at one level, is engaged in providing
recreational activities and does this through
managing facilities, amenities and program-
mes. There is a product and a process and
they contain particular features or attributes,
which are important to the customer.

However, a premise of the book is that
the leisure provider and the customer are
engaged in more than a product transaction;
there is the potential for the achievement
of a leisure experience. Recreational parti-
cipation and experience of the leisure and
tourism product in the managed contexts that
this book is addressing are affected by the
individual consumer’s self-awareness and
personal motives, the system of service
delivery and its understanding by the leisure
or tourism provider. The move towards the
use of systems models will help with the
conceptualization of the study of leisure
and tourism management and the under-
standing of the various interactions that
provide the scope for the enhancement of
service quality.





Part 2

Designing Quality

Introduction

As noted in Part 1, many leisure and tourism contexts contain a myriad of individual
experiences, whether rich and fulfilling or superficial and merely entertaining, and
have implications for understanding and designing the leisure and tourism product.
The premise of giving the consumers what they want springs to mind when writing
about design quality. Unfortunately it is not as easy as this suggests, because
consumer needs and wants are constantly changing. What may have satisfied them
at one time no longer does so. Leisure experiences, especially those catering for the
youth market, can be in fashion one moment and out of favour the next (e.g. themed
pubs, skateboarding, step aerobics).

Furthermore, the nature of services, particularly leisure and tourism services, is
not straightforward. Specific service characteristics of perishability (services cannot be
stored) and inseparability (generally customers need to be present when the service is
performed) add to the operational management difficulty. These need to be addressed
at the service concept and design stage.

The next three chapters will consider the writing of service delivery specifications,
taking into account the characteristics of tourism and leisure services (tangibles and
intangibles). The issues of service guarantees, queuing, customer complaints, service
recovery techniques and capacity management are also included. To help with this
complex design setting, a number of tools and techniques will be discussed, such as
blueprinting.
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7
Characteristics of Service

Introduction

Irrespective of the theories they believe in,
most service quality academics consider the
main difference between goods and services
to be the extent of intangibility (elements that
are illusive and therefore cannot be touched)
in proportion to the physical product, the
tangibles (Lovelock, 1992c; Schmenner, 1992;
Buttle, 1993; Irons, 1994). Very few writers
consider that intangibles and tangibles are
the only two characteristics of service quality:
Rust and Oliver (1994) added a third compo-
nent, the service setting; predominantly the
customer – staff interaction. Normann (2000)
called these service encounters ‘moments of
truths’ (MOTs).

Goods versus Services

The general consensus is that services have a
number of characteristics common to manu-
facturing: the tangibles. These are not only
the physical features of the environment that
the service is delivered in but anything that is
taken away by the customers (e.g. advertising
literature). Unlike manufacturing, at the
end of the service encounter there can be
an absence of exchange of tangible goods
(Chandon et al., 1997).

The main differences between goods
and services are the intangibles. Leisure
and tourism services are primarily intangible
(Reisinger, 2001). The intangibles are: insepa-
rability; perishability; and heterogeneity.

Inseparability

This is the requirement that customers to a
greater or lesser extent need to be present
when the service is being performed (e.g.
sports coaching course), and sometimes they
even have to carry out part of the service
delivery process (e.g. self-service restaurant).

The phenomenon of inseparability can
have an adverse effect on revenue if a custo-
mer does not show up for an appointment.
To try to manage this, some restaurants (for
example) require a non-returnable deposit to
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On completion of this chapter it is expected that
you will be able to:

• understand the difference between goods
and services;

• be aware of a variety of service classifica-
tion methods;

• identify the characteristics of services;
• gain an insight into the different approaches

required to manage the tangibles (the
physical environment) and the intangibles
characteristic of services;

• appreciate the complexity of the hetero-
geneity of service encounters.



secure a table. Equally, the absence of special-
ist staff off on sick leave can lead to the very
same effect on the organization and having
additional staff to cope with these eventuali-
ties is not always cost-effective either.

Perishability

This means that services cannot be stored
(e.g. a theatre ticket can only be sold for a
particular seat on a specific day; if it is not,
revenue is lost). Grönroos (1988) added the
‘lack of transferable ownership’ to this char-
acteristic. Although the theatre ticket could
be given to somebody else before the perfor-
mance, afterwards the experience cannot be
given away. Hotels use yield management
techniques to try to minimize the effect of
service perishability: they sell rooms at below
the normal rate when they know they are not
going to be at full occupancy, so at 8 or 9
o’clock in the evening unsold rooms for that
night can be very cheap.

Heterogeneity

The individuality of both the customer and
the front-line member of staff and the way
they interact with one another is one of the
most important aspects when managing
the service delivery process. Some organiza-
tions standardize the service delivery to
control heterogeneity of the workforce; this
production-line approach is so that they
neither do nor say anything that has not
already been rehearsed (e.g. fast-food out-
lets). Unfortunately this strategy removes
any initiative that the member of staff had,
which could be detrimental to the organiza-
tion (for example, they cannot build up a
relationship with or acknowledge frequent
customers because they are not able to
deviate from the script) but it does inform
them of the appropriate level of service that
they should be delivering.

This strategy does not remove the hetero-
geneity characteristic from the customers.

One way in which this can be done is via the
information that service organizations pro-
vide before someone experiences the service.
For example, ‘No jeans or trainers to be worn
in the disco’ should deter the younger age
group for whom a manager feels that the
service has not been designed. This is not
a foolproof method: it is quite possible for
someone to misinterpret this type of informa-
tion, and even when dressed appropriately
they may have an awful evening because the
music or dancing was unsuitable and other
customers were far older than them.

Typology of Service

Goods service continuum

To distinguish services, Voss et al. (1985) used
the concept of a manufacturing-to-service
continuum from pure manufacturing to pure
service. They suggested that the position
along the continuum depends on what
degree of customer contact there is through-
out the process, pure service having the
maximum amount of customer–organization
interaction (e.g. personal fitness trainer).
Their continuum theory also acknowledged
that manufacturing can have variations in
customer–staff interactions.

The continuum was modified by Armi-
stead (1994) by the addition of the intangible
dimension. The proportion of this dimension
in relation to the physical features (tangibles)
dictates the position where a particular
service lies. Armistead’s continuum finished
at quasi-manufacturing rather than pure
manufacturing. Wright (1995) supported
Armistead in that the percentage of intangi-
bles is central to the typography of service
and suggested that the notion of a continuum
from pure manufacturing to pure service is
more valid than the goods versus services
dichotomy.

Although this seems to be an academic
debate of no relevance to leisure and tourism
practitioners, in Western society a manufac-
turing organization has more status than most
service organizations.
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Discrete services

Another school of thought is that service
provision comes in discrete types, depending
on the nature of the interaction between cus-
tomers and employees and/or the delivery
design. Oakland (1993) used this theory to
group services under five types: (i) personal
services (e.g. sports coach, hairdresser); (ii)
service shop (e.g. leisure centre; cafeteria);
(iii) professional services (e.g. accountant;
solicitor); (iv) mass services (e.g. hotel;
restaurant); and (v) service factory (e.g.
equipment hire; cleaning firm). Table 7.1
illustrates Oakland’s reasoning behind the
groupings, showing that the attributes are at
the same level for each individual service
within a specific group.

Armistead (1994), whilst still embracing
the service continuum theory, considered that
there are only three types of service classifica-
tion: (i) professional services; (ii) mass ser-
vices; and (iii) service shops. Oakland’s (1993)
personal services can be found in Armistead’s
model in either professional services or the
service shops categories. The service shop and
factory have been merged.

The classification into either three or five
types of service does not acknowledge that
leisure and tourism operators, interpreting
customer needs and wants, design a service.
They would decide whether a service is
designed to be standardized or personalized
and that would affect the attribute levels in
Oakland’s classification. This could place

some service providers separately from the
rest of their industry.

For example, budget hotels, because of
their use of technology, have no reception
staff on duty and the lack of interaction would
remove them from the main hotel classifica-
tion. Oakland’s classifier is not sophisticated
enough to be of significance to tourism and
leisure practitioners.

Lovelock’s service classification

Lovelock (1992c) considered that the different
types of service can be classified by the
amounts (within the process of service) of
three inputs – the customers, materials
(quasi-manufacturing) and information – and
that all or one can be involved at any one
time. Lovelock’s information classification
is in terms of experts and their knowledge
and he considered this to be the most
intangible form of service. This perspective
has the advantage for the tourism and leisure
industries of allowing services to be movable
throughout the process period, unlike
the continuum or the fixed classification
theories.

Other service classification systems have
been referred to by Lovelock (1992b), as
well as by Wright (1995), based on capital and
labour input ratios, which have little to offer
non-profit sectors of the tourism and leisure
industry.
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Service
Labour
intensity Contact Interaction Customization

Nature of
act

Recipient of
service

Beautician
Cafeteria
Cleaning firm
Sports coaching
Equipment hire
Hairdresser
Hotel
Leisure centre
Restaurant
Take away

High
Low
High
High
Low
High
High
Low
High
High

High
High
Low
High
Low
High
High
High
High
Low

High
High
Low
High
Low
High
Low
High
Low
Low

Adapt
Choice
Fixed
Adapt
Choice
Adapt
Choice
Choice
Choice
Choice

Tangible
Tangible
Tangible
Intangible
Tangible
Tangible
Tangible
Tangible
Tangible
Tangible

People
People
Things
People
Things
People
People
People
People
People

Table 7.1. Classification of selected services (adapted from Oakland, 1993, p. 62).



Core and Peripheral Services

The classification of service into types is
an argument that has no consensus within
service quality literature, but writers disagree
with Crosby’s (1979) theory that there are
no differences between goods and services.
The acknowledgement of different types
of service does not help practitioners when
they are considering service design, costs and
operation constraints, as an individual leisure
and tourism experience can also be made up
of a number of services. In its simplest form,
these are known as core and peripheral
services.

Normann (2000) divided a service into
two distinct components: core and peripheral
or secondary services. In a leisure centre, the
core service could be the swimming pool; the
peripheral could be the availability of a café
or the ease of car parking. It was suggested
by Normann (2000) that it is the peripheral
services that customers use to differentiate
between similar service providers. The use of
additional peripheral services was advocated
by Wyckoff (1992), with two areas to gain
competitive edge being giving customers
security and promptness. This is contrary to
Parasuraman et al.’s (1985) research findings,
where security and promptness are so impor-
tant that they are central to customer needs,
not peripheral to customer expectations.
In some leisure activities and situations (e.g.
participating in dangerous sports: spectators
at football stadia), safety is a major
consideration.

Peters (1987) cited Levitt as advocating
the total product concept as a way of dif-
ferentiation between service providers. This
comprises four components: generic, expec-
ted, augmented and potential. The generic
equates to the tangibles of service (the fixtures

and fittings); expected is the basic level of the
core service; augmented is the extra services
offered, generally entailing the organization
spending more money on resources but is not
necessarily noticeable to the customer; and
potential is that which is offered over and
above what is expected. Table 7.2 illustrates
this in the context of a leisure centre’s
swimming pool and a theatre.

Peters (1987) suggested that to achieve
competitive advantage, organizations must
concentrate on, and stress to customers, the
last two components – the augmented and
potential services. He also emphasized the
need for strategy planning to enable organiza-
tions to concentrate on the intangible elements
of the whole service. As competition increases
in many areas of the tourism and leisure
industry, the strategy of augmented service
has been adopted extensively.

Gummesson (cited by Barnes and
Cumby, 1995) considered augmented services
as the ‘peanut syndrome’, meaning that cus-
tomers have to pay indirectly for the ‘free’
peanuts on the bar whether they require them
or not. Budget airlines have taken the opposite
approach and have capitalized on offering the
core service only and thereby reducing fares.

Organizations that place customer needs
central to their decision-making process, espe-
cially when considering the service design,
will be able to make informed choices as to
whether peripheral services should or should
not be offered and what they should be.

Service Characteristics

Lovelock’s (1992) theory demonstrated the
mainstream thinking that service characteris-
tics comprise the intangibles of inseparability,
heterogeneity and perishability together with
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Component Leisure centre Theatre

Generic
Expected
Augmented

Potential

Modern swimming pool
Safe environment
Staff trained in excess of
minimum standards
Sports injuries clinic

Purpose-built theatre
Being able to see the stage and hear the performance
World-famous producer employed

Pre-performance lecture or dinner

Table 7.2. Examples of the total service concept.



the tangibles. This was confirmed by Buttle
(1993), Oakland (1993) and Becker (1996) and
suggests that the outcomes of service (i.e. the
benefits gained by the customers) are also
intangible and ephemeral; this is especially so
when the services of the tourism and leisure
industry are considered. It is why services are
difficult to evaluate (Zeithaml and Bitner,
1996). Labour intensity was added to the list of
service characteristics by Schmenner (1992),
elaborating on both Normann’s (2000)
notion of MOTs and Lovelock’s (1992)
heterogeneity.

Tangibles

Normann’s theory of core and peripheral
service components is applicable to the
tangible aspects (the physical clues) of a
service. The tangible elements of the core
service cannot be taken away (e.g. the outlet’s
fixtures and fittings; the appearance of the
personnel). Tangible elements of peripheral
services can be removed, such as the mer-
chandise at pop concerts (Buttle, 1993); they
also provide additional secondary spending
opportunities on which tourism and leisure
organizations can capitalize.

In a customer-oriented organization,
customers are the main judges of the quality of
service. Their presence in the production and
delivery environment can lead to impressive
levels of furnishing. When this occurs, cus-
tomer evaluation will be influenced greatly by
the tangible aspects rather than by the service
as a whole. Becker (1996) was concerned that
if customers’ judgement is based on their eval-
uation of the tangibles this will encourage a
service organization to take a manufacturer’s
perspective. This means that the importance
of their customers’ views and the interaction
with the staff will not be considered.

Intangibles

According to Zeithaml and Bitner (1996),
‘Intangible aspects of service cannot be dis-
played’. However, Berry (1995) and Becker
(1996) instructed managers to ‘tangiblize’ the

intangibles if at all possible, in order to give
clues to service quality. This helps customers
to assess the quality of the experience prior to
the visit and reduces risk (Buttle, 1993). This
strategy is crucial for leisure and tourism
organizations to follow, due to the ephemeral
nature of many of their services. Taking the
example of the quality of the tickets sent out
from a theatre’s box office to people making
telephone bookings, elements such as the
type and quality of the paper and printing of
not only the tickets but also the envelopes
need to be considered as part of the ‘tangibli-
zing’ the intangibles strategy. Such details
can counteract any misgivings that customers
may have about an organization’s ability to
provide an excellent service.

Inseparability

Inseparability entails the consumption and
production of the service taking place simul-
taneously, an interaction that requires the
service provider and customer to be present
(Voss et al., 1985; Buttle, 1993). This insepara-
bility of customers from production has led to
two concepts being established: firstly, the
consideration that the service delivery takes
the form of a performance (Buttle, 1993), or
becomes a series of acts (Normann, 2000); and
secondly, the notion of the service factory as
most of the production processes of services
occur in the presence of the customer (Chase
and Garvin, 1989).

Service designers have used the inte-
gration of customers into the production as a
feature of their experience. The kitchens of
pizza restaurants are exposed to the custom-
ers and there the pizza bases are flamboyantly
thrown about for the enjoyment of the clients.
The performance of bar staff mixing cocktails
in bars has also been using this strategy for
many years.

Wright (1995) cited Ribble as defining
inseparability of service as not being a con-
stant (as the previous writers would lead us
to believe), but as three distinct production
processes determining this characteristic:
pure service, quasi-manufacturing and self-
service.
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Pure service

This is the customer and provider working
together, leading to a coproduction. This
generally requires the decentralization of ser-
vices to a number of geographical locations –
a pattern frequently observed with health
clubs (David Lloyd centres) and cinema
chains (UCI and Warner Bros). Only if a
particularly distinctive service is offered (e.g.
pop star performing only in London) are
people prepared to travel (Zeithaml and
Bitner, 1996).

Quasi-manufacturing

Ribble’s second type of process is the result
of part of the experience being produced in
isolation, without the customer present (e.g.
a cinema film). This is classified as quasi-
manufacturing and is undertaken to improve
efficiency and eliminate variation. Bradley
(1995) viewed the remoteness of the customer
differently, suggesting that if communica-
tions are maintained throughout the service
(e.g. an Open University course) this cannot
be classed as quasi-manufacturing. His
reasoning was that technology provides a
constant communications link between the
organization and the customer, therefore
interaction is still possible throughout the
service delivery.

Self-service

This occurs when customers use equipment
with limited or no interaction with staff
(e.g. self-service petrol stations or vending
machines). The introduction of equipment
is to improve efficiency, especially rate of
throughput, with little variation but still
meeting customers’ needs. Zeithaml and
Bitner (1996) disagreed, arguing that varia-
tions and inconsistencies can occur the higher
the customer involvement in the production,
as customers can interrupt the process
through lack of training or skills.

Whilst Ribble’s theory is not universally
accepted, its concepts need to be considered
by those in the leisure and tourism industry
when they embark on designing the service
processes. His theories are also relevant to the
next characteristic of service: heterogeneity.

Heterogeneity

This service characteristic relates to the fact
that many service delivery processes require
a high level of labour input; therefore sponta-
neity from front-line employees is possible
(Becker, 1996). Wright (1995) considered this
as having potential for inconsistency of ser-
vice production and that the introduction of
technology is the only way to reduce this.
This had been advocated by Levitt (1972) and
is implemented in some budget hotels. There
the systems have been designed, through
the use of technology, so that there are
no personnel on duty; bookings and pay-
ments (cashless) are all automatic, keys are
computer generated and the bathrooms are
self-cleaning (but beds are changed and
bedrooms cleaned).

Although standardization is a concept of
manufacturing, this has transferred to leisure
and tourism service providers (particularly
in the area of fast-food production) to try to
remove the potential for staff inconsistencies.

Introduction to standardization or
customization

Standardization is a way of designing
service delivery to enable managers to con-
trol the heterogeneous elements of service. A
product-line approach to service is designed
using employee scripts, introduction of
technology and Taylorism techniques (Berry
et al., 1985; Zeithaml and Bitner, 1996). Berry
(1995, p. 158) refuted this by saying that
technology can reverse the ‘standardized
cornucopia’.

An example of Berry’s premise can be
seen in banks whereby ‘hole-in-the-wall’ bank

90 Chapter 7



teller machines relieve staff inside the bank to
offer a customized service. If travel agents had
introduced technology in a similar way, cus-
tomers could have browsed the availability
of holidays in the retail outlet, leaving the
travel assistants free to answer more detailed
questions. Unfortunately, travel agents have
not installed this augmented service and
customers are staying at home and using
their home computers to access the World
Wide Web and in doing so creating their own
customized service.

Grönroos (1990b), like Zeithaml and
Bitner (1996), was not in favour of a standard-
ized service because the behaviour of cus-
tomers cannot be predetermined. However,
standardization strategies are said by many
writers to have organizational advantages,
such as giving an immediately identifiable
image.

This external image is created partly
due to the standardized tangibles (e.g.
McDonald’s golden arch) but also because the
service design is aimed at a particular market
segment and therefore maximizes customer
satisfaction (Gilpin and Kalafatis, 1995). Dale
(1994a) suggested that, for organizations with
a large geographical spread, standardization
allows for consistency in core services.
Segal-Horn (1994) and Lyon et al. (1994)
confirmed the benefits that standardization
of a service offers, but rejected the idea that
customer choice may be limited due to the
targeting of one market segment. These
writers accepted that choice is limited at one
organization’s outlets but suggested that
its competitors, using the same processes
of industrialization, will also offer a limited
choice but different service (e.g. McDonald’s
and KFC).

Zeithaml and Bitner (1996) put forward
the argument that standardization allows
staff to work effectively and efficiently and
therefore frees them for ingenuity in their
jobs. Others, including Armistead and Clark
(1994), have advocated either customization,
which requires a flexible system with empow-
erment of the staff, or alternatively a standard-
ized one based on procedures and systems
of service, designed to determine the quality
strategy with precise and inflexible service
standards. Research by Collins and Payne

(1994) into service standardization in relation
to staffing costs and training deduced that a
more customized service is more expensive.
This is due to the need for a better-trained
workforce to ensure consistency of service
quality, as a customized service is more
complex with flexible delivery systems.

Berry (1995) made the distinction
between a customized and a personalized
service. Customization, according to Berry, is
offering only part of a standardized service, to
meet an individual’s known needs; whereas
personalization involves designing a new ser-
vice for each customer to very different con-
cepts. Schmenner (1992) observed that some
organizations only customize the peripheral
services (e.g. garnishes on food) rather than
the core service.

The heterogeneity characteristic of ser-
vice, and its control, is a major issue for leisure
and tourism practitioners. They need to decide
whether or not to embark on the costs
of providing a personalized or customized
service or provide a potentially cheaper
standardized service with advantages to the
organization that can be passed on to the
customer. The organizational objectives and
understanding of customers’ needs will drive
this decision.

Zeithaml et al. (1990) and Zeithaml and
Bitner (1996) highlighted the complexity of
the heterogeneity dimension by stating that it
is a characteristic of customers as well as ser-
vice delivery process staff. They suggested
that standardization of a service has limita-
tions, as it can only address the employees’
heterogeneity.

Perishability

The inability to store, resell, return, save or
transport a service is one of the main differ-
ences between goods and services (Zeithaml
and Bitner, 1996; Normann, 2000). Accurate
assessment of the customer demand for a
particular service is required (Voss et al.,
1985). This can be a difficult aspect to manage
when purpose-built facilities are involved.
For example, at peak times squash courts are
generally at full capacity but during office
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hours they lie vacant, with few bookings.
After years of unsuccessfully trying to fill this
spare capacity, the current solution seems to
be a reduction in the number of courts. Some
are being taken out of use and converted into
two-storey fitness centres.

Summary

The significance of the characteristics of ser-
vice to the customer is dependent on the type
of tourism and leisure experience being pro-
vided and the sector supplying it. Tangible
aspects are important to the customer, espe-
cially when services are provided by the com-
mercial sector. Voluntary organizations have
been known to provide facilities in less than
desirable locations (e.g. village halls) and cus-
tomers attend, as there are no alternatives.
This confirms Parasuraman et al.’s (1991b);
zone of tolerance theory (see Chapter 5).

Although the commercial sector utilizes
standardization techniques (Lyon et al., 1994;

Segal-Horn, 1994; Gilpin and Kalafatis, 1995),
the public sector providers do not; instead
they try, if possible, ‘to serve all sections of
the community’ (Torkildsen, 1999). The vol-
untary sector as a whole provides a more
personalized service, due to its diversity. The
lack of standardization enables voluntary
leisure organizations to remain flexible
and meet changing customer needs rapidly
(Torkildsen, 1992).

Other service characteristics of intangi-
bles, perishability, heterogeneity and insepa-
rability are as applicable to the UK tourism
and leisure industry as to other service indus-
tries. Ribble’s theory (cited by Wright, 1995)
that inseparability characteristics are not
constant is appropriate to tourism and
leisure experiences. An example of this is
home-based leisure, which requires very
little involvement from the leisure manager
(e.g. renting a video) and conforms to Ribble’s
concept of quasi-manufacturing. Similarly,
Ribble’s notion of pure service is relevant
for many out-of-home leisure experiences
(e.g. sports coaching).
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8
Service Design

The development and use of service design
methodology is a key, maybe even the key to
the future of service management

(Gummesson 1994, p. 86)

The previous chapter examined the charac-
teristics of services and highlighted the
comprehensiveness of recent literature in its
attempts to distinguish service management
from product management. However, the
area of service design has not been exten-
sively researched or applied to services, par-
ticularly in leisure and tourism, and its links
with the nature of services has not been fully
explored. Service design and process man-
agement represent, perhaps, the first stage of
service quality in leisure and tourism services
but have received less attention in recent
years than aspects such as measurement
of customer satisfaction, and quality awards
and programmes. Quality assurance and
total quality management constitute familiar
and substantial elements in the delivery of
quality but represent systems-based or philo-
sophical or cultural approaches and may not
always acknowledge the need for customer
requirements to be fully assimilated and built
into the features of the product and service.

Many ‘offerings’ in leisure and tourism
almost appear to have arisen through seren-
dipitous circumstances and are managed in a
similar way without a systematic approach to
defining and understanding their relationship
with the customers. They just happen! Where
there has been a systematic approach, service
design has often followed the principles
of product design and has ignored the

significance of service encounters, their
moments of truth and the experiential nature
of the consumer process.

What is Service Design?

Chapter 6 showed how the leisure and tour-
ism experience comprises a product and ser-
vice, a mix of technical and functional quality
and a process with particular outcomes.
Chapter 7 showed how the characteristics of
services provide a backcloth against which to
examine service design. The features of intan-
gibility, heterogeneity and inseparability of
production and consumption exemplify the
distinctiveness, if not the difficulties, of
managing leisure and tourism services and
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On completion of this chapter it is expected that
you will be able to:

• appreciate the role and function of service
design in the enhancement and delivery of
quality in leisure and tourism;

• critically understand the nature of the ser-
vice and consumer processes in leisure and
tourism operations;

• understand the significance of the service
encounter and customer involvement in
designing leisure and tourism products;

• appreciate and plan for the involvement of
the customer as a co-producer in many
managed leisure and tourism contexts;

• apply the techniques of designing services
such as flowcharting, service blueprinting
and quality function deployment.



highlight the lack of complete control over
the activity by the provider (because of the
nature of leisure and tourism activity, timing,
the unpredictability of consumer behaviour
or conditions such as the weather). When
mistakes are made by the operator, in many
instances it is impossible to rectify them
because the customer consumes the product
or service package as it is offered. Much
of the typical leisure and tourism product,
already noted, is a process with few tangible
reference points and is potentially subject
to considerable variation in the way it is
delivered because of this factor as well as
the difficulty of standardizing approaches by
staff or volunteers. In fact, it is not just
the variability of different staff that causes
uncertainty but the approaches of the same
staff (even the best may have an off-day).
Furthermore, the customer is also viewed as
a co-producer in many contexts and this is
an additional factor to take into account.

Service design clearly links in with many
other aspects of service quality, including
market research, the identification and solv-
ing of problems and the development of clear
service specifications. Maylor (2000) argued
that a clear understanding of quality is neces-
sary in order to design systems that deliver
it. Service design involves the translation of
ideas, solutions and intentions into a specific
configuration or arrangement of equipment,
space and other resources, as in a theme park
with its complex circulation of people, or an
airline with its movement of people.

According to Gummesson (1994, p. 85):

. . . service design covers hands-on activities
to describe and detail a service, the service
system and service delivery process . . . it is
the process of presenting needs in some
physical form, initially as a solution, and then
as a specific configuration or arrangement of
materials, resources, equipment and people.

Gummesson went on to argue that poor
service design will lead to problems with
service delivery; indeed, the two aspects are
inextricably linked and require a systematic
process, which can also account for the expe-
riential properties of leisure and tourism.
Others highlight the cost of poor service
planning and design in what Stebbins (1990)

described as inveterate waste – perhaps
between 25 and 40% of total income.

There are a number of different contexts
or levels, which the design process addresses
in the leisure and tourism industry, in either
new service development or service improve-
ment, including: (i) sites such as theme parks,
other visitor attractions, urban parks, country
parks, retail and leisure sites, sports stadia
and even town centres and their layout and
management; (ii) buildings such as leisure
complexes, theatres, museums, heritage cen-
tres and conference and exhibition centres;
and (iii) services such as tourism information
centres, travel agencies, airlines and sports
development.

The skills and techniques of service
design apply to both tangible and intangible
features and have become increasingly sig-
nificant in recent years. The next section
examines why.

The Growing Importance of Service
Design to Service Quality in

Leisure and Tourism

There are several reasons why service
design requires a knowledgeable and skilled
approach:

1. The classification of services demon-
strates the nature of the service act and the
importance of the service encounter in the
management of the service process. The
service encounter or the interaction between
customers and staff and systems is important
in many services but particularly in leisure
and tourism, where outcomes or benefits
are inextricably linked to the process and
the individual experience. Strategically,
organizations also have to consider how the
customization or standardization of a service
shapes the way it is designed and delivered,
or, indeed, is determined itself by the design
process. The simultaneity of production and
consumption means that the features of the
process and product need to be planned
carefully and managed systematically to
avoid mistakes and variations in service
quality. Examples include the management of
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crowds at special events or the procedures
for checking facilities and equipment so that
problems such as cold showers or litter are
prevented or kept to a minimum.
2. Operations are therefore now more com-
plex in many leisure and tourism settings and
have more points of contact or stages where
the ‘moments of truth’ will be present. The
notion of a multifaceted leisure experience
or product is more widespread; it represents
both the multiplicity of activities or experi-
ences available to the consumer in the same
setting and the increasingly differentiated
market for the same facilities. Flexible special-
ization, where the provider is constantly
appraising the potential for adaptation of a
facility or activity or the fine-tuning of a prod-
uct or service, is part of the process of service
design. This has been seen to occur recently
in facilities such as squash courts that have
been converted into fitness suites or soft play
areas. Operations, of course, are also more
challenging because consumers are more
complex and sophisticated in their motives
and requirements, as seen in Chapter 7.
3. The impact of technology is particularly
significant. It can have a bearing on the nature
of a product in, for example, the rides in theme
parks or the interactive activities in museums
or science parks, or the equipment in a health
and fitness club. Technology, in booking and
membership systems and control of tickets
and access as well as communications, also
shapes the design of the service and the man-
agement of the service process. For example,
TECHNIQUEST calls itself the ‘Science Dis-
covery Centre’ and contains a science theatre,
a planetarium, a discovery room on a variety
of topics and, using latest technology in par-
ticular, a cyber library for access to the Internet
and various CD-ROM packages. The Millen-
nium Dome, despite its problems of finance,
was a very technologically sophisticated
facility and most customer satisfaction
surveys showed the public to be attracted
by it and happy with its use of technology.

In other words, the very product and
the way it is delivered are not simply under-
pinned in many contexts by technology, but
are manifestly based on the ability of the
product to inform, animate, excite, stimulate
and entertain. The potential of such technical

resources, in relation to other resources, adds
to the complexity and the challenge to the
design process as well as the scope for product
development.
4. Service design is also necessary for the
operations in the facility or service to meet
their objectives and to function correctly.
Leisure and tourism organizations represent a
very wide range of contexts, purposes and
functions across the public, commercial and
voluntary sectors. Comparisons, through the
use of some performance indicators, are possi-
ble but many organizations should be judged
on how effective they are in achieving the set
objectives. Service design is an important ele-
ment in implementing aims and objectives and
identifying their implications for operations.
As Kingman-Brundage (1991, p. 48) suggested:
‘operationalising service quality dimensions is
a crucial element of service design’.
5. The service design process enables the
necessary systematic planning to take place,
particularly when it uses the tools and tech-
niques examined at the end of this chapter,
and an integrated and unified approach to its
operations.

The challenge in all operations is to
achieve a balance between maximizing
customer satisfaction and the optimum use
of resources, the two ostensibly conflicting
objectives of service operations. Good service
design ensures that resources are allocated as
effectively as possible and that this occurs
within a cross-functional and integrated
approach, although Johnston (1999) urged
organizations not to ignore the core disci-
plines in such a process.

Service Design as an Integrated
Approach

Just as quality management should be an
integration of service marketing, operations
and human resources management, service
design should be seen as a total process
combining functions and adopting a certain
approach. A number of observers have dem-
onstrated how achieving service quality
depends on the integrating and unifying
function of the service design process
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(Kingman-Brundage et al., 1995; Stuart and
Tax, 1996; Normann, 2000; Titz, 2001). The
term ‘total design’ is often used to highlight
the link between market research, design
and development and the operational and
marketing functions in the offering of the
product or service (Stuart and Tax, 1996;
Collier and Meyer, 1998).

Oakland (1993) demonstrated how many
successful organizations adopt a market-led
approach as opposed to a technology-led
or marketing-led approach. In other words,
it is customer requirements, and the organiza-
tion’s genuine understanding of them and
responsiveness to them, that drive the design
and delivery of the product or service, rather
than the functions of the organization or
an overemphasis on the tangible features
of the product or service. Feigenbaum (1999)
referred to the process as customer value
enhancement and suggested that it would
require a radical shift of approach by many
organizations.

For example, many public sector leisure
centres were preoccupied with the mere
provision of facilities in the 1970s and the
development of programmes in the 1980s,
before the move to a customer-led approach
recognizing a more differentiated market.
Kingman-Brundage et al. (1995, p. 20) related
such an approach to the service system:

Service managers in particular are challenged
to design service systems of the kind the
customer desires: not mere assemblages of
competing departments preoccupied with
their own internal issues, but unified wholes
focusing on the customer’s needs.

They also demonstrated how a unified ser-
vice system, in order to work, recognizes the
complexity of customer needs (particularly
the nature of the leisure and tourism experi-
ence) and incorporates a smooth, seamless
service based on teamwork and collective
understanding. Such an approach is descri-
bed by the service logic, which embraces cust-
omer, technical and employee logic and
needs to align with the service concept.
Customer logic is the explanation for customer
behaviour and its duality of customer needs
and its role and performance as a co-
producer. Technical logic describes how and

why the service outcomes are produced;
employee logic clarifies the employee’s role
and ability to perform. An illustration of this
approach is provided by Key Travel, who
implement cross-utilization at slack times
when staff have the opportunity to swap
roles with colleagues. It is the company’s
philosophy that everyone should know and
understand what each member of staff’s
duties are in the day-to-day running of the
company. It is their view that, if this were to be
achieved, the pressures on each department
would be better understood by other depart-
ments and there would be less bad feeling
when a problem arises. It might depend on the
cause of the problem and it could be argued
that fewer problems should occur.

Kingman-Brundage et al. (1995) have thus
shown how there is a need to move beyond
the traditional organization with its specialist
departments and its discrete functions in
marketing, human resources management
and service operations. In order to provide a
smooth ‘seamless’ service, a systematic way
of integrating the various dimensions of the
customer experience has to be identified. This
is achieved through designing and imple-
menting a service system capable of creating
outcomes that customers value and an ethos
and culture that staff fully understand and
share. Disney has demonstrably achieved
such integration in five of its theme parks;
the sixth, Disneyland Paris, has achieved
more focus and integration recently than in
its first 3 years of operations. A number of
organizations, including TGI Fridays, Center
Parcs and Esporta, also appear to have clear
service concepts and outcomes for their
customers and staff who understand this.

However, in order to understand and
use the dynamics of the service experience,
it is also necessary to consider not only the
elements of service logic and service concept
in the design of the service but also the service
process and system of delivery (Edvarsson
and Olsson, 1996; Ford and Heaton, 2000;
Normann, 2000). The model in Fig. 8.1 demon-
strates the relationship between the various
elements in the service design process. It does
not offer a technique or a method for service
design but contributes to a understanding of
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the complex process of designing systems and
processes.

Model of Leisure and Tourism Service
Delivery Management

As suggested earlier, service operations
management and service design require
managers to balance aspirations for service
quality against the limitations of budgets and
resources available. As Laws (1999, p. 282)
suggested:

The challenge for service managers is to
design a service delivery system which
combines maximising customers’ judgements
that the service experienced is satisfying,
with technical efficiency in the use of
resources used in delivering the service.

The model comprises several compo-
nents and these are considered below.

Leisure and tourism service concept

The first component is the leisure service
concept. This represents customer needs and

the features of the product or transaction.
Customer utility and benefit – both the
description of the customer needs to be satis-
fied and how they are to be satisfied through
the design of service package – are important
elements in the leisure and tourism experi-
ence. The leisure and tourism service concept
contains the bundle of attributes or benefits
that the consumer is seeking and relates to
the core product or activity and the aug-
mented product or additional services such
as hospitality. It also defines what business
the organization is in and how it should
promote and organize itself. For example,
Gloucester Docks Trading Company devel-
oped a three-point strategy for success from
its service concept:

1. To create awareness, raising the profile
and image of the docks and what they can
offer.
2. To encourage visitors, especially first
time, through events, special offers and other
promotions.
3. To generate repeat visits and recommen-
dations to others based on visitor enjoyment
and satisfaction.

Gloucester Docks Trading Company has
a long but relatively clear mission statement
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that helps to shape its marketing strategy and
approach to service quality:

Gloucester Docks Trading Company’s
mission is to maintain and improve our
position as the number one free tourist
attraction in the Heart of England Tourist
Board Region through recognition of
the variety, history and tradition of the
Gloucester Docks, creating a quality location
and service in a friendly environment of
local, national and international visitors.

Its service concept encapsulates the heritage
of the area and former functions and the
image that most people now have of dock-
land areas. Its attributes include its location,
variety of attractions and friendly environ-
ment, and it is committed to creating and
delivering an enjoyable experience to its
visitors (now estimated at 1.5 million a year).

Another example is provided by the
David Lloyd Group, where there is a feeling
that its approach to service quality is the
distinctive feature of its service concept. The
Group believes that its core product – the
activities provided by its sports and leisure
facilities – is important but is underpinned by
highly trained staff, high standards of cleanli-
ness and maintenance, friendly attentive ser-
vice and a pleasant and relaxing environment.
It is the company’s aim to exceed its members’
expectations by providing an enhanced ser-
vice, delighting members and increasing their
perceived value of their membership. The aim
is also to give all members individual atten-
tion and to try to meet every service encounter
with care and compassion. The David Lloyd
core values are ‘caring, passion and trust’ and
its philosophy on service quality is to offer
every member the best combination of quality
product, standard of service and value for
money in the leisure industry.

The leisure and tourism service system

The production management model of
adding value and converting inputs into out-
puts, adapted to apply to service industries,
is further modified here to embrace leisure
and tourism management. As Fig. 8.1 demon-
strates, the leisure and tourism service

system establishes what is needed in order
to meet the customer requirements and the
product features described by the service
concept. It refers to the resources and inputs
to the service process and how they are
deployed, and helps to identify the service
standards in all aspects of the operation. The
leisure and tourism service system has sev-
eral elements: (i) the customer; (ii) the activ-
ity; (iii) the setting; (iv) product technology;
(v) staff; and (vi) organization and control.

The customer

The relationship between the goals and
motives of the customer and the attributes of
the product or service package also helps to
shape the outcomes of the transaction and the
quality of the leisure and tourism experience.
Organizations increasingly differentiate their
markets based on typologies and behavioural
characteristics (Box 8.1).

The activity

The interaction between the customer and the
leisure opportunities provided by the activity
embraces many aspects of leisure and tour-
ism management, including programming,
the concept of substitutability, opportunity
sets in which the two variables of consumer
behaviour and product attributes interrelate
(Stabler, 1991) and the spectrum of leisure
and tourism opportunities. It more naturally
represents the core element of the product
such as a game of squash, an airline seat or a
walk in a national park.

The setting

The setting refers to the physical and
technical environments for the activity and
also intangible features such as atmosphere
and ambience. Indeed, the effect of the
servicescape (Wakefield and Blodgett, 1996)
on customer behavioural intentions in leisure
and tourism settings is well documented.
Their findings tend to suggest that customer
satisfaction, particularly from a hedonistic
perspective, is influenced by the nature and
quality of the physical setting, though there
can be a certain ambivalence in some settings;
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Box 8.1. Case study: Hollywood Bowl.

Moonlight Bowl Promotion

Primary objectives
To increase lineage during periods of low activity profitably

Secondary objectives
To reinforce awareness amongst existing markets
To increase brand awareness amongst new markets
To inform all markets of current unique selling points

Moonlight Bowl mission statement
Moonlight bowling will allow all customers to try the latest glow bowling experience within the Holly-
wood format. The ‘Moonlight Bowling Experience’ provides all customers with the opportunity to play
ten-pin bowling in a new and innovative environment, with the added bonus of excellent value-for-money.

Market segmentation
Hollywood attracts a broad range of people from within the local community and, therefore, a number of
different markets can be identified:

• Competitive league/tournament bowlers
• Families generally bowl on weekend during daytime
• Children generally after school until 6–7 p.m.
• Youths (U18) during evening
• 18–25s evening (Wed–Sat)
• Couples evening
• Over 50s weekdays and early evening
• School groups weekdays

Market targeting
Moonlight bowling is an innovative bowling experience that appeals to a younger audience. By combin-
ing the effects of ultra violet lighting, ‘pumping music’ and prize give-aways, the atmosphere is attractive
to the following markets:

• Youths
• Couples

Promotional re-design
What type of promotion will appeal to these markets? We have seen that the previous package was very
successful. Due to a seasonal fall off in demand this package has appeared to be unsuccessful. However,
demand increases through the winter/spring months and the package will once again prove popular. It is
my opinion that we need to change certain aspects of the evening and not the package itself.

An analysis of our competitors shows that similar glow bowling packages (e.g. cosmic bowling)
involve prizes such as champagne. A successful Moonlight Bowling package will involve prize give-aways
that are superior to previous Hollywood prizes and also the activities of our competitors.

Moonlight Bowling Experience
A typical Friday night shows a fall off in demand after 10 p.m. A suitable time to run the promotion would
be from 10 p.m. until 1 a.m. Saturday night is normally busier during this period and would not be a feasi-
ble option. The moonlight package would be as follows:

• £6.85 per person
• 2 games
• 18–25s
• Burger munch box plus soft drink
• Additional games charged at £1.50 per person
• 10 p.m.–1 a.m. every Friday night

continued



for example, the access to remote mountain
areas for skiing and other activities by lift
systems has many social and economic
benefits but causes concern in environmental
terms, as demonstrated by the development
of Albertville for the 1992 Winter Olympics or
the long-running dispute over a chairlift
extension in the Cairngorms. Clarke and
Schmidt (1995) proposed that, in certain con-
texts, it is the aim of the service provider to
link the service encounter in the consumer’s
mind with the environment encounter, thus
creating repeat business and a long-term
relationship.

Product technology

Product technology is concerned with
tangibles such as facilities, equipment and
technology in the activity itself. It includes
buildings such as cinemas and leisure cen-
tres, the equipment within them and their
use of technology as a feature of the product,
such as screen and sound systems in cinemas
or white-knuckle rides or simulators in
visitor attractions.

Staff

Staff are also a key factor, because of the ser-
vice encounter in many leisure and tourism
contexts, and the interaction in such social
settings defines the critical moments of truth.
Receptionists, instructors, guides, attendants
and waiters and waitresses are particular

front-line staff whose role is to animate,
motivate and engage with customers.

Organization and control

This is the final element and, although
regarded as bureaucratic, work procedures
and other documentation and communica-
tion with customers are important aspects of
service quality and also help with customer
flow and circulation, as well as shaping
attitudes. They can include ticket purchase,
automatic entry, signage and sight lines,
booking systems and the technology con-
cerned with underpinning the delivery of the
product (Box 8.2).

The leisure and tourism service process

The service process in leisure and tourism is
the chain of activities and stages the customer
goes through; it involves much interaction
between the customer and the other inputs
that make up the service system. It refers to
functional quality (the how) as opposed to
technical quality (the what) and, in many
contexts, is more important in determining
the overall quality of the consumer experi-
ence. Process management, design of the cus-
tomer process and the service package are
also assuming greater importance. The ser-
vice process involves the variables of value,
job task and the job environment as created
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Box 8.1. Continued.

Event Prizes
Pink Pin Strike Bottle of Hollywood Bubbly
XXX Bottle of Hollywood Bubbly + free game voucher for up to six people
Birthday Bottle of Hollywood bubbly – free adult membership
Mystery Prize Voucher T-shirt
Spot Prizes Hit-the-Spot mug

Staffing levels
The direct staff to run a moonlight bowl:

• Receptionists (2)
• Security (2)
• Café servers (2)
• Lane servers (2)
• Technician (1)



by the core logic and the three interfaces
between service delivery by staff and cus-
tomer perceptions of the service received.
These three interfaces are described as: (i)
the encounter interface, which links customer
and employee logic through the values of the
organization and the job environment, partic-
ularly with the significance of interpersonal
relationships in high-contact services such
as health and fitness and hospitality; (ii)
the technical interface, which links customer
and technical logic through value and work
tasks and the customer’s direct contact with
technology and systems (important aspects
are booking systems and the technology in
visitor attraction sites); and (iii) the support
interface, which links employee and technical
logic through work tasks and the relation-
ships between front-line and backstage staff.

Service value

The final component of the model returns
to the needs and motives of the customer as
identified or disseminated by the service con-
cept. The model described provides a picture
of the elements in the design of both the ser-
vice and its system of production and deliv-
ery in leisure and tourism. It demonstrates
the traditional view of production in which
inputs are converted through a process into
outputs or outcomes but also emphasizes the
link, in the loop, between the organization’s
service concept and, eventually, the benefits
that customers take away with them and

their satisfaction with how the benefits have
been created.

Service value does not simply relate
to the concept of value for money but also
accounts for other variables such as cost, time
(including travelling) and the general effort
required for the activity (a problem faced by
the Millennium Dome). These factors all have
to be viewed within the context of increasing
competing interests including not just other
managed contexts for leisure and tourism but
also the attractions of in-home entertainment.

The model provides a backcloth against
which the service can be analysed and broken
down to enhance its understanding by staff
(and customers) and the way it is designed
and managed. It facilitates the application
of Juran’s quality trilogy, highlighted in
Chapter 4, which comprises the measurement
and improvement of service delivery as well
as its planning. However, the model does not
necessarily highlight the interaction between
the various components of the service system
or some of the options open to management in
their planning process. In order for managers
to evaluate and to plan new developments,
an understanding of the whole process is
required.

Factors in Service Design

There are a number of key questions for
the leisure or tourism operator to answer in
determining the approach to service design
in any particular context:
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Box 8.2. Case study: TGI Fridays.

TGI Fridays is one of the more innovative organizations in the leisure industry and sees itself as offering
more than simply food and drink. It sets out to create a certain atmosphere in its restaurants and, with the
provision for birthdays and other party groups and its high level of engagement with customers, its core
product is more part of leisure provision than most food outlets. Product development involves managers
in the marketing department at headquarters eating out several times a week to gain ideas, with other
innovations coming from the USA. Feedback is also gained from mystery customer surveys, which are
carried out every month, with results received by every restaurant every 4 months based on the overall
percentage. Although the organization places great emphasis on the service encounter and the training of
staff (see Chapter 14), technology is an important component in the delivery system. A computer system
makes ordering quicker and more accurate and is also used to track the popularity of various offerings.
A recent introduction is a computer-aided control system at the door to enhance the flow and seating
arrangements of customers.



• What are the service concept and service
package?

• Who are your customers?
• What standards do you wish to operate

at?
• How can the package be delivered to the

customers?

There are also supplementary questions:

• How standardized is the product and
service?

• What is the level of psychological
encounter?

• What are the customer’s expectations?
• How technological is the operation?
• How complex is the process?
• What is the capacity of the operations?
• How productive is the delivery system

and use of resources?

These questions underpin the entire
process of planning and designing leisure and
tourism services and represent a systematic
approach. They also highlight a number of
factors to be taken into account in designing
the leisure and tourism product and service;
they transcend the discreteness of the compo-
nents in the model in Fig. 8.1 and indeed
impact on them, but relate in particular to the
service system.

Tangibles

An inevitable starting point is the tangibles of
a product, since they are so often associated
with the core element of the product and are
integral to the first impressions created and
the image presented. Tangibles also comprise
several important elements:

Technology

So many contexts are influenced by the tech-
nology available and how it is utilized, from
health and fitness facilities using sophisti-
cated equipment to visitor attractions incor-
porating animatronics, simulators, virtual
reality and white-knuckle rides. In the con-
text of interpretation, Hines (1998) suggested
that ‘there is a growing realization that there
is a synergetic relationship between the

visuals, the audio and the hardware which, if
you get it right, creates a more transcendental
experience’. Furthermore, the consumer exp-
erience is affected technologically not simply
by the enhanced product per se but by the
way it is delivered and administered. Book-
ing systems, computerized access to facilities
or ski lifts and improved information, sign-
age and access all help to enhance the overall
experience and the way it is managed.

Access

This ranges from the physical proximity of
the facility to its market, transportation to it
and parking (or provision of a train station
in the case of Disneyland Paris), to provision
for the disabled, and opening hours and
programming policies.

Signage and sightlines

Circulation of people in large sites or build-
ings such as theme parks and airports can be
greatly affected by the clarity and positioning
of signs and notices (and the number – in
some instances there are too many unneces-
sary notices). Sightlines for viewing in special
events or museums or exhibitions are also
critical in shaping consumer perceptions
of the experience. Technology has helped,
with sports stadia erecting large screens
of the action, or providing more flexible
configurations.

Health and safety

Many contexts in leisure and tourism contain
a risk to safety, whether they are activities
involving movement, or the congregation of
people as spectators, or the provision of food
and drink. There is the paradox in the case of,
for example, theme parks or outdoor pursuits
where the ‘risk environment’ or thrills from
the activity are part of the attraction but
where the consumer likes to feel that safety
measure are still in place. In recent years, the
design process has seen much attention to
detail and procedures in white-knuckle rides,
flumes and water slides, sun-beds, outdoor
pursuits and football stadia.
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Flexibility

It was noted earlier how the dynamism of
leisure and tourism markets means that orga-
nizations must be able to respond quickly to
market changes or, indeed, the competitive
edge, which requires operators to innovate
and experiment. Flexibility and adaptability
built into facilities and systems and processes
will enable the good operator to modify their
product or service.

Aesthetic appeal

The concept of quality is a very subjective one
but the leisure and tourism provider knows
that the consumer experience is often affected
by reaction to the decor, furnishings, colour
scheme, architecture, landscaping or design
of equipment and the challenge is to identify
the features with the most widespread
appeal. Public leisure centres no longer look
like warehouses as they did in the 1970s.
Free-form leisure pools transformed the
physical impact of swimming pools into
attractive, pleasant, relaxing environments.
Center Parcs, with an ‘all-the-year-round’
holiday concept, have a large ‘tropical dome’
containing pools and other water features as
the centrepiece of their operations. Futuro-
scope, in France, has combined the themes of
leisure, education, technology and communi-
cations in a large, visually exciting site just
outside Poitiers containing futuristic-looking
buildings and a litter-free, landscaped site.
Disney, in all its parks, has placed great
importance on the quality of the environment
with the visual impact of themed areas as
well as the landscaping.

Atmosphere and ambience

The subjectivity of consumer perceptions is
even more acute in the impact of the atmo-
sphere of a facility and is perhaps the most
difficult feature to design into a service
package. Many of the factors cited earlier
contribute to its overall impact. Customers
will often point to the atmosphere of a rest-
aurant or theatre, or even a leisure complex,
as part of its attractiveness. Staffing as well
as decor and lighting all play a part and, as

will be seen later, even the customer’s own
contribution is a factor. Fans at football
stadia, racegoers at the Cheltenham Gold
Cup Festival, visitors to the Edinburgh Fringe
Festival and members of an aerobics group
all shape the very atmosphere to which they
are attracted. The design of Center Parcs’
sports and swimming facilities provides an
example of flexibility, attractiveness, relax-
ation and technology:

Settle into our cosy villas, tucked away
amongst the trees. Enjoy the Subtropical
Swimming Paradise, the sports, leisure,
Spa facilities and our own mini health and
beauty retreat, Aqua Sana. Make your
holiday simple or indulgent, busy or lazy.
Share it with family or friends. It’s a short
break that thinks it’s a long holiday – and
with so many options, all you have to do is
choose.

Social accountability

There is increasing pressure to take issues
of sustainability, ethics and community rela-
tions into account in designing and redesign-
ing services in leisure and tourism. Examples
include energy consumption, ecotourism,
climate change and conflict between recre-
ational users and landowners. On the other
hand, the social and economic benefits to
an area or region are also promoted, and
accounted, in examples such as Futuroscope
and the Millennium Dome.

Focus

The extent to which organizations are
focused is also part of the design process. The
concept of focused strategies and operations
has long applied to manufacturing industry
and it was Johnston (1996, p. 12) who
suggested that ‘it was only a matter of time
before the concept of focus was applied to
service organizations’. He argued that service
organizations can benefit from focus and that
it can occur at different levels.

The first level of focus is the service
concept and it can apply in one of four
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different ways, according to the number of
markets and breadth of services offered:

1. A market- and service-focused organization
provides a narrow product or service to a
specific market segment. Many golf clubs fall
into this category, as does Gulliver’s Travels
offering sports tours, or the Broadgate Health
and Fitness Club in London providing a
luxury, high-priced facility, or Leapfrog Inter-
national offering expertise in special events
organization and management.
2. A market-focused organization provides
a range of services to a narrow market as in,
for example, local authority youth services or
Saga providing a range of service for the older
consumer.
3. A service-focused organization provides a
specific product or service to a wide market.
Examples include cinemas, swimming pools,
libraries, urban parks, museums and tourist
information services. Alton Towers’ service
concept is ‘to provide an inclusive package of
magnificent surroundings, historic heritage,
fun and fantasy to suit all ages and tastes’. The
Young Vic Theatre in London has a service
concept that attempts to make the theatre
accessible to everyone; staff are encouraged to
to be informal and friendly with black T-shirts
and no uniform in reception.
4. Unfocused organizations provide a wide
range of services to everybody. Some organi-
zations are unfocused at the service concept
level and choose to be focused at the business
level – the second level of focus. This tends to
be large conglomerates that specialize within
divisions or on particular sites. For example,
Whitbread caters for a number of different
markets through several brands, including
the David Lloyd Centres and the TGI Fridays
chain. Thomas Cook sells the following range
of products/services: holidays; flights;
foreign exchange; travel vouchers; insur-
ance; car hire; car parking; airport hotels;
phone cards; stamps; guidebooks; maps;
European rail timetables; Moneygram. The
aim is to capitalize on the quality associated
with the brand name of Thomas Cook
(although the recent acquisition of JMC
Holidays has not been an initial success, with
poor levels of service quality and customer
satisfaction).

The third level of focus occurs at the site
level where a number of different facilities or
resources cater for a wide range of activities
and markets. Gloucester Hotel and Country
Club is a reasonably small example, contain-
ing a mix of hotel, a ‘Sebastian Coe Health
Park’, sports facilities including golf and
squash and an additional market of activity
breaks, and, as a separate venture, a regional
dry ski slope. The Link Centre in Swindon
contains a leisure centre, library and health
clinic under the same roof.

The fourth level of focus is almost one
of vertical integration on the one site and
embraces focus on the service delivery sys-
tem. There may be a little overlap with the site
focus highlighted in the previous category but
an example requiring thoughtful design and
an understanding of its service logic would be
a health farm such as Inglewood Hydro in
Berkshire or Grayshott Hall in Surrey, where
many guests will move between specialist
functions such as fitness, beauty treatment,
aromatherapy and nutrition.

Finally, some organizations may remain
unfocused at the service concept, business,
site and service delivery levels and be
happy to offer a wide range of services
to everybody. Perhaps some local authority
leisure services are the most appropriate
example in the leisure and tourism industry
although some commercial organizations
such as Whitbread have a wide portfolio of
interests.

The service encounter

The level of psychological encounter between
staff and customers varies greatly across the
leisure and tourism industry but its impor-
tance in achieving customer satisfaction is
well documented (Bitner, 1990; Walker, 1995;
Normann, 2000; Lee-Ross 2001). Some opera-
tions (e.g. TGI Fridays or Disney) build
customer contact into their service concept
and package, and train and prepare key
personnel for engaging in conversation with
guests. The use of script theory provides
further evidence for the opportunity in the
design process to manage and manipulate
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exchange and rapport between staff and cus-
tomers. Thomas Cook refers to its customer
moments of truth and trains its staff to put
themselves in their customers’ ‘shoes’, as the
case study in Box 8.3 shows.

As the model in Fig. 8.1 showed, a critical
factor in many leisure and tourism contexts is
the service encounter and how it is managed.
Some observers regard the service encounter
as the contact between staff and customers; it
is interesting that many of the SERVQUAL
dimensions of quality highlighted in Chapter
13 are concerned with human attributes. Yet
others perceive it to be a wider concept that
reflects any contact the customer has with
the organization within the process of con-
sumption. Danaher and Mattsson (1998, p. 48)

suggested that ‘rather than just the one inter-
action, the summation of all the service
encounters with the service provider are
evaluated by the customer’.

Walker (1995) argued that service perfor-
mance takes place within the service encoun-
ter, which includes facilities, procedures
and systems as well as people. He suggested
that, in addition to the influence of zones of
tolerance, customer satisfaction is determined
by the impact of three stages of the service
encounter. The first and third are more
concerned with peripheral aspects, linked
to pre-performance and post-performance
evaluations and may involve initial contact
with the organization, perhaps in booking or
initial enquiries, as well as the process of
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Box 8.3. Thomas Cook Moments of Truth Dos and Don’ts.

ENTERING THE STORE

DO THIS
I want to be acknowledged and greeted and want to see it happening to other customers as well.
I want you to come to me to start the conversation.
Ask me if I need help and take the time to find out what I really want.
Sometimes I just want brochures but I still want someone to talk to me and suggest holiday ideas.
It may be obvious but I want you to be friendly and smile.
I want to be dealt with courteously and see you doing the same for other customers.
If your shop is small and empty, think carefully about how you approach me. It can sometimes be
intimidating.

DO NOT DO THIS
Don’t leave me hovering in the doorway. It can be quite intimidating coming into a shop you do not
know.
Don’t be too pushy and persistently try to help me if I want to be left to my own devices.

COLLECTING BROCHURES

DO THIS
If I have a specialist request, then do get back up from other colleagues, and use the travel guides I know
you’ve got.
Give me plenty of information on the resort and fact sheets if you have them.
I would like to be given brochures that tell me about the country I am visiting.
Talk me through the brochures and explain them to me.
Give me advice on which brochures to take, help me to narrow the choice down.
Lay out your brochures in a way that makes sense.
Respect my right to just look and browse if that is all I want to do.
Ask me about what I want from the holiday to ensure I get the right brochure.

DO NOT DO THIS
Don’t pile me up with brochures when I need help.
Don’t run out of brochures. This is very annoying.



departure or follow-up by the organization.
There are contexts in leisure and tourism
where there is a blurring between these stages
and the second stage – the actual service deliv-
ery and performance, more concerned with
the core product. Walker (1995) explained
how customer satisfaction can change
through the stages according to the manner
with which complaints are dealt.

The service encounter and the role
of the customer

The role of the customer is often more
significant in services than in manufacturing
industry and within services the involvement
of the customer can also be more distinctive
in the leisure, tourism and hospitality
industry. It can be argued that the customer is
inseparable from the service delivery system
(Canziani, 1997) and Normann (2000) pointed
out how the customer can appear twice in
the service management system, both as
consumer and as part of the service delivery
system (as a co-producer). Furthermore, the
customer’s own contribution can help to
enhance the overall experience and reinforce
the view that the customer be regarded as a
resource or input to be managed.

There are several ways in which the cus-
tomer can participate in the service process:

1. The customer can specify some aspects
of the service with different-priced tickets
in theatres or airlines, different categories
of membership in health and fitness facilities
and golf clubs, or the design of a ‘tailor-made’
holiday.
2. The customer can be a co-producer in
performing certain tasks, as in many facets
of the voluntary sector such as sports clubs.
3. The customer can help to maintain the
ethos of the organization in that the service
encounter and the interaction can provide
staff with great job satisfaction and fulfilment,
particularly where there is some empower-
ment in place.
4. Customers can often be seen as quality
control in that they observe and receive the
work of employees and act as a check if
things go wrong. The mystery guest method

employed by many organizations illustrates
the possibilities of this.
5. Customers are also involved in selling
and promoting facilities and establishments
through word of mouth or the use of their
happy smiling faces in publicity material, as
seen in holiday brochures or advertisements.

For example, Holmes Place at Redwood
Lodge in Bristol views all customer feedback
positively and uses a ‘moments of truth’ book
at reception to record comments. Whenever
a member of staff receives a comment or
suggestion, it is noted in the book and is dis-
cussed at a daily meeting, with responsive
action agreed and implemented where appro-
priate. It also provides the basis for a response
to the customer.

In designing the service package and
service delivery system, the way in which the
customer is involved raises several questions:

• How much customer participation is
required?

• How much interaction with staff is
encouraged?

• How is the interaction between custom-
ers/participants planned for?

• What are the implications for resource
efficiency?

• What levels of customer competency are
required?

The level of customer participation

We have seen how some contexts in leisure
and tourism require, or allow, considerable
participation in the service and its creation.
Many instructional classes in a range of activ-
ities are highly participative; interactive expe-
riences in museums and heritage centres,
audiences in sports and entertainment ven-
ues or education as leisure all provide oppor-
tunities for active and creative participation.

The level of the service encounter with staff

It is also necessary to consider the impact
that both customer and provider have on
each other and how this is particularly signi-
ficant in some contexts. There is a growing
argument (Svensson, 2001) that the service
encounter should be viewed as a dyadic or
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even triadic relationship in which the various
actors (consumer, front-line employee and
possibly manager) help to shape each other’s
perceptions, and that it should therefore
be measured as such rather than in a ‘uni-
directional way’. For example, the aerobics
class will certainly respond positively to an
enthusiastic, competent and warm instructor
and, likewise, the instructor’s performance
and attitude will be affected by the
approach and response of the class. Thus,
there is a shared experience between staff
and customer and the contribution of one
will impact on the levels of satisfaction of
the other. Furthermore, the impact of the
front-line employee can be significant if
customizing the service for the customer,
even within services that are ostensibly
standardized (Bettencourt and Gwinner,
1996) in, for example, some of the health club
chains.

The customer as part of the service
concept and package

Not only can customers be regarded as
partial employees but also their contribution
to the features of the product and service can
be an additional dimension, and in some
cases an integral part, of the overall experi-
ence. The interaction between customers
provides much satisfaction for many people
and much participation in a range of activi-
ties incorporates the motive of socialization.
Therefore, the very presence of other people
is an important prerequisite to social events,
many sporting activities, certain aspects of
visitor attraction sites and other social con-
texts such as restaurants and bars. One of the
attractions of the Cheltenham Gold Cup
horse-racing festival every March, despite
queues and crowded conditions, is the very
atmosphere created by the 45,000 to 50,000
people squeezed into the racecourse.
Similarly, thousands of spectators in sports
such as football, rugby and ice hockey are
attracted by the noise, singing and social
bonding of which they are part. Furthermore,
it can also be recognized that providers are
also affected by the actions and behaviours of
customers.

The customer as a productive resource

In viewing the interaction between customers
and the organization, the implications for
resource efficiency must also be considered.
There is a continuum from reducing the
impact of customer participation to a mini-
mum, to avoid potential for mistakes or vari-
ation or demands on staff, to seeing the custo-
mer as a productive resource. As Bitner et al.
(1997, p. 202) suggested: ‘Services can be del-
ivered most efficiently if customers truly are
viewed as partial employees and their partici-
pative roles are designed to maximise their
contributions to the service creation process.’

The implications for the skills of consumption

Where participation is encouraged and
where service design accounts and plans for
it, the skills or competences required of cus-
tomers also raise an important question. How
is the level of customer competence identi-
fied, to what extent is the provider involved
in developing such competences and what is
its potential for enhancing the quality of the
experience and overall customer satisfaction?
Canziani (1997) defined customer compe-
tency in terms of the fit between customer
inputs (knowledge, skills and motivation)
and the task roles required of customers
(Table 8.1). The table also highlights the three
categories of task roles: generic consumer
competency; product core competency in
health spas; and competencies in systems and
procedures specific to a single organization.

The customer inputs of skills, knowledge
and motives are also more significant because
of the impact of technology and the competi-
tive edge. Leisure and tourism operators
are competing not simply with each other
but with the increasing dominance of in-
home entertainment. The consumption skills
required to take part in sport, activity holidays
or some visitor attractions can be seen as either
a challenge or an opportunity for the industry.
In some cases, the skills required become the
service package, as in instructional classes. In
other instances, especially with more deman-
ding activities, the investment in time, effort
and money by the consumer can help the
provider to cement the relationship with the
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customer. From the perspective of the
provider, there are also certain tools and
measures that can enhance this relationship
and the way the service is understood and
designed.

Tools of Service Design

The model of service delivery in Fig. 8.1 dem-
onstrates the interaction between various
components and the translation of the service
concept into a managed process with particu-
lar outcomes. It highlights the way the service
delivery system is controlled and managed
but there is a need to examine what
Kingman-Brundage et al. (1995) described
as ‘pre-service management functions’. There
are various methods or tools that describe
the processes involved and the way in which
an understanding of those processes can
enhance the management of the leisure and
tourist experience and help managers to cope
with the challenges that service characteris-
tics such as intangibility provide. They do
this by depicting the service system and the
planning, organizing, directing and control-
ling functions.

Service process flowcharts

The first of these tools is called flowcharting
and is concerned with the consumer process
and the sequence of actions, stages and activi-
ties that the consumer encounters and experi-
ences. A service process flowchart follows the
same principles as a manufacturing process
and in engineering style will involve yes/no
questions and responses. It incorporates an
analysis of the duties and tasks of each
front-line member of staff but also demon-
strates how they are linked. A receptionist in
a leisure centre deals with bookings, ticket
sales, enquiries and queries but is not
necessarily aware what happens when users
encounter attendants, instructors or catering
staff.

A health club provides a reasonably
straightforward example of customer flow
and its service encounters (Fig. 8.2). The stages
and their moments of truth are depicted to
demonstrate the contact or encounter with
front-line staff or systems or procedures,
which are evident to the customer as they go
though the service process. From the initial
decision (based on their knowledge of the
facility and its marketing) to leaving the
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Customer tasks Related customer inputs

Generic tasks
Planning – assess personal needs for services
Budgeting – assess available resources
Scheduling – bookings or appointments
Communicating – tell service provider what needs are
Directing – tell service provider how to provide service
Coordinating – the service system and its delivery
Mediating – reduce gaps between process and employees
Evaluating – performance and customer satisfaction
Controlling – use of feedback
Product core tasks for health spa
Preparing a dietary plan
Planning weight-training circuit

Timing heartbeat rates
Sport
Organization-specific tasks
Signing up for an aerobics class
Turning on the sauna
Getting hand towels
Organizing trim trail

Literacy
Mathematics
Statistics
Language fluency
Interpersonal skills
Problem solving/use of technology
Cultural diversity
Measurement techniques

Nutritional guidelines
Knowledge of anatomy and
physiology
Aerobics specifications
Knowledge of rules and equipment

Scheduling and payment details
Specific technical knowledge
Procedures knowledge
Location knowledge

Table 8.1. Customer task roles and related customer inputs.



premises, there are decisions or perceptual
consequences of actions resulting in the final
levels of satisfaction, and the decision whether
to return (or eventually renew membership).
What the flowchart fails to reveal is the actions
and operations of the organization, which
take place away from the service encounters
but which impact on them. It is important to
note how the operations interact not only with
the external customer but with the internal
customer and, particularly, how the front-line
employee is supported behind the scenes.
A method of demonstrating this is service
blueprinting.

Service blueprints

A more complex approach matches the con-
sumer process with the service system and
demonstrates the interaction that takes place.
It shows how a service map or blueprint depicts

a consumer process and its relationship with
the service process. The map embraces the
management function and intent at the bot-
tom and how it relates to the requirements
of customers who enter the map at the top.
According to Laws (1999, p. 279), ‘Service
blueprinting is a diagram which shows all
the elements that go to make up the service
studied. It records and maps the events and
processes which the customer experiences.’

Service blueprints demonstrate in a
number of stages how management defines
the service concept, allocates resources and
coordinates the functions within the operation
to implement the service concept:

1. Management defines or refines service
concept. A clear example of the redefining
of a service concept is the attempt in recent
years of some Spanish resorts to upgrade their
facilities and their image from their earlier
development as concrete destinations for the
mass package holiday market.
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2. Management allocates resources – to
what extent is the decision driven by a
customer focus?
3. Management coordinates functions.

Where everybody understands the service
logic, this becomes a smooth, cohesive opera-
tion. The success and image of Disney can be
partly attributed to such an approach.
4. Marketing develops advertising and

sales promotion. An understanding of the
service concept and how it can be com-
municated successfully to customers also
depends on a fully integrated approach.
Recent promotions by Center Parcs have
successfully combined the sense of relaxation
and tranquility associated with aspects of
their product with the activity focus that
also attracts people.
5. Response by customers. Much will

depend on initial perceptions and the skill
and understanding of staff in dealing with
customers.
6. Front-line personnel greet customers.

The service encounter, whether as a prelude to
the core activity or as part of the core activity
(with a fitness instructor, tour guide or
waiter), defines many ‘moments of truth’. Its
effectiveness will often be determined by
the fit between customer logic (the customer’s
needs and motives), technical logic (how the
service outcomes are produced and why) and
employee logic (what the employee is trying
to do and why).
7. Shall I buy? The value the customer

attaches to the expectations of the service is
particularly important at this stage.
8. Special requests. The extent to which ser-

vice systems have flexibility built into them
will always be tested here. TGI Fridays allows
customers to request individual require-
ments, within certain constraints.
9. The service is produced. The test of any

operation is how seamlessly this process is
carried out. Many have witnessed operations
in restaurants, airports or holiday companies
where the lack of cooperation and under-
standing between personnel in different
functions was marked and resulted in a
service breakdown.
10. Customer experiences the service out-
come. This, of course, is often as the outcomes

are produced and is one of the biggest tests of
the efficacy of the service design.
11. The remaining stages are concerned
with evaluation and feedback and provide
the link between service design and a
total quality approach based on continuous
improvement.

Posing and answering these questions
provides many useful insights into the tech-
nical, and particularly functional, aspects of
service quality. The performance of the orga-
nization, its interactive nature and outcomes
achieved make up the service process but also
require a wider view than this. In addition to
process, service blueprinting also considers
structure and how process and structure
are inextricably linked in the best organiza-
tions. Service blueprints help to illustrate the
model of service delivery and the interaction
between its various components and enable
the design and implementation of the service
package and delivery system to be much
more informed and appropriate. Fache (2000)
argued that blueprinting enables attention to
be focused on three key factors in achieving
service quality: design; the role of staff; and
the interactions between staff and customers.

To plot and read a service blueprint effec-
tively requires systematic thinking, which
embraces both the customer process and the
service process or organizational structure.
To examine the customer process and the ser-
vice encounter with staff involves following
the map in Fig. 8.3 horizontally from left
to right and along the line of interaction and
this highlights the potential moments of truth.
Following the map from bottom to top
through several lines of demarcation reveals
the nature and clarity of the service logic
and the structure of backstage and support
functions in the organization. The line of
visibility separates the front-line or on-stage
operations from the backstage functions.
On-stage duties are those that are visible to
the public. Backstage duties are performed by
contact staff but away from public gaze. It
might be fitness instructors preparing their
session, entertainers practising their routines,
retail operators restocking or tour guides
being trained for the substance and delivery of
their material. Both on-stage and backstage
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operations are supported by other functions
and these are separated by the line of internal
interactions and emphasize the importance
of the quality chain and the concept of the
internal customer. Disney theme parks are
noted for their costumed characters and the
friendliness and knowledge of other on-stage
staff; yet they are dependent on thousands
of support staff who supply the costumes
(the largest theatrical wardrobes in the world)
and uniforms, train staff in the ‘Disney
University’, service the rides or supply the
shops, restaurants and bars. This line, in
particular, demonstrates the importance of

understanding the ‘wider picture’ incorporat-
ing the service concept and the service logic
of the organization. Finally, the line of imple-
mentation separates the on-stage, backstage
and support functions from the planning
and organizing functions of management
and the policy making and decision making
this requires.

It follows that service blueprints can
be used to design new services, to evaluate
and modify existing ones and to control and
manage service delivery. They help to com-
municate the values and nature of the service
concept to everybody in the organization.
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They connect employees with each other as
well as with the external customer; they help
different departments or functions to under-
stand the notion of the internal customer.
They represent, in particular, the unified
or integrated approach so critical to the
achievement of service quality and enhance
the provision and management of service
encounters and are an important stage in
the process of operationalizing dimensions of
quality in specific contexts. However, their
ability to determine the dimensions or
attributes of quality is less secure and, increas-
ingly, organizations must formalize the way
they identify customer requirements and
incorporate them into the planning process.

Quality function deployment

A third tool for planning and designing a
service package in leisure and tourism, which
addresses customer requirements, is based
on a method called quality function deploy-
ment (QFD). QFD has been applied success-
fully to manufacturing industry, particularly
by the Japanese (it started in the Mitsubishi
organization at the Kobe shipyards in 1972),
but although its potential for services has
been acknowledged in recent years (Lapidus
and Schibrowski, 1994; Ghobadian and Terry,
1995; Stuart and Tax, 1996; Chin et al., 2001)
little application, especially in leisure and
tourism, has occurred to date. QFD has been
variously described as a system, method,
process or philosophy but its distinctive-
ness is the systematic way in which customer
requirements are translated into the technical
requirements of the product or service. Han
et al. (2001) defined QFD as:

a structured approach to seek out customers
and understand their needs. It begins by
matching customer requirements with the
necessary corresponding design require-
ments, which in turn match with the neces-
sary corresponding production requirements,
and so on, to ensure that the needs of the
customer are met . . .

QFD also reflects total quality manage-
ment philosophy, as discussed in Chapter 4,
as it emphasizes customer requirements,

continuous improvement and an integrated
or holistic approach across the organization.
It also embraces the constant need to listen
to the customer, the VOC (voice of the
customer), and all the methods considered in
Chapter 13 for identifying customer require-
ments and measuring customer satisfaction
levels.

Stuart and Tax (1996) argued that the fea-
tures and assumptions of QFD are extremely
relevant to services and can effectively meet
the needs of service design. They highlighted
several principles in presenting their case:

1. QFD provides a common focus for the market-
ing, human resource management, service
operations and ICT functions in the organization
and encourages the unified approach that is
so important in service design and delivery.
A clearer understanding of the service logic
in the organization is likely, with everybody
more conscious of the impact of their
decisions and actions on attributes of the
service.
2. QFD recognizes that service design and
process management must be customer led
and that the attributes of the service align with
customer needs and wants. The causes of Gap
1 in the SERVQUAL model in Chapter 13
would be addressed by the QFD process and
the service concept would be sensitive to
market factors.
3. QFD, therefore, highlights the importance of
the service encounter and moments of truth and
the need to analyse each interaction in the
service process.
4. The overview provided by QFD enables the
‘trade-offs’ between features to be weighed up and
evaluated; for example, improving access to a
site and enhancing its amenities but attracting
visitors who may then impact on its per-
ceptual capacity and quality; or adding to
the features of an airline service (as Virgin
Airlines does) with the risk of making more
mistakes or standardizing or speeding up the
delivery of a service but with the danger of
making it less personal.

QFD in services is based on a three-part
process that represents service planning
(design requirements), element planning
(service process elements and service del-
ivery development) and operations planning
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(process control) (Fig. 8.4). QFD, therefore, has
three principal objectives: (i) to identify the
customer; (ii) to identify what the customer
needs or wants; and (iii) how to meet the
customer’s requirements.

Ghobadian and Terry (1995) explained
the use of a form of QFD by the airline Alitalia,
for designing a new Intercontinental Business
Class service. They went through six phases in
the process:

PHASE 1: IDENTIFICATION OF CUSTOMER REQUIRE-

MENTS. Alitalia, interestingly, used a team
of managers to identify customer require-
ments in three categories: quality of flight
attendants; quality of in-flight products; and
quality of cabin environment. Ideally, cus-
tomers would be involved, and the various
techniques for measuring customers’ views
highlighted in Chapter 13 would be used.

PHASE 2: OBTAINING CUSTOMER IMPORTANCE

RATINGS. This phase also takes us back
to customer satisfaction measurement and
the benefits of establishing the importance
that customers attach to different attributes
of the service. Alitalia asked 3000 customers
to rate the importance of service features and
to compare Alitalia’s performance with the
‘ideal airline’. Cross-functional team meetings
then determined the target quality level for
each attribute as they were ranked by
customers.

PHASE 3: IDENTIFICATION OF QUALITY ELEMENTS.

This phase is related to functional quality and
the team identified the measurable design
features of the service together with the

methods and processes necessary for the
service delivery.

PHASE 4: CONSTRUCTION OF CORRELATION MIX.

This phase is important in order to achieve
quality. Phases 1 and 3 enhanced understand-
ing, but there is a need to demonstrate how
the quality elements would meet customer
requirements. Alitalia used a matrix with
47 customer requirements and 87 quality
elements to establish the strength of the
correlation between them (1 weak, 3 average
and 9 strong).

PHASE 5: FEASIBILITY STUDY. Pragmatism
determines that the improvement to quality
elements has to be planned over a number of
cycles because of the technical, cost and
reliability constraints. Alitalia attempted to
quantify these by calculating the difficulty
involved on a scale of 1 to 10 (10 being the most
difficult) for each quality element and placing
them in a matrix, which also presented the
significance of each element by multiplying
the correlations in phase 4 by the absolute
weights of the customer requirements and
adding them together.

PHASE 6: QUALITY PLANNING AND IMPLEMENTATION.

This is what makes all the work in the first five
phases worthwhile. The first four phases were
concerned with identifying customer require-
ments, setting targets and determining how
the service package could meet those require-
ments. Phase 5 acknowledged the constraints,
which meant that the inevitable trade-offs
would have to be managed by prioritizing
planned improvements. Phase 6 represents
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the planning and implementation of the
improvements: Alitalia achieved this by set-
ting up four cross-functional teams, with each
addressing a different facet. As a result, in
1993, a new business class service was intro-
duced and improvements were made to seat
pitch, seat comfort, seat design, interior
design, food and duty-free range.

Application to a visitor attraction

A modern visitor attraction can be used to
illustrate the application of the QFD to the
analysis of the service’s attributes and the
needs of its customers. The process is pro-
gressive and begins with the identification of
the attributes of the product or service which,
of course, draw on the service concept. The
service concept of the Olympic Museum in
Lausanne might be an up-to-date, technologi-
cally sophisticated, informative and exciting
presentation in delightful surroundings over-
looking Lake Geneva. The technique trans-
lates the service concept into service bundle
attributes and their relationship with service
encounters in House 1 (Fig. 8.5). The attrib-
utes might be an extremely pleasant location,
interesting/educational display, consumer
participation and demeanour of staff, which

might be broken down further into more
specific attributes. Service encounters, repre-
senting moments of truth (positive or nega-
tive), would occur at entry (reception), each
major display, points of information and the
restaurant.

House 2 (Fig. 8.6) then takes each service
encounter and identifies the elements of the
service process that represent customer needs.
The encounters with the different displays or
aspects of the museum would be concerned
with the visual impact of the displays, their
interest and excitement, their educational
value, ease of circulation and the nature of the
technology and overall environment. We shall
address the service encounter at reception.
The staff at the ticket desk have an important
role in not simply admitting customers but
also providing information about customer
flow, timing, the technology (including tokens
for viewing videos) and retail and catering
opportunities – all done with a smile. The key
characteristics are therefore the attentiveness,
friendliness and helpfulness of staff, the speed
of response, and the accuracy and clarity of
information provided. It is necessary to bear
in mind here the importance of service
attributes and how they can be classified,
and explained, as satisfiers, dissatisfiers and
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delighters. Satisfiers tend to be associated
with the core product (such as the film at a
cinema or the game of squash at a leisure
complex) and are constantly assessed by the
customer – and have the potential to delight.
Dissatisfiers tend not to be noticed until they
go wrong because they are not the main
attraction but enable the core product to be
consumed – examples are parking or toilets or
reception. The right-hand side of the house
therefore denotes the relative importance of
the customer attributes.

The next step is the development of
counterpart characteristics. They represent
the means of the organization to meet the
attributes and requirements of the customer
for each service encounter. For example, the
scope for some involvement or participation
is facilitated by the museum’s use of state-of-
the-art technology. However, the museum’s
use of technology also means that much of

the usage or access to areas of provision is
automatic, resulting in lack of contact with
staff; this mitigates against the customer
attribute of attentiveness and friendliness
of staff and illustrates the benefits of QFD
in identifying the trade-offs involved in
planning and designing services. There
will be positive and negative relationships
between attributes and different counterpart
characteristics. The house helps the organiza-
tion to establish these relationships much
more quickly and accurately. It is important to
note that if a row in the house remains empty
then the organization has failed to identify
an element of provision to meet the specific
customer requirement, requiring one of them
to be reassessed.

The next stage in the house examines
the interrelationships between counterpart
characteristics and is shown in the roof of
the house. It represents an effective way of
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making strategic decisions in the allocation
of resources and the design of the delivery
system and the consideration of further
trade-offs. For example, the customer attrib-
utes of speed of response/access (no queues)
is difficult to square with the desired
attentiveness and helpfulness of staff who
may have a number of questions to answer.
The museum has to decide whether to
provide more staff at reception, which may
reduce its ability to direct resources into
updating displays, or to have more staff
around the different displays to provide the
attentive and responsive service desired by
customers.

The aspect to this stage provides the
opportunity to measure the importance of
each customer attribute and to gauge them
against those of close competitors, thereby
further refining QFD’s ability to address
the two objectives of maximizing customer
satisfaction and optimizing the use of
resources. A high importance rating for
an attribute together with low rating for a
competitor signifies considerable competitive
advantage. A low rating for an attribute and a
high rating for a competitor suggests a low
priority for action. The museum, perhaps, can
give slightly less attention to the range and
attractiveness of its food and drink items
because of the beautiful views over Lake
Geneva from its rooftop terrace. A health club
may find that its customers tend to regard the
competence and attitude of staff more highly
than the nature and extent of equipment – the
feature of a rival facility.

House 3 finally links the service process
elements with key aspects of operations that
control the process and its outputs to ensure
customer satisfaction for each service encoun-
ter and builds on the format of House 1. At
reception, for example, staff’s speed at admit-
ting people could be enhanced by training in
the use of technology and their knowledge of
the whole process in order to answer any spe-
cific questions. Their attitude will be affected
by their dress, what they say to customers

(script theory) and their manner (courtesy,
friendliness and helpfulness). An additional
advantage of QFD is its ability to identify the
existence, and strength, of any relationships
between different elements.

QFD, therefore, is a reasonably complex
and quantitative approach to planning and
designing services (still being adapted from
its manufacturing origins) which encapsu-
lates many of the facets of service quality, and
particularly total quality management, which
this book has examined. For QFD to work in a
leisure or tourism organization, the following
features should be present: (i) a market driven
approach; (ii) clearly identified customer
requirements based on both internal and
external customers; (iii) commitment to con-
tinuous improvement; (iv) systematic use of
tools and techniques for achieving this; (v)
clear culture and vision; (vi) teamwork and
cross-functional teams; and (vii) a unified and
integrated approach.

Conclusions

This chapter has considered the processes
and methods involved in designing quality
into the leisure and tourism product or
service and the way it is consumed. In high-
lighting the factors that are significant in
designing service systems and processes, it
has examined the elements and components
of service design and presented an integrated
approach to their management to meet
customer requirements as fully as possible.
Methods and tools such as blueprinting and
quality function deployment help to achieve
integration as well as reflecting customer-
driven approaches. Such approaches also
highlight the need to achieve productive
potential, as well as to maximize customer
satisfaction, and the next chapter considers
the management of capacity across leisure
and tourism operations and its relationship
with the achievement of service quality.
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9
Capacity Management and Organizational

Performance

Introduction

This chapter addresses a number of opera-
tional issues that are particularly significant
in the management of service quality in
leisure and tourism. They link with other
aspects of the book and especially the princi-
ples of service design and delivery in Chapter
8. The management of capacity draws on the
core elements of service operations manage-
ment, and in particular, the aim of reconciling
the maximization of customer satisfaction
with the optimum use of resources and
the pragmatism of budgetary control. In the
context of visitor attractions there is now a
national code of practice to encourage high
standards of customer care, maintenance and
safety, and, of course, similar codes of prac-
tice in adventure leisure and tourism.

The purpose of this chapter is to examine
the nature of leisure and tourism services and
products and to highlight the problems, or
challenges, of variable demand and yield
management and their implications for the
delivery of service quality.

Service Quality and Operations
Management

There is a key relationship between the
management of resources and the manage-
ment of service quality. Johnston and Clark
(2001) suggested that service operations are
the configuration of resources and processes
to create and deliver the service offering to
customers. Many of the facets of capacity
management are linked with the control and
regulation of demand. They can be viewed as
problems or as natural elements of the con-
sumption experience and even, perhaps, an
opportunity to be exploited. Good capacity
management means that the organization can
cope with any level of demand without its
affecting levels of customer satisfaction; it can
meet its targets and its customers’ require-
ments whilst its systems, procedures and
resources are stretched. Most contexts in
leisure and tourism experience pressures of
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this nature. Visitor attractions, especially
theme parks, are affected by seasonality and
can experience long queues. Airlines have
queues at their check-in desks and often have
to manage the problem of delays or over-
booking; national parks and other popular
areas can experience real overcrowding and
use various methods to control the problem.
There can be problems of erosion and over-
demand, with some facilities also suffering
from slack usage or demand and using other
methods to even out demand.

Capacity management is concerned with
achieving a balance between extreme posi-
tions and clearly reflects the objectives of
service operations management, which are to
reconcile the maximization of customer satis-
faction with the optimum usage of resources.
The problems of overloading, especially at
peak times when there are queues or per-
ceived overcrowding, can affect customer
satisfaction and service quality and, indeed,
lose custom through people going elsewhere
either at the time or subsequently after a poor
experience. Pressure on resources, especially
staff, can lead to mistakes or rushed imper-
sonal service, leading to customer dissatisfac-
tion and a drop in service standards.

However, problems of overcapacity or
underwhelmed customers can also affect the
quality of the consumption experience. Some
contexts that are too quiet detract from the
atmosphere and experience that customers
are anticipating, or present images of failure
or unpopularity in the minds of suspicious
customers. For example, a restaurant or cin-
ema that is empty lacks some of the attributes
one expects from such a context, and poorly
attended sporting venues do not develop the
atmosphere that attracts people in the first
instance. Staff in such environments do not
always enjoy the lack of involvement and
atmosphere and also begin to build up a
negative image of the organization.

Capacity Management and ‘Real Time’
Service Delivery

Capacity, therefore, is not necessarily a
straightforward concept to examine. It can

certainly be viewed in terms of its resources
and their impact on numbers of customers at
any given time, as with a cinema, fitness club,
airport or theme park. Yet time is also a key
variable and much depends on the speed
with which customers are processed,
whether there is a fixed time (as with some
sports, a special event or a guided tour) or the
duration of the visit or experience is highly
variable (as with tourists on a beach, or visi-
tors to a museum or art gallery). In catering,
the service concept incorporates this
approach as in ‘fast-food’ outlets encourag-
ing a rapid throughput and turnover (even
through the use of bright colours in their
décor – which stimulates people to eat more
quickly) or the ‘gourmet’ restaurant, which
offers the table for the evening. The Jorvik
Centre in York, in contrast, received com-
plaints when it attempted to speed up its ride
to reduce the length of queues.

The concept of capacity is also compli-
cated by the characteristics of service delivery
considered in Chapter 8. The issue of intangi-
bility means that output cannot be stored
and lost capacity in the guise of theatre seats
or swimmers or holidaymakers cannot be
recovered. The corollary means that uneven
demand cannot be smoothed out since
consumption takes place as the service is
produced (inseparability). Furthermore, the
uncertainty of demand and delivery in many
contexts is compounded by the uncertainty
over the time it takes to process some custom-
ers highlighted in the previous paragraph – a
‘stochastic’ pattern, which results in queuing
and is one of the main features and problems
of capacity management in leisure and
tourism operations (as will be considered in
more detail a little later). It is easier to predict
demand and patterns of usage where there is a
single product, such as a cinema film or a gym,
but where the product is mixed and complex,
as in multi-activity sports and leisure facilities
or theme parks, the notion of heterogeneity
means that it is very difficult to predict
with any accuracy the decision making of
consumers as they move around.

The real-time nature of leisure and
tourism services means that the likelihood of
consistently matching actual output to poten-
tial output is very uncertain and is dependent
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on three main factors: (i) the management of
demand through the range of services, pricing
policies and marketing; (ii) the management
of usage through programming, scheduling,
queuing theory and coping strategies; and (iii)
the extent of capacity leakages when staff are
late or absent or when facilities or equipment
are out of commission.

Output, sales and usage in leisure and
tourism operations are determined by pro-
ductive capacity, which also affects custom-
ers’ perceptions and their overall satisfaction
with the experience. Perceptual capacity is a
difficult facet of provision for organizations to
plan for because of variations in consumer
behaviour and helps to explain the fine line
that providers have to tread between cus-
tomer satisfaction and maximizing participa-
tion (which is considered a little later in this
chapter). Whatever the nature of perceptual
capacity and the context being managed,
organizations need to plan their operations
strategically.

Operational Strategies

There are two broad strategies that organiza-
tions adopt to manage their capacity and
their productive potential: (i) control of the
supply, which can be fixed or variable; and
(ii) manipulation of demand.

Control of supply

Fixed supply

The first challenge is to manage capacity
or supply but there are limited opportunities
for this in the leisure and tourism industry,
where there are fixed capacities or limits that
cannot be exceeded once they have been
planned. Some operations require a fairly
elastic capacity (e.g. special events with pres-
sures on their catering facilities and toilets)
but many contexts have a relatively inelastic
or fixed capacity as determined by factors
such as the car parking spaces or rules (e.g.
fire regulations or the number involved in
particular sports). There may be upper limits

but there are also fixed resources, which
means that the operational goal is to maintain
demand as far as possible.

Service quality can suffer with this
approach. Airlines, for example, are notorious
for overbooking scheduled flights so that
they will always hit their fixed capacity, as
normally 6% of passengers do not show up for
their flights. When they do show up, it means
that the airline has to refuse seats to passen-
gers or to ask for volunteers to receive com-
pensation and accept the next available flight.
In some cases bona fide booking systems, as
with some sports or the theatre, can help to
match supply with demand. In other cases, the
resulting problem for service quality is the
queue. Euro Disney (now Disneyland Paris)
provides such an example. In its first few years
it experienced a number of problems with
capacity because of both demand and supply
factors. Income was affected by poor take-up
in winter months (no real surprise) and also
the lower-than-expected secondary spend
in shops and restaurants (compared with the
American parks). There were also problems
with queues at the busiest times in the
summer because of limited provision of rides
– 29 rides in total, with a capacity of 50,000
people per day (1724 per ride), compared with
Disney World’s 72 rides with a capacity of
90,000 guests (1250 per ride).

Variable supply

In some contexts there is a need for as
much flexibility as possible, with the attempt
to match supply to demand referred to as
the ‘chase’ strategy. This requires either more
resources being made available (such as staff
or equipment) or a quicker response time (in
a busy travel agency). Flexible staffing levels
and skills are the most important factor in the
chase strategy but, in some operations, facili-
ties can be closed off or opened, depending
on demand, as in catering outlets at sports
stadia or in special events. There is the need
for flexible staff; for example, leisure centres
often employ leisure attendants or assistants
who can also coach sports. Special events
in leisure and conference facilities are
often staffed by a high proportion of
casual employees, who therefore represent
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a variable cost. There is also the need for
elasticity in other areas, for example, there is
no use increasing capacity of a facility if its
car parking is limited or it does not have the
catering facilities to cope. Examples of such
problems are provided by the British Grand
Prix when it returned to Silverstone in 2000,
and some people never made it because of the
traffic queues; or the Millennium stadium in
Cardiff when it staged the Worthington Cup
Final in 2001: the number of cars was grossly
underestimated and the approaches to the
city centre were gridlocked.

There are, therefore, circumstances in
which there is insufficient capacity to cope
with demand and the provider literally has
to adopt a ‘coping’ strategy and effectively
maintain a ‘level capacity’ in which demand is
constant or customers are forced to wait. In
these cases, there are implications for service
standards; there may be no control of any
elements of the service offering, or there is
an attempt to maintain standards in the core
product and some aspects of the augmented
product will suffer. An example of the former
occurred some years ago when the Channel
Tunnel advertised extensively that motorists
could just turn up and go straight on to the
train; they were met with many hours of
queues and extremely disgruntled holiday-
makers. Examples of the latter are stately
homes unable to offer guided tours at their

busiest times or health and fitness facilities
offering more personal guidance and help
at slacker times. The corollary of this would
be when the core product is unavailable and
consumers have to make do with additional
provision (e.g. actions of local authorities in
promoting limited countryside resources and
amenities in the worst of the foot-and-mouth
disease crisis in the UK in 2001). There are,
therefore, a number of options in day-to-day
capacity management for adjusting capacity
to meet variable demand and they can be
viewed as long-term or short-term options
(Table 9.1).

Many of the options in Table 9.1 are
used right across the leisure and tourism
industry – an industry known for its use of
part-time and casual staff and its scheduling
of customers. The Cheltenham Racing Festival
again provides many examples. It takes on
hundreds of casual staff and provides addi-
tional viewing and catering space through
renting marquees and temporary stands, and
it does require a ‘superhuman’ effort from
the staff employed. They use a number of
the options listed, as do most organizations,
and it is important to note that rarely are
they independent of each other. For example,
cross-training of staff, or increased flexi-
bilization, probably means fewer staff
employed. Several of the options, such as
changing location and hours or providing
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Longer-term CMOs Shorter-term CMOs

Base CMOs (must do) Hiring full-time employees
Lay off full-time employees
Yearly scheduling (e.g. annual leave)

Hourly/daily scheduling
Weekly shift scheduling

Optional CMOs Part-time employees
Rent capacity
Share capacity
Cross-train
Provide more information to servers
Simplify the service process
Reorganize servers to specialize
Redesign service
Build excess capacity
Change hours of operation
Change location
Automation (e.g. entry)
Change level of customer participation

Temporary employees
Overtime
Idle time
Schedule extra staff
Periods of super-human effort
Customers wait
Non-urgent work falls behind
Do non-urgent work when quiet
Turn away custom
Allow customers to reserve/book
Subcontract out
Change allocation of resources

Table 9.1. Capacity management options (CMOs). (Adapted from Klaasen and Rohleder, 2000.)



automated entry, overlap with the control of
demand.

Management of demand

The other strategy is to manage the pattern
of customer demand and much of this is
achieved through encouraging customers to
change their behaviour in relation to timing
and frequency. This is where service quality
has close links with services marketing and
consumer behaviour, and an understanding
of the market and its segments is particularly
important. There are predictable patterns of
demand associated with work and other
commitments, the weather and seasonality,
which affect all aspects of provision, and the
challenge is to move some peak-time demand
to off-peak times. An example of this is
the use of price reductions to encourage
participants in health and fitness facilities
to attend at off-peak times, such as early
morning sessions before work. The willing-
ness of tourists to travel out of season is
another example. The scheduling of major
events and festivals (such as the Munich Beer
Festival) requires an understanding of the
motives and requirements of various target
groups and the resources and processes
needed to meet them. Alton Towers under-
takes a considerable amount of systematic
research and planning in order to adapt its
operations through knowledge of demand
and customer requirements. This is achieved
by having trained staff ask visitors to
complete questionnaires to establish levels of
customer demand for different services. This
is called ‘real-time research’ and through it
Alton Towers has been able to identify the
greatest demands on its resources and to
adjust accordingly.

The approaches to manipulating demand
include the following:

• Price incentives. In fact such pricing
strategies are almost used as a disincen-
tive in that they are deployed to shift
some demand and usage from the most
popular times. Their rationale is also
based on the concept of marginal cost-
ing, in which the price is linked to just

the direct costs of the additional usage,
and the public sector traditionally has
been slow to use this practice. It is lim-
ited by the speed of local government
decision making and less dynamic prac-
tices. Examples from the commercial sec-
tor include nightclubs that are cheaper
during the week, pubs that offer ‘happy
hours’ during early evening and golf
clubs that offer reduced rates for play at
certain times.

• Promotional activities. In some cases
aggressive marketing and advertising,
linked to pricing policies, is sufficient. In
other cases, programming and schedul-
ing methods and skills can pay off in
promoting demand and take-up at less
popular times. Leisure centres use their
programming policies to schedule more
popular activities such as five-a-side at
less popular times to increase usage (if
they can get away with it). Ski resorts
have promoted their facilities, including
lifts, for summer usage. Theme parks
have targeted schools through their
educational features in order to fill
off-peak times.

• Product development. Another approach
is to alter the product, especially in
order to fill unused times or capacity.
The development of racket ball as an
alternative to squash was seen a number
of years ago, as was the conversion
of squash courts to soft play areas
when the demand for squash began to
decline.

• Booking systems. Where organizations
can ‘reserve’ capacity there are fewer
problems with demand, as exemplified
by airlines, restaurants, hotels and some
sporting events. Booking systems are in
place in facilities such as golf clubs,
leisure centres and health and fitness
clubs to help to even out demand and
prevent queues from a customer per-
spective, and under-use from the organi-
zation’s perspective. Other contexts such
as bars, cinemas and travel agencies can-
not always accurately predict demand
and require contingency plans to man-
age the extra numbers and the problem
of the queue.
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The study of the manipulation of demand
to manage capacity also contains some
variables that affect overall approaches.
Whether the demand for a particular product
or activity is independent or is dependent on
other products and services is a key factor. The
number of participants or customers at many
facilities or events will be directly related to
the demand for food and beverage operations,
although, interestingly, Euro Disney in its
early years overestimated the secondary
spend by visitors in the restaurants and shops.

Queuing or Waiting

Despite the application of these methods,
a significant feature of many leisure and
tourism contexts (though not always a source
of dissatisfaction) is the queue. However, in
many cases there are constraints on the extent
to which supply or demand can be manipu-
lated and some problems of undercapacity,
from the customer perspective, will always
be apparent, as in the queues that feature in
particular establishments. This is the problem
of fluctuating service demand, which manag-
ers in some contexts regard as the most
difficult aspect of demand and capacity
management. Queuing is a major problem in
certain contexts but an established feature
in others. Theme parks expect queues with
their more popular rides, especially their
recently introduced ones, and even argue
that, in some cases, their customers perceive
an attraction or ride to be suspect if it does
not have a regular queue. They are often
managed to enhance the overall experience
by adding information or displays to enter-
tain, or are controlled with precision and care
to pleasantly surprise customers eventually
(a good technique is slightly to overestimate
the time it takes from a certain point so that
expectations are exceeded). Communications
are especially important when delays are not
expected or are not part of the experience (as
with airlines and train companies) and, when
sensitively and promptly effected, can greatly
dissipate feelings of unrest.

Queuing is particularly acute in visitor
attractions such as theme parks and museums

and with airlines, but can also be present in
operations such as travel agencies, ski lifts,
special events and sports stadia. Alton Towers
has always had problems with queuing at
the various rides and many leisure and tour-
ism operations face waits or delays in the
receiving or processing of customers as well
as the actual activity or experience. In this
examination of service quality, customer sat-
isfaction and the management of operations,
the queue can be the one factor that impairs
the overall experience for the consumer, espe-
cially since the wait often occurs at the first
service encounter and also provides ample
opportunity for the individual to dwell on
the experience. The contexts and consumer
motives or requirements may be different but
there are some aspects of commonality. The
delivery system and its design (examined in
Chapter 8) interact or engage with customers
and the customer process at the point of
queues.

There are several consumer characteris-
tics that help to influence the consumer’s
perception, and tolerance, of the wait: (i)
the pressures of time on the individual (e.g.
holidaymakers might be more tolerant of a
wait); (ii) where there are children (especially
young ones), the wait can be a test of the
most patient; (iii) waits in groups can be less
noticeable than when people are on their
own; and (iv) prior experience and therefore
expectations.

The conclusions of the research on the
psychology of waiting times demonstrate that
it has an overall negative effect on customer
perceptions of service quality, although Alton
Towers argues that its customers do expect to
queue for certain rides and place an additional
value on the ride if there are long queues.
Alton Towers, over a period of time, deve-
loped its system of virtual queuing, in which
people can reserve their places on the most
popular rides via a computerized ticketing
system and simply return to the ride at the
allotted time. A similar system is used by
the ‘London Eye’ to regulate demand over a
period of months.

There are several methods that providers
can use to improve customer satisfaction
with waiting and its impact on the overall
experience:
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• Provide details of the time it takes from
certain points in the queue.

• More importantly, overestimate the time
left so that the only surprise is a pleasant
one.

• Keep people occupied as they queue
(which has the effect of reducing the
perceived time). Some attractions such
as Futuroscope in Poitiers entertain with
people on stilts or dressed as James Bond
and other characters; others provide
promotional videos: and Disney designs
features, related to the themed area, into
their queuing space to relieve the bore-
dom or uses sound as a means of distract-
ing or stimulating. A hotel with queues
at certain times for its lifts installed mir-
rors by each one and this immediately
reduced the number of complaints.

• Physically organize the queue so that
parts of it are out of sight for a time or it
is at least broken up by barriers.

• Convince customers that the wait was
worth it even for a 45-second white-
knuckle ride. In other words, the
perceived quality of the activity or expe-
rience is high enough to justify the wait
and word of mouth will help to establish
the expectations of others.

It’s Not Just Queuing!

There are several other factors that shape
the approach to capacity management in the
leisure and tourism industry.

Firstly, there is the problem of perish-
ability, which elaborated on in Chapter 7. The
‘real-time’ delivery of the leisure and tourism
experience means that capacity cannot be
stored and sold at a later time. An empty
squash court or vacant seats in a cinema or
theatre cannot be sold again for that particular
session and represent lost income.

Secondly, the problem can be alleviated
and exacerbated by the features of seasonality
and peak usage times. For example, most theme
parks receive the majority of their customers
in 4 months or so, with weekends especially
busy. Many facilities, such as leisure centres,
tend to be underused during the day and parts

of the weekend but with over-demand,
perhaps, in the early evening.

Thirdly, the challenges of capacity man-
agement also highlight the need for balance
between emphasis on organizational per-
formance and customer satisfaction and
the importance of identifying and communi-
cating the standards of the service as they rep-
resent the management of capacity. On the
one hand, capacity management is concerned
with maximizing productivity through yield
management and embraces the use of per-
formance indicators in aspects such as sales,
throughput and usage and especially in rela-
tion to space and resources, as will be seen
later in this chapter. Yet, as already estab-
lished, there can be a very fine equilibrium
involved in the management of such indica-
tors of organizational performance where an
overemphasis on achieving greater through-
put or usage can run the risk of affecting
customer perceptions and satisfaction and,
subsequently, the equilibrium.

An important aspect of service quality
that permeates both service design and cap-
acity management is therefore the setting of
service standards and their impact on customer
expectations. These aspects will be considered
together with their relevance to the develop-
ment of strategies for managing capacity, but
first the growing significance of performance
indicators in capacity management and the
setting of standards will be examined.

The impact of performance indicators
on capacity management

Performance indicators are used mainly to
monitor performance of financial elements of
an organization but are inextricably linked to
capacity and yield management as well as
service standards. The Audit Commission and
the National Audit Office have devised other
uses for them and have developed model
performance indicators to set standards and
monitor the efficiency, effectiveness and econ-
omy of public sector organizations, including
local government leisure services and national
museums  and  art  galleries.  Because  of  the
ease of collating and displaying numerical
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data, their model performance indicators are
quantitative in nature rather than qualitative.
Examples of quantitative performance indi-
cators are the number of admissions to a
cinema and the percentage of late-arriving
aircraft. Examples of qualitative performance
indicators are analyses of customer com-
ments, including complaints, to indicate
customer satisfaction levels.

Gummesson (1993) questioned whether
or not it is possible to monitor service stan-
dards numerically. The number of visitors to a
location, although it is inexpensive to collect
because of computerized tills and quick to
analyse, gives managers very little in-depth
information on which to base decisions. It is
easy to measure service productivity quanti-
tatively (number of meals served; number of
transactions) but it is hard to calculate the
quality of those service encounters. It can be
difficult for practitioners to write service stan-
dards for effectiveness of the service, as many
of the benefits attributed to the leisure and
tourism experience (e.g. improving quality of
life, improving health and fitness or mental
well-being) do not readily lend themselves
to quantitative evaluation. Sanderson (1998,
p. 10) suggested that areas of service that are
difficult to measure will be neglected.

Crosby (1984) stated that a problem orga-
nization is one without clear performance
measures set by the managers. In these
instances each individual employee can
develop their own standards. The monitoring

of performance is not enough; the actual
causes of varying standards need to be
identified (Lovelock, 1992).

Writing appropriate indicators that have
the ability to monitor every objective of an
organization is difficult. This is especially so
where public sector organizations are con-
cerned, as they have to consider social as well
as financial objectives. The Audit Commission
(1998) stated that ‘good indicators of the qual-
ity of outcomes remain elusive because of the
nature of the service provided’. In its consulta-
tive document the Audit Commission (1998)
considered that it was difficult to write perfor-
mance indicators (PIs) for the arts but has still
published them for leisure centres. The com-
plexity of the multi-service provision of lei-
sure centres was commented upon by Wil-
liams (1997), as opposed to the single service
nature of leisure facilities such as golf courses.

The DETR and Audit Commission’s
(1999) model PIs for leisure and cultural
services (Table 9.2) are indicative of setting
standards and monitoring how economic and
efficient the service is.

The standards and monitoring of the
effectiveness of a service to the community
is limited (the social objectives) and there is
only one PI: ‘Percentage of residents by target
group satisfied with the local authority’s
cultural and recreational activities’. Some
recent changes have been made to the cultural
service PIs but again they continue in the same
vein (see Table 9.2).
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Source Performance indicators

Swimming pools
and sports centres
Playgrounds

Museum services

Service delivery
outcome for cultural
and related services

Number of swims and other visits per 1000 population
Net cost per swim/visit
Number of playgrounds and play areas provided by council per 1000 children
under 12
Number of pupils visiting museums and galleries in organized trips
Number of visits to or usage of museums per 1000 population (can include e-mail
or phone enquiry)
Number of visits in person per 1000 population
Number of museums operated by the local authority
Percentage of residents who have participated in a local sporting activity or event
or have attended a local sporting facility in the last 3 months or in the last year
Percentage of residents who have participated in a local arts activity, or attended
a local arts facility in the last 3 months or last year

Table 9.2. Leisure and cultural services performance indicators. (Source: DETR and Audit
Commission, 1999.)



The inclusion of two service delivery out-
come indicators (DETR and Audit Commis-
sion, 1999) does not redress this imbalance, as
knowing only the percentages of the popula-
tion using a service cannot give insight into its
effectiveness (see Table 9.2). Only the PIs ‘Fair
Access’, as outlined previously, ‘Quality’ and
‘Percentage of library users who found the
books/information they wanted, or reserved
it and were satisfied with the outcome,’
achieve this.

PIs are the foundation stones that organi-
zations need to devise before the setting of
standards and the monitoring of their services
can begin. This is irrespective of whether or
not the quality management system, tools and
techniques have been devised in-house or
accredited externally. The success or failure of
a quality initiative can depend on PIs being
appropriate to monitoring standards that
meet the organizational objectives.

Yet it is not always the case that custom-
ers, both internal and external, are consulted
about service standards. Beale and Pollitt
(1994) and Stewart and Walsh (1994) were
concerned that managers will meet PI
standards rather than what their customers
want. The needs of the customers have to
influence the service standards and their
monitoring by PIs and service guarantees or
customer charters provide the means for
achieving this.

Service guarantees and customer charters

Customer charters and service guarantees
set down what an organization or a group is
going to provide in terms of general service
standards and have become important in not
only communicating standards to customers
but also reducing the element of risk per-
ception in customers. The nature of leisure
and tourism services, as has been established,
involves some uncertainty and unpredicta-
bility, and service guarantees or customer
charters can go some way towards convinc-
ing customers of the reliability of the service.
Many leisure experiences can be viewed as a
complex extended service encounter in which

there is high involvement and a high risk
for the customer. As Johnston and Bryan
(1993) suggested, ‘in customer processing
operations, management has to deal with
inherent variability and uncertainty caused
by the physical, mental and emotional exis-
tence of the customer inside the operation’.

Much of the typical leisure product is,
therefore, a process with few tangible refer-
ence points and is potentially subject to con-
siderable variation in the way it is delivered
because of this factor, as well as the difficulty
of standardizing approaches by staff. Further-
more, the combination of uncertainty and
intangibility can make it much harder to eval-
uate the quality of the service. Clear service
standards will help both customer and pro-
vider to arrive at informed judgements about
the quality of the service. Indeed, Hart and
Tzokos (2000) and Wirtz and Kum (2001)
argued that the importance of service guaran-
tees is in direct proportion to the magnitude of
the purchase risk. Not only do they make clear
what customers can expect but also they help
to provide feedback on errors and the appro-
priateness of published standards (Box 9.1).
Kandampully (2001) highlighted the follow-
ing benefits to organizations:

• They are able to learn from complaints.
• They are forced to respond to customer

feedback.
• They are able to measure quality failures

as they happen.
• They can critically analyse the data in a

meaningful way.

The setting of service standards under-
pins all of the quality management systems,
tools and techniques discussed in this book.
The standards determine how they should be
delivered and enable them to be monitored.
They should be directly related to the objec-
tives of the organization and the service they
wish to supply. Wise (1995) saw the interpre-
tation of an organization’s broad objectives
and key themes into service standards as
‘an essential step to planning and controlling
actions’.

Two types of service standards have been
identified by Martin (1990): procedural and
personal.
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• Procedural standards appertain to the
timing of service specification pro-
cedures (e.g. how long it should take
for someone to answer a telephone;
how long a customer should wait
before being attended to). McDonald’s
has clear timescales for dealing with
customers. Procedural standards also
indicate the flexibility of procedures
and systems in tackling problems, the
clarity of communication and informa-
tion given.

• Personal standards set standards for
an employee’s performance, including
appearance, courtesy and, if appropriate,
keeping to the predetermined script
(fast-food outlets and tele-sales). Stan-
dards may also be linked to different
aspects of service quality. Technical
quality applies to tangibles such as
staff appearance, decor and impact of
buildings; standards of equipment and
common standards will relate to areas
such as water temperature and cleanli-
ness, as do a number of the Cambridge
City standards in Box 9.2. Functional
or interactive quality is concerned
with the process and permeates both
of Martin’s categories. Cambridge City’s
standards include reference to answer-
ing the telephone and responding to
complaints or enquiries within a certain
time.

As Martin (1990, cited in Buswell, 1993b)
stated, standards have to be written so that
they are clear, concise and observable but
most important is that they must be thought
to be achievable by the staff. It is equally
important that standards are developed and
met, as it is no good delivering a consistently
bad or incorrect service that does not meet
customer requirements.

Many public sector leisure and tourism
services are aware of this and have devised
customer charters under the Service First and
Charter Mark Quality Award Scheme admin-
istered by the Cabinet Office (see Chapter 11).
These charters are generally displayed in a
prominent position in a facility or published
in the organization’s marketing literature. The
results are threefold: the customer has the
reassurance that the organization will deliver
a particular service as stated to the standard
laid down (e.g. the swimming pool will
be kept at a temperature of 84°F) and most
reduce the risk of poor service by stating what
a customer should do if they have a problem.
In some cases the charter outlines what will
be done to solve a customer’s problem.

These outline what an organization will
do if a customer has a problem. This is an alien
concept to some of the original quality theo-
rists, such as Crosby, whose main goal was
to eliminate non-conformity. Service quality
academics and practitioners are slightly more
realistic and understand the complexity of
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Box 9.1. Case study: Premier League Fans Charter.

The Premier League Fans Charter has been specifically developed to ensure that the fans get value for
money from individual football clubs in the Premier League. The main clauses in the Fans Charter are as
follows:

• At least 5% of tickets should be available for non-season ticket holders.
• Visiting supporters should be offered 3000 tickets, or 10% of the seats if the stadium holds fewer than

30,000.
• More concessionary tickets should be available at each football match.
• The price of tickets to away supporters will be the same as for home fans.
• A new playing strip should not be introduced within 2 years.
• There should be improved training for stewards.

A Premier League football club that does not adhere to this charter, once it is a signatory to it, will be
fined.

This has come about after a number of football seasons that have seen admission prices rising at an
alarming rate and the number of times a team brings out a new playing strip has escalated beyond that which
is affordable for their fans.



customers judging the service delivered.
Non-conformance can occur purely because
customer expectations were very different
from anyone else’s.

Organizations can view customer com-
plaints in a number of ways. The two extremes
are ‘the customer is always right’ and the
organization uses any complaints as a learn-
ing exercise (this will be discussed later), or
‘the customer is out to “get” the organizations’
and therefore their word cannot be trusted.

The intermediate stage between these
two strategies is that an organization sees
customer complaints as a way of disciplining
employees. Management spends time (and
money) investigating and searching out the
offenders rather than using the event as a
learning or training opportunity and seeing
that processes are reviewed, if appropriate. A
culture of blame is in operation and no one
takes responsibility for even minor mistakes,
as the consequences are too great. Customer
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Box 9.3. Case study: ‘Customer is out to “get” the organization’.

One leisure organization took the latter stance and instigated methods to ‘catch the customers out’. When
receiving a complaint, employees had to call a supervisor, who then walked the complainant to a very
unwelcoming room at the back of beyond. The room was spartan, poorly decorated and partly used for
storage. The supervisor took a ‘statement’ and passed it on to a manager. The manager then investigated
the complaint with the customer and any associated employees. The customer was expected to wait
throughout the process and some customers left before any conclusion was delivered.

Some managers were quite elated when they found in favour of the organization and not the customer.
Whilst the authors are sure that some customers will make unfounded complaints, the genuine complainant
is not being treated fairly and their perceptions of the organization will be even lower than before.

Box 9.2. Cambridge City Council: sports development service guarantee.

Our Commitment to You

We will . . .

• oversee all our courses from start to finish;
• only use qualified coaches, always checking police records where they are working with children;
• adhere to guidelines set by governing bodies and other agencies concerning the coaching and care

of young children;
• provide all the basic equipment required which will be in a satisfactory and usable condition;
• ensure that all venues are suitable for the course activity, including adequate changing and toilet

facilities;
• respond to your written enquiries within 7 working days;
• aim to answer our telephones within 12 hours;
• provide full details of your chosen course including clothing requirements and catering requirements

as part of the booking confirmation process;
• do our best to accommodate the special needs of any disabled people participating on our courses;
• give you the opportunity to feedback your comments to us and voice your opinion about our events

and activities to help improve them in future years.

You will . . .

• be treated with the highest standards of courtesy and helpfulness by our staff;
• receive a high quality standard of service at our courses and activities;
• find all our courses and activities to be excellent value for money;
• if you do experience problems with our standards of our service we will . . .

– help you to use our complaints system ‘How to make a complaint’
– acknowledge your complaint within 5 working days and respond to your complaints within

10 days in the first instance.



complaints are kept away from managers
as much as possible and clients can become
frustrated, as staff at low levels are not
empowered to give compensation or redress
in any form. This again leads to even lower
perceptions of the organization.

The first strategy for dealing with cus-
tomer complaints is one in which the organi-
zation thinks that ‘the customer is king
(or queen)’. The organization is prepared to
listen to every comment or complaint from a
customer and use it in a constructive way.
Whilst evaluation and review of complaints is
part of the process, this is an open-minded
activity looking at all aspects, not just which
employee to blame. These types of organiza-
tion have come to be known as ‘learning
organizations’.

One of the main difficulties is in getting
customers to comment or complain in the first
place and one strategy that has been used is
service guarantees. These notify the customer
in advance what will happen if something
goes wrong and generates feedback even if it
is mostly negative in nature. Guarantees also
reduce customers’ perceived risk, especially if
they are purchasing an expensive service (e.g.
a holiday; membership of a private health
club). These service guarantees are in excess of
a customer’s legal rights.

For example, if a pizza is not delivered
within 15 min then the customer does not
have to pay for it. Hotels in the USA will not
charge a customer if there is something not to
their satisfaction about their stay. This is an
automatic refund with no questions asked or
investigation carried out in the presence of the
customer.

In the latter case it was felt that some
customers would take advantage of the guar-
antee, but the organizations considered the
information they received from genuine com-
plainants to be of great value – more than the
costs of a night’s stay.

Hart (1988, cited in Tucci and Talaga,
1997) suggested that service guarantees are
effective when: (i) the price of a service is
high; (ii) repeat business is critical; (iii) word
of mouth is a critical marketing tool; and (iv)
when trying to reposition a poor organiza-
tional image. These effects will only be seen
if an organization adheres to its service

guarantees at all times and empowers all
staff to administer them. To minimize any
disadvantages, a good organizational com-
munication system needs to be in place. A
number of hotel chains in the USA have alleg-
edly paid a ‘customer’ in excess of US$140,000
over a period of 2 years for ‘dry cleaning’
a jacket that had had wine spilt on it. The
dry cleaning bills were paid without question
under the service guarantee strategies. It was
later found that the person had not even been
a customer of the hotel in question at the time
of the alleged event and had made multiple
claims over a number of years. Criminal
proceedings were instigated.

However, there are several good exam-
ples of organizations communicating their
dimensions of quality and empowering their
staff to deliver clear standards. One of these
is Disney, whose philosophy, for years, has
encapsulated the same message and includes
a 10-point code followed by all employees (see
Box 9.4), which is aimed at identifying and
maintaining standards. As the organization
points out: ‘Walt Disney left a legacy of creat-
ing happiness through imagination, attention
to detail, and an appreciation of people’s
needs and desires.’

Similarly, organizations such as Techni-
Quest highlight important attributes as well
as their philosophy in their statements about
their standards. The Hyatt (Hotel Chain)
philosophy points out that:

service doesn’t only refer to how we serve
our guests, but also how we look and present
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Box 9.4. The Disney 10-point code. (Source:
Disney University Information Sheet, Walt
Disney, 1998.)

1. We’re committed to quality.
2. We’re friendly, helpful and courteous.
3. We smile.
4. We are a team.
5. We’re positive.
6. We never say ‘no‘.
7. We’re impeccable.
8. We’re on stage and we know our role in the

show.
9. We’re professional and efficient.

10. We strive to be the best.



ourselves to them. To give a professional
image, it is our responsibility to take care
and pride in our personal appearance,
cleanliness and grooming.

TechniQuest refers to aspects such as
access, courtesy, safety, cleanliness, education
and entertainment in their communications to
staff and customers (Box 9.5).

Summary

Managers in the tourism and leisure industry
must not underestimate the need to review
and revise their service design and specifica-
tion. Customer needs are ephemeral and fre-
quently changing and the dynamics of the
marketplace also require constant attention
to the innovations of competitors. The use of
charters and service guarantees can inform

the customer of what they should expect
from a particular leisure and tourism experi-
ence and minimizes the risk of poor service. It
is important that when a leisure or tourism
organization places its service standards in
the public domain, it has the resources to
deliver those standards at all times. That,
in turn, requires skilled and careful manage-
ment of capacity in order to achieve the
necessary balance between meeting customer
needs and using resources as cost-effectively
as possible.

The planning and design of services and
the management of capacity are very much
operational issues, which require systematic
methods and techniques. However, they also
reflect and, indeed, shape the organization’s
wider approach to quality management. Part
3 examines the organizational, behavioural
and philosophical aspects of managing
service quality.
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Box 9.5. Techniquest.

TECHNIQUEST IS:

• the UK’s leading science centre, a company limited by guarantee and a registered educational
charity;

• a friendly place to become intrigued by and involved in science, engineering and technology;
• an exciting resource for teachers and pupils at all levels of the formal education system;
• an internationally recognized centre of excellence for creativity and innovation in non-formal

science education.

Through the activities and events in its building, together with its outreach programme, TECHNIQUEST
aims to:

• establish the place of science as part of popular culture;
• enhance the public’s understanding and appreciation of its individual visitors;
• make science accessible to everyone, regardless of their previous background;
• motivate, encourage and inform school pupils of all ages;
• provide every visitor with attentive, courteous, informative and entertaining service in a clean and

safe setting.

TECHNIQUEST provides:

• a range of opportunities for interactive participation in the exploration and enjoyment of science, at
the visitor’s own pace and under their direct control;

• expertise and enthusiasm in the communication of science;
• a lively and colourful environment which welcomes visitors of all ages;
• the excitement and fun of science in a safe environment;
• a relevant and stimulating programme for school and college students and their teachers.





Part 3

Achieving or Delivering Quality

Introduction

Parts 1 and 2 have been more concerned with the concepts and processes of service
quality in leisure and tourism than with the underlying philosophy of quality man-
agement and the tools and techniques for achieving service quality. The business of
designing the service package, identifying the service standards and implementing
a quality approach through certain methods and techniques is important and the
earlier chapters highlighted these aspects. They also suggested that the nature of
the service encounter and the interaction between staff and customers were key
determinants in the achievement of quality service. Effective management of the
service encounter requires a systematic approach and the deployment of a number of
quality techniques and measures, some of which have implications for management
of the human resource.

The assumption of the authors is not that organizations are failing to achieve
customer satisfaction in anything but that most are only achieving it in some areas or
only at certain times. Monitoring and measurement of the quality of service delivery is
fragmented throughout all sectors of the tourism and leisure industry, with a diverse
range of tools and techniques being used.

Organizations that regularly give poor service tend to go out of business or appear
as an item on a consumer programme on the television. It must be remembered that
some organizations can have a historical reputation for giving excellent service quality
but have still gone out of business as they have not taken into account that their
customers’ needs have changed (e.g. Westerly Yachts, the UK’s premier sailing-boat
builder). The counting of admission numbers at a range of leisure and tourist venues
was found to be a major element in the monitoring of service delivery (Williams,
1997a). Organizations take the view that, if admissions are high, then ‘we must be
doing it right’. Unfortunately, this does not provide in-depth data for use in the
organization’s decision-making processes.

At one leisure centre a small number of women attended aerobics classes five
times a week; a similar level of usage was found at a municipal golf course. The major-
ity of players were retired and had purchased a weekday session ticket and therefore,
weather permitting, played golf every day. As the golf course ran at full capacity with
no spare booking times, customer feedback was not formally researched; the main
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monitoring tool was unsolicited thank you letters, together with financial information.
The actual customer base in each example was relatively low and this could make the
facilities vulnerable; fortunately, golf and aerobics are very popular. The golf course
had the additional advantage that the number of courses in the immediate vicinity was
low and they were very expensive.

In the service quality management literature, the meeting of customer needs and
expectations central to recognizing whether or not the right quality has been delivered
or achieved. Lehtinen and Lehtinen (1982), when referring to services, pointed out that
there are two moments when customers judge whether or not they are satisfied: dur-
ing the service production process and again at the end (the outcome). Organizations
need to be able to monitor to see whether they have been successful at both junctures.

The next five chapters will explore a range of concepts related to what quality
goals an organization should aim for, and how to achieve and deliver quality to meet
the needs of their customers. Part 3 will also examine the advantages and disadvan-
tages of implementing an array of quality systems tools and techniques, including
ways of measuring and monitoring customer needs and satisfaction. The importance
of employees, their roles and responsibilities will be determined within a quality
culture, as will the need for evolving that culture. Chapter 4 examined the thinking of
gurus such as Deming and Juran and demonstrated that systems and procedures may
be important but are controlled by people; the human and cultural processes in place
will lead to more appropriate and effective systems and procedures. The task of Part 3
is to examine the behavioural and cultural aspects of service quality and what
is required for leisure and tourism organizations to move beyond efficiency and
systematic thinking and into the domain of total quality management.
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10
Quality and Culture Change

Introduction

This chapter considers how cultural and
behavioural factors are essential prerequi-
sites for the achievement of service quality
and, often, are dependent on the organization
changing its philosophy and practices.
Indeed, a feature of an organization commit-
ted to total quality is the need for constant
change, for continual reappraisal of the ways
things are done and what customers expect
and desire. The chapter focuses on the pur-
suit of excellence and the principles of total
quality management (TQM), especially those
relating to people, and in so doing re-
examines the theories and beliefs of ‘quality
gurus’ such as Deming and Juran, outlined
in Chapter 4. It was seen how TQM can be
regarded as a management philosophy
and involves the whole organization in the
pursuit of continuous improvement. It also
embraces the organizational culture that is in
place and how all stakeholders, but particu-
larly customers and staff, react to it and help
to shape it. This chapter will consider specific
examples and will demonstrate how TQM,
through cultural change in leisure and tour-
ism organizations, is differentiated from the
use of specific quality tools and programmes.
They might have a specific purpose and are
really symptomatic of quality assurance and
with ‘doing things right’. TQM is also con-
cerned with ‘doing the right thing’ and ‘do-
ing it better’. This chapter will consider the
role of cultural change in facilitating such an
approach and how achieving this in the

leisure and tourism industry poses a distinc-
tive challenge.

A Cautionary Word about Excellence

Although it is important to consider those
organizations that have achieved excellence
in their own way and have displayed certain
characteristics that can be associated with
quality, the analysis is not a straightforward
one. It may be prudent at this stage to con-
sider the dangers of simplistic assessments
that offer a blueprint for success and con-
tinued success. There are always problems
whenever excellence and examples of the
best organizations are considered. Figures
and theories are digested and anecdotal
evidence is sifted to identify the common
characteristics of organizations achieving
excellence and then it is suggested that they
can be applicable to any context (Robson
and Prabhu, 2001). That was the basis of the
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On completion of the chapter it is expected that
you will be able to:

• define and understand organizational
culture in the context of the leisure and
tourism industry;

• appreciate the importance of cultural
change in achieving service quality;

• identify and understand the key factors in
achieving such change;

• recognize and apply the features of excel-
lent leisure and tourism organizations.



seminal text In Search of Excellence in 1982
by Tom Peters and Bob Waterman, who
included Disney and McDonald’s within
their survey of the American organizations
associated with high quality. They identified
important features such as ‘management
by walking about’ and the ‘smell of the cus-
tomer’. Unfortunately, within 5 years, two-
thirds of the companies in that survey were
in trouble, giving testament to those critics
of management gurus and theoreticians who
accuse them of peddling fads and fashionable
ideas. Interestingly, their approach was to
highlight the features of services or products
and the characteristics of individuals, partic-
ularly the bosses, rather than to consider
quality from the external customer’s point
of view.

Both sides probably have some validity in
their approaches. The style and commitment
of the boss is known to be a significant factor;
and the theorists do a useful job in investigat-
ing organizations and developing new theo-
ries and ideas, and support for the principles
of TQM in that nothing must stand still. Yet
there is often a flaw in that the new ideas do
not necessarily represent progress on the part
of the gurus but rather new theorists who
come along with new ideas (and would not
be heard unless they did). The critics, on the
other hand, will point to the need for pragma-
tism, realism and practical applications rather
than simply theories. As with so many issues,
the argument is not clear-cut; the complexity
of service quality and TQM is a significant
factor.

However, analysis of quality manage-
ment and the pursuit of excellence underlines
the need for constant reappraisal and rethink-
ing about approaches and methods. If there
is one message from the service quality
literature, it is that there is no single method
that will work every time with every organi-
zation. Much will always depend on the
circumstances and the context in which the
organization operates and, invariably, the
calibre, enthusiasm, vision and commitment
of the person at the very top. This point
highlights the ethereal nature of much busi-
ness and the problems of ‘fade-out’ and inertia
that can confront any organization that is a
little complacent, as demonstrated by recent

examples such as Marks and Spencer and
Sainsbury’s.

Failure to Change

Many organizations fail to achieve total
quality, despite having a number of sound
procedures in place. As Atkinson (1990, p. 10)
suggested: ‘The great fear is that we can be
exposed to the secrets of TQM, have the
answer to improving performance, but still
find 10 reasons why we should not do it.’

Dale et al. (2001) found that many organi-
zations, and their senior managers, simply do
not understand the fundamentals of quality
management. A recent Economist Intelligence
Report also suggested that quality improve-
ment programmes had, at best, delivered
incremental improvements in quality and,
at worst, made it more difficult to increase
organizational competitiveness in recent
years. The western world, including the UK,
cannot be accused of eschewing programmes
and strategies for achieving service quality
but the efficacy of those programmes in a
number of organizations does not appear to
have matched that of many Japanese organi-
zations in the last 30 years. There are several
reasons for the apparent lack of progress.

1. There has been a tendency to regard quality
approaches as a quick fix. ‘Short-termism’ is a
feature of the thinking of many British organi-
zations, encouraged to some extent by the
political economy of the UK for a number of
decades. Planning and actions by successive
UK governments, like those of many organi-
zations, have lacked vision, continuity and
overall strategy. Some Japanese companies
plan up to 50 years ahead and all successful
organizations have a clear idea of the direction
in which they are heading and the overall
strategy for achieving that progress.
2. A concomitant point concerns the lack of clear
objectives and targets shaping the operations of
certain organizations. Public sector leisure
provision through the 1970s and 1980s was
accused of lacking clarity and precision in
defining what its business was and what
exactly it was attempting to achieve. Interest-
ingly, compulsory competitive tendering,
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which was introduced to overcome these
shortcomings as well as to inject some compe-
tition into the process of running these ser-
vices, did little to improve matters. It is its
successor, ‘best value’, that is encouraging
public sector organizations to question the
very rationale for the service before setting
clear and agreed goals for the service. Discus-
sion of the public sector also raises the issue
of customer focus and, indeed, who the cus-
tomers are. Commercial organizations inter-
act with internal and external customers and
are directed by shareholders’ interests and,
perhaps, some notions of social and commu-
nity responsibility. The issue of sustainability
is causing some organizations, for example, to
look at their environmental policies and their
wider image in the community, not just with
their customers; yet, in essence, commercial
organizations are driven by the needs and
wants of their external customers. The public
sector is not so straightforward and Robinson
(1997) showed how the needs of multi-
stakeholders can be another constraint in the
pursuit of TQM. She identified the following
‘customer groups’ for local authority leisure
and tourism services:

• the direct user of the facility or service;
• the internal customer, including other

departments and council members;
• council tax payers;
• the person who benefits directly from

the service without using it.

These groupings highlight the difficulties
in achieving focus and customer-led strategies
when there are different interests to acknowl-
edge. The concept of public good has always
applied to local authority services in that the
whole community can benefit if there is less
crime or juvenile delinquency, and a sense of
well-being, as a result of rational recreation
based on the impact of positive, wholesome
activities. This point helps to explain the
element of paternalism, historically, in the
approach of leisure professionals in the public
sector and the legitimacy for decisions made
on the basis of wider benefits. McNamee et al.
(2000, 2001) examined this issue and distin-
guished between those professionals in more
strategic roles and those involved in direct

service delivery, although Best Value is begin-
ning to obfuscate such distinctions.
3. The desire to achieve quality can be under-
mined by the setting up of dedicated and discrete
quality departments or units, which can begin to
build an empire. It could be argued that
service quality is not an exclusive programme
or resource but should permeate the whole
organization and be the responsibility of
everybody working at all levels. Whether
there should be a separate unit with responsi-
bility for quality is a moot point although
some awards (e.g. ISO 9002) require a ‘quality
manager or officer’ and some coordination
is always required. However, frequently no
more than lip service can be claimed by
organizations who proudly point to the size
of the quality department.
4. Quality approaches are sometimes seen in
terms of tools and techniques and have ignored or
neglected the importance of people. Systems and
processes are important to the achievement of
quality, as shown in Chapters 11 and 12, but
they are determined by people; many prod-
ucts or services in leisure and tourism depend
on the nature and effectiveness of the service
encounter, which involves the interaction
between staff and customers. Alton Towers’
creation of magic requires more than the
technology of rides and the efficacy of its
procedures; Thomas Cook’s approach to its
‘exceptional service’ is through what it refers
to as its ‘exceptional people’.
5. Poor communication and a lack of internal
marketing can reinforce the dominance of
systems and structures over the ‘people‘
factor. Good internal marketing can only
work if there is clear thinking in respect
of mission, vision and objectives, and sound
communications in the first place. The
approach to internal marketing of Amelia
Island Plantation in Florida is based on its
‘Great Wisdom’ as illustrated later in Box 10.1.
6. Lack of management commitment at the
very top is another factor identified as a sig-
nificant constraint (Lovelock, 1991; Leonard
and McAdam, 2002). The leisure and tourism
industry in the UK has been no different from
other sectors in that its leaders and senior
managers have, perhaps, not always given
the very firm lead and commitment displayed
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by Japanese leaders in the last 30 years.
Many observers, including Garvin (1988) and
Wilkinson and Wilmott (1995), believe that
this factor has helped Japanese organizations
to achieve their success of recent years.

The consistent theme behind Japan’s
rise to industrial pre-eminence has not until
recently been due to particularly advanced
technology. Instead the key has been the effi-
cient, reliable improvement and manufacture
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Box 10.1. Case study: Amelia Island Plantation, Florida.

Amelia Island Plantation Resort in Florida places great emphasis on its culture and the transmission of that
culture to its staff. The establishment has a very clear focus and sense of direction that is communicated to
the staff in a systematic way. The process begins with the vision and the beliefs that it represents and
includes the mission statement and the guiding principles that underpin it. The final aspect is the identifi-
cation of service standards and behaviours expected of staff shown in its ‘Service Plus Commitments’
called ‘Great Wisdom’. The language used underpins its values and strategy and refers to, for example, its
‘highest quality props and decor’ or ‘the best in service’. The guiding principles draw attention to empow-
erment (own), the need for teamwork (team), the importance of atmosphere (wear, greet, respond) and the
goal of customer satisfaction (exceed). The company also uses what it calls ‘Critical Few Objectives’,
which identify the particular goals that have been set in that year. Some will refer to growth and
shareholder expectations but others focus on customers and employees. For customers, it might be to set
accurate expectations, improve responsiveness and increase price/value perception; for employees it
might be to increase employee satisfaction, educate employees to deliver consistently high levels of
service and promote teamwork through better communication.

Vision
To be a premier total resort committed to making people happy by providing a consistently high quality
experience that emphasizes the unique beauty of and natural environment of Amelia Island Plantation.

Its ‘new Employee Orientation Workbook’ is very comprehensive and highlights a full training schedule
and specifies in great detail, like Disney, the requirements of all employees, including aspects of dress and
grooming.

Mission
The Amelia Island Company provides a consistently high quality total resort experience at Amelia Island Planta-
tion by fulfilling the expectations of all who share in the experience.

Guiding Principles

• We are committed to making people happy.
• All who share Amelia Island Plantation – property owners, club members, resort guests and employees –

are customers who demand the utmost respect and a high return on their investment and commitment.
• We respect, protect and preserve the unique beauty and natural environment of Amelia Island Plantation.
• We practise honest and open communication within the company and with our customers.
• We are dedicated to having well trained and motivated team members who share the Vision while living the

Mission. We understand that the strength of our team is greater than the sum of our individual strengths.
• We stress innovation and creativity in marketing Amelia Island Plantation as a true destination resort.
• We understand the need for, and are committed to enhancing and preserving, the company’s financial

health.
• We are a community of people who respect, trust and care about each other. We work together to ensure

that our quality of life is equal to the beauty of the natural environment.
• We recognize the significance of the local community, especially Fernandina Beach, in being able to deliver

the total resort experience.
• We subscribe to the highest standards of business and professional ethics by being fair and practising

honesty, directness and sincerity in everything we do.

Greet Wear
Respond Improve
Exceed Secure
Act Decide
Team Maintain



of relatively standard designs. Central to that
approach has been a universal commitment to
quality within the country’s leading compa-
nies from the very top to the bottom of the
enterprise (Garvin, 1988; Cao et al., 2000;
Largrosen, 2001).

Laszlo (1999) argued that commitment
from the top must be followed by commit-
ment of resources and of time. The commit-
ment of organizational resources provides a
message but also involves training and staff
development, including the key managers
whose task it will be to facilitate change across
the organization. Their role is important in
terms of identifying the training needs of
other staff as the process cascades and of
undertaking monitoring of the changes in
place. Laszlo (1999) suggested that many
quality management programmes falter
because of the lack of close monitoring and,
with it, loss of focus and commitment. The
third manifestation of commitment he
pointed to is management time and requires
senior managers to be visible and active
(Peters and Waterman’s ‘walking about’).
Allen (1994) explained his approach as Chief
Executive of Granada Television in develop-
ing a positive organizational culture –
through a focus on ‘how’ rather than ‘can’t’.
The Granada plan was called ‘Fit for the
Future’ and was based on a 3-year programme
for the company, with targets and clear impli-
cations for the structure of the company
and its training programme. He stressed the
importance of clarity of purpose and commu-
nication and simplicity. The key points in the
plan were: (i) keep it simple; (ii) create clear
objectives; (iii) communicate the objectives;
(iv) create clear management information; (v)
promote responsibility with control; (vi) make
training real; (vii) give quality feedback; and
(viii) recognize and communicate success.

He also stressed the importance of man-
agement by walking about and of internal
marketing, with communication seen by
everybody as a two-way process. His example
reinforces the view that one of the critical
factors in the success of Japanese companies
that have achieved considerable change in
the last 30 years was the visible leadership
and commitment from the very top (although
the seeds were sown by Deming in the early

1950s). Indeed, some resonance between the
rhetoric and reality would seem to be essen-
tial; flatter hierarchies and closeness between
management and employees would seem to
encourage it and factors such as trust, integ-
rity, honesty and openness are also important.
7. The final factor identified is the need for
a change of internal culture, which is related to
all the earlier points. According to Wilkinson
(1995, p. 273).

There is growing evidence that TQM has not
achieved its objectives. Major problems iden-
tified are an overemphasis on quality and not
enough on total, too much emphasis on pro-
cesses and not enough on results and a fail-
ure to achieve changed attitudes and culture.

A culture of quality will be based on sound
communication and teamwork with an ethos
of cooperation and interdependence. That
culture will help to create good practices
although it always needs certain principles
and practices in place to start with in order to
facilitate change. It is often argued that an
organization, in order to achieve service
quality, must have a ‘quality culture’. In fact,
it could be argued that all organizations,
but particularly excellent ones, have a certain
quality or, even, are a culture.

What is Organizational Culture?

The culture of an organization is created by a
number of factors and can be very difficult to
change, although clearly once an organiza-
tion is led by a service quality culture then the
very process of change becomes an intrinsic
part of that culture. However, with increas-
ing pressure on organizations in leisure and
tourism to deliver quality service, change
management, through cultural and behav-
ioural change, becomes an essential prerequi-
site for success. Before examining change to
organizational culture, it might be useful
to establish briefly what is meant by
organizational culture.

Organizational culture can be described
as ‘a system of shared values, beliefs, norms,
expectations, and experiences that shape a
firm and the people in it’ (Lengnick-Hall and
Hartman 1995, p. 88) although there is no
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precise blueprint for all organizations to work
to. Much will depend on the nature of the
business of the organization, its mission and
service concept and the customers it attracts
and serves. O’Hanlon (1999) described the
characteristics of organizational culture as:
taboos that nobody talks about, such as being
seen to leave on time; rituals, i.e. the ways
things are done, such as staff development
reviews or dealing with customers; totems, in
which symbols of success are highlighted and
ignore many of those who are really behind
the achievement – perhaps employee of the
month awards; and values of the organization,
i.e. who or what does the organization really
value – people, safety, profit? Although there
is no one culture that will apply to all organi-
zations, there are some common elements
and the most important prerequisite is that,
whatever the culture, it is clear and coherent
and communicated with clarity and purpose
to staff.

An example of an organization’s philo-
sophy is provided by the Broadgate Health
and Fitness Club in London. The Broadgate
Club believes that business is achieved by all
staff having shared responsibility to deliver
an uncompromising level of service. This can
only happen if every member of the team
operates within a creative and progressive
culture in which high value is placed on
personal development, complete professional
competence and integrity and fun. This
culture will encourage and sustain openness,
confidence, pride and quality.

We are not in a position to comment on
whether the reality does match the rhetoric
but the words in the club’s philosophy present
a clear message and emphasize some impor-
tant concepts. Key words feature, such as
shared, values, culture and team, and do
suggest a certain style and organizational
culture; other words such as pride, integrity,
quality and professional competence repre-
sent the standards of the club and manage-
ment’s expectations of staff.

The implications of the analysis of the
Broadgate Club have some affinity with the
views of Jeffries et al. (1992), who suggested
that the culture of an organization includes:
management style; who makes decisions and
how; communications (one-way or two-way);

who participates in decision making; status;
perceived power or powerlessness; whether
people feel listened to; how people react to
new ideas; opportunities for individual devel-
opment and growth; the degree of support,
openness and trust; the amount of feedback
people give each other; how conflict is
handled; whether people compete with each
other or work cooperatively; how problems
about race, gender and disability are handled;
the way feelings are handled; involvement,
commitment and motivation.

Another important factor is the language
used, which can be an expression of the
organizational culture in place. The way
jobs are titled and described is one example;
customers being called ‘guests’ in Disney and
other establishments is another.

Woods (1996) proposed a ‘levels of mean-
ing’ approach to understanding the nature of
organizational culture, where each level has a
certain purpose and impact on staff and cus-
tomers. The first level is the manifest level,
which is most obvious to external observers
and customers. It includes tangibles such as
buildings and other technology, staff uniform,
procedures, ways of doing things such as
booking systems, the way customers are
addressed and other conventions. It involves
depicting the organization and its product
and service as the organization would wish its
customers to see it. Disney has seven guide-
lines for guest service, which it emphasizes
through training (all cast members attend
‘Traditions 1’ as part of their induction) and
everything else it does: (i) make eye contact
and smile; (ii) greet and welcome each and
every guest; (iii) seek out guest contact; (iv)
provide immediate service recovery (when
needed); (v) display appropriate body lang-
uage at all times; (vi) preserve the ‘magical’
guest experience; and (vii) thank each and
every guest.

The second level is the strategic level,
which is less obvious to external customers
but is derived from the distinctiveness of
an organization’s service concept and service
package. Its areas of competence are closely
matched to its available resources and
embrace the strategic beliefs that staff have
about the establishment and their own roles
within it. For example, Jarvis Hotels has a
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clear vision, which states: ‘Customers shall
receive our total obsession to meet their
needs through a structured service approach
to making those small, noticeable improve-
ments which improve the customer’s experi-
ence with us.’ The chain was established in
1990 by John Jarvis and David Thomas with
a philosophy of ‘first time, every time’ and
a culture that involves all staff in ensuring
total customer satisfaction. John Jarvis would
argue that their approach is not one of
TQM because it is an ideal that can never be
achieved. There are four categories in this sec-
ond level: strategic vision, which provides the
long-term view of the organization’s future
and the direction it needs to take; capital-
market expectations, which represent all stake-
holders and are an important feature of ‘best
value’ in public sector services; product-market
expectations, which represent the rationale for
the belief in the product or service; and inter-
nal approaches to management, which include
marketing, human resource management,
strategic planning and finance. Disney’s
‘Traditions 1’ training includes learning about
Disney’s history and origins; its vision, mis-
sion and brand essence; and sharing the ‘pixie
dust’ (learning how to preserve the magical
moment, and not just as a ‘character’).

The third level is the level of deep meaning,
which encapsulates, perhaps, the essence of
TQM that lies in the values and ethos of an
organization and how they are internalized by
all staff. Disney’s ‘Traditions 1’ outlines the
philosophy behind the Disney organization
and works on the premise that all staff should
understand the very nature and purpose of
the organization and where their role fits in.
Woods (1996) suggested that this level con-
tains shared beliefs and is necessary for the
construction of the other two levels. The
National Exhibition Centre (NEC) in Birming-
ham has developed five core values, which are
explained to new employees on their first day
with the company: friendliness towards both
customers and colleagues helps to create a
relaxed and comfortable atmosphere: team-
work helps to solve problems for customers as
well as each other (e.g. the provision of a
crèche for staff with small children); honesty
encourages staff to admit it when they do not
have an answer but can refer to someone who

does; openness means being provided with
maps that describe and explain how the NEC
functions and where everybody fits in; and
finally, trust is important for the other values
to succeed.

Conrad et al. (1997) studied the mix of
four different types of organizational culture
in creating organizational change. The four
types are: the market culture, where organiza-
tions stress the competitive edge, market
superiority and goal achievement; adhocracy
culture, which encourages innovation, growth
and development and a spirit of enterprise;
clan culture, which emphasizes teamwork,
commitment and the general morale of
everybody; and hierarchy culture, which is
concerned with stability, predictability and
efficiency, with importance attached to rules,
order and uniformity. Conrad et al. (1997) con-
firmed that many organizations contain a mix
of all four cultures and, although their study
was concerned with the optimum mix for an
organization’s tracking of the link between
relationship marketing and customer satisfac-
tion, it is useful to apply a similar approach to
achieving cultural change and total quality.

O’Hanlon (1999) suggested that it is not
necessarily the culture, or resistance to change
to a new culture, that is to blame but failure
by the advocates of change to recognize and
accommodate the culture. He maintained that
many of them do not really know how to man-
age change, and perpetuate the mistakes that
made change necessary in the first place. It
should be accepted that there will always be
resistance to change, even from those who are
likely to benefit from it, as Atkinson (1990,
p. 48) pointed out. He suggested that the fol-
lowing factors cause people to resist change:

• Fear. It is a natural response and requires
a clear and consistent message to over-
come it, especially as rumours can grow
and become exaggerated very quickly.

• Personal uncertainty. Individuals will
experience some insecurity about their
abilities to cope with changes; the identi-
fication of training needs and the gradu-
alness of change are important factors.

• It may mean more work. Atkinson argued
that it does, but it is certainly an aspect
that has to handled very carefully,
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particularly where staff already perceive
themselves to be stretched.

• Past resentments. This point reinforces the
need for trust and honesty in the ways in
which individuals and departments deal
with each other; there can be no baggage
from previous conflicts and the harbour-
ing of grudges. The Japanese example of
cooperation and interdependence in the
style of so many organizations is a salu-
tary comparison with the perception of
colleagues as rivals and competitors seen
in a number of western organizations.

• Flavour of the month. Short-termism has
already been identified as one of the
major factors in undermining quality
approaches and the conviction that any
quality measures are not a fad or a whim
of management or consultants.

• It may go away if I ignore it. Atkinson
suggested that leadership by example
is the only effective way of overcoming
such inertia, especially where the com-
mitment from the top is evident.

• Unwilling to take ownership and be commit-
ted. Although Atkinson drew attention
to the reluctance of supervisors and
first-line managers to accept responsi-
bility and commitment, especially when
change creates the pressure of conflicting
goals for them (cost savings but
increased quality), the point, as shall be
seen later, applies to everyone.

• It’s your responsibility. This is where the
understanding of TQM focuses on the
second word. Quality has to be managed
by management but its responsibility, just
like marketing, is everyone’s. Organiza-
tions such as Disney and Jarvis Hotels
are good examples of this approach.

• First you change, and then I will. In some
ways this is like the issue of whether cul-
ture change and quality initiative should
be a top-down’ or ‘bottom-up’ process
when neither is entirely appropriate. It
reinforces the need for mutual trust and
an ethos and spirit of cooperation and
interdependence.

For these reasons change cannot be
pushed through especially quickly. O’Hanlon
(1999, p. 33) argued for a strategy that slowly

unmasks the unstated reasons for resisting
change and involves everybody in explaining
the rationale for change, its substance and
the consequences for people and the
organization:

When changing a company culture employ-
ees must be listened to and attitude and/or
cultural perception surveys conducted. It is
not just management who creates the culture
– the people are the culture. Understanding
people is about understanding their needs,
values and beliefs and expectations. A
company which understands the culture
and how to integrate change will suffer less
pain and have greater success.

He suggested that time and timing are both
important and that the timescale will vary
according to the circumstances. We have,
therefore, established that, in spite of the
resistance and reluctance to change and the
dangers of rapid change, the need to address
the process of continuous improvement
and to build it into organizational culture is
crucial to the future success of leisure and
tourism organizations. It is more likely that a
quality culture will emerge in this context,
and this can be seen as the way quality
is received, handled, interpreted and audited
– and the appropriate attitudes, values and
behaviour are created. A distinctive example
is provided by Disney, which does much to
ensure that cast members are happy in order
that the guests will also be happy, including
the following aspects:

• Everyone is on first name terms and
has to wear a name badge. It gives cast
members more confidence in approach-
ing management and puts guests at ease
in approaching cast members.

• There is an annual Cast Excellence Mea-
surement Survey, where cast members
can confidentially air their views.

• Disney believes that Cast Excellence
Measurement plus guest satisfaction
measurement equals operational and
financial success.

• Disney always encourages new ideas
and change. Management is encouraged
to move locations within the company
every couple of years. They can take
their experience and fresh ideas with
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them and will probably be less resistant
to change.

• Ninety per cent of cast members are in
temporary positions and are more likely
to be enthusiastic, fresh and more easily
trained.

Culture Change

There are lessons to be learnt from many
other organizations in the leisure and tourism
industry, whether from good practice or bad
practice. What becomes clear from such case
studies is that the desire to change needs to be
built into the very culture of the organization
and that the view that TQM is a change agent
rather than a journey or a result is not quite
accurate. It is easier to think in terms of
Juran’s message of continual improvement –
improvement in every facet, which contrib-
utes to overall performance. The quotation
from Popham in Box 10.2 also demonstrates
the simplicity of any messages about total
quality; attention to detail, getting things
right and putting the customer first are the
building blocks for any quality approach.
Furthermore, the success of Japanese compa-
nies in Europe, staffed mainly by Europeans,
exposes the myth that the internal culture of
Japanese organizations would clash with the
wider culture of European countries. Indeed,
as noted in Chapter 4, the principles of TQM
have emerged from critiques of Japanese
organizations in the last 30 years and their
approach to management.

It is worth reminding ourselves that,
despite the impact of Deming in 1950 (he
spoke to the Japanese Union of Scientists and
Engineers in June of that year), it did not
constitute a revolution in the thinking of
the Japanese towards the management of
organizations. They had already begun the
process of reappraisal (hence the invitation
to Deming) and demonstrated the point just
made about the need to change organizational
culture very gradually.

A number of authors, including Hutchins
(1990), Pike and Barnes (1996) and Fache
(2000) have shown how organizational perfor-
mance and the management of total quality
are multidimensional in composition and exe-
cution. Hellsten and Kleffsjo (2000) suggested
that TQM should be seen as a management
system made up of values and ideas but also
tools and techniques. Hutchins (1990) identi-
fied four components in TQM comprising
systems, processes, management and style;
Athos and Pascale (1981) had earlier con-
structed their 7S model of management, from
their study of Japanese organizations such as
Matsushita, which distinguished between the
‘hard S’s’ of strategy, structure and systems
and the increasingly important ‘soft S’s’ of
staff, style, skills and what they termed
superordinate goals. Their analysis bracketed
western organizations more naturally with
the hard S’s, highlighting their traditional,
bureaucratic approach to management,
whereas the Japanese approach that encour-
aged and fostered cooperation, collaboration
and interdependence as well as development
of the human resource fully utilized the soft
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Box 10.2. Things can be done right!

The best way to understand how a Japanese reacts to the UK is not to ask (he will be too polite to let on) but
to spend time in Japan. Famously, everything works. Trains run meticulously to the timetable. The Shinkansen
‘bullet’ trains have been careering through Japan for over 25 years and have yet to be involved in a single fatal
accident (compare with the UK record including the tragedies of Southall in 1997 and Ladbroke Grove in 1999
which accounted for a combined total of 37 deaths). Mugging is a crime that is practically unknown . . . Litter is
equally uncommon except in famous beauty spots and on the peak of Mt Fuji where the Japanese unaccountably
forget themselves and turn into barbarians.

In the UK the ‘customer as peasant’ philosophy prevails. In Japan the customer is still king: the proverb to
that effect is taken very seriously. Visit a Tokyo department store at opening time and that’s exactly how you will
feel: the immaculate troops of assistants lined up like a guard of honour bow profoundly as you pass. Tokyo was
once notorious for its pollution: that cliché is as dated as the notion of the Japanese as a producer of things that
fall to bits . . . The inventory of perfection is tedious and endless. The Japanese like to do things right.

(Popham, 1991, p.106)



S’s. This latter element embraced the shared
values and vision for the organization that are
now seen to be so important in culture change.
Athos and Pascale (1981) felt that the two sets
of elements, although dichotomous in some
respects, should also be seen as an integrating
whole. Pike and Barnes (1996) suggested that
the management of quality is made up of
both individual and organizational elements.
The individual or intrinsic factors include
attitudes, aptitudes, knowledge, skills and
behaviour, whilst organizational or extrinsic
factors include policies, procedures, systems,
structures, processes, leadership style and the
internal culture of the organization. This has
been identified by many observers to be, per-
haps, the most important factor in the creation
and sustainability of service quality; the
example of David Lloyd Leisure in Box 10.3
illustrates an organization’s attempt to
achieve this. Indeed, there must also be
continual improvement of the organizational
culture, the very trigger that can nurture and
encourage the concept of continual improve-
ment. Jeffries et al. (1992, p. 145) suggested that
‘cultural change is a very complex business
which requires a lot of commitment, a lot of
patience and a desire to succeed’.

According to Dale et al. (1994a), organiza-
tional culture can only be changed if there are
changes in attitudes, behaviour and ways of
working. They highlighted several ways in
which this can be achieved:

• Everyone in the organization must be
involved and take personal responsibil-
ity for their own quality assurance.

• This involves the inspection of one’s own
work; therefore errors or defects should
not be passed on.

• Customers should be seen as external
and internal.

• All customers and suppliers should be
built into the improvement process.

• Mistakes should be part of the improve-
ment process.

Further analysis suggests that even
before attitudes and behaviour can be
changed the wider philosophy of the organi-
zation needs to be reappraised. The Industrial
Society (1998) suggested that it is the com-
monly held attitudes, beliefs and values that

underpin the organization’s systems and pro-
cedures and shape the actions and behaviours
of staff. The report went on to argue that
many change programmes attempt to change
attitudes and behaviour when really it is the
underlying values and beliefs that need to be
changed in the first place before behaviour
and ways of working can be genuinely
improved. The Industrial Society carried out a
survey of 341 human resource professionals
in 1998, of whom 94% said their organization
had been involved in culture change at some
point. One third were undergoing culture
change at the time of the survey, but one third
did not have any formal programme in place.
Most of the formal programmes in place
appeared to be using either an evolutionary
approach or one based on performance man-
agement and appraisal processes, although
both approaches can be problematic; a grad-
ual approach can be confusing, and a sudden
change can be off-putting and demotivating,
particularly for the longer-serving employees.
The Industrial Society recommended a certain
approach, as Box 10.4 illustrates.

Jarvis Hotels provides an example of
such an approach. The Jarvis Hotel Group
has been acknowledged for some time to have
a reasonably distinctive approach to quality,
with visible and committed management
style by the managing director, John Jarvis.
The mission statement is simply ‘First time,
every time’ and presents a clear message to
staff and customers. The philosophy of the
organization is also lucid and open:

Fundamental to their success are the core
values they believe in and practise which are
based on three caveats:

• Employees shall be given early responsi-
bility in roles where initiative, self-
motivation, ability and enthusiasm are
quickly recognized and rewarded.

• Customers shall receive our total
obsession to meet their needs through
structured service approach to making
those small, noticeable improvements
which create the customers’ experience
with us.

• Our products are something we feel pas-
sionate about and through exciting new
concepts for customers and staff alike we
aim to offer service, efficiency and
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reliability to ensure each facet of our busi-
ness ‘works’, right first time, every time.

The philosophy is communicated through
training, including a CD-ROM system, where
employees can work under their own direc-
tion and learn about health and safety, and

also dress code and other aspects of brand
awareness. The approach also involves the
organization’s ‘quality signatures’ and train-
ing in Jarvis’s team building. There are a
number of ‘quality signatures’, in different
facets of work, with a minimum standard in
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Box 10.3. Case study: David Lloyd Leisure.

David Lloyd centres, perhaps, do not have a strong internal culture at present, partly because of high staff
turnover, but their commitment to quality is evident in their continued success and the methods employed
to train and develop staff and maintain morale. The group offers a package of benefits to its employees but
also receives employee feedback through its scheme. In reporting back, the group highlighted the critical
aspects that had been raised: pay, benefits and supervisory practices and the lack of regular performance
reviews, which 59% of the survey (754 respondents) raised. Communications also attracted some criti-
cism from 34% of respondents, who felt that communications, both up and down the organization,
needed improving in addition to information about general matters. Almost half felt that working condi-
tions were affecting work organization and efficiency and a number suggested that their training could
also be improved. On a positive note, 65% said they would recommend the organization as a place to
work and many identified management style (86%), team spirit (95%) and morale (58%) to be good. Also
emphasized were the organization’s excellent image (86%) and the company’s customer focus.

An important factor would appear to be the company’s willingness to listen to its staff, as well as
customers, and its recently published ‘agenda for change’:

We are taking your comments and criticisms on the chin. And neither will we let your praise go to our heads.
This research has given us an agenda for greater corporate fitness. That is why we did it. We wanted to know.
You told us and now we are doing something about it.

The company is following the survey with some focus groups to extend examination of the issues raised
and a number of initiatives were under way:

• The setting up of an internal communications group with members from Human Resources, Training,
Service Quality, Operations and Information Technology.

• A review of pay and benefits.
• Plans to improve service quality in every club and Head Office underpinned by local plans to tackle

communications, team building, the working environment and training and the wider plan published
on the company’s intranet.

Particular attention was paid to appraisals, with over 200 people trained to undertake them and train-
ing with several features: a company induction programme taking place every 7 weeks in different clubs; an
intensive 2-day programme for managers on ‘managing the future’; IT training for at least one person from
each club; courses on member focus and sales and marketing; and other training on first aid, membership
rules and regulations and membership communications. Communication with staff is also important:

At David Lloyd Leisure we are listening to our employees. It is part of our commitment to continuous improve-
ment; we believe that if we improve things for our employees this will lead to improvements for our members.

In its communication with staff the company refers to ‘the three rings of perceived value’, in which the
first and second rings are owned and influenced by management and the third, which is the largest, signifies
the domain of front-line performers. It is argued that their ability to delight and surprise members will help to
widen the gap between David Lloyd Leisure and its rivals.

Its mission, as it enters the new millennium, is to increase membership to 135,000 by implementing: (i)
a programme of training and staff development; (ii) a structured and focused mechanism for evaluating com-
petition; (iii) researching what members feel and think about the company; (iv) developing and acquiring
sites that are able to provide ‘state of the art’ facilities; and (v) maintaining or increasing profit levels.

The plan is based on the service quality plan embracing passion, caring and trust and represents a
significant attempt, on paper at least, to develop a strategy and organizational culture driven by customer
needs.



each for staff to reach. Each one contains
five categories: (i) quality smile and genuine
welcome; (ii) feels fresh, sounds and looks
good; (iii) magical merchandising; (iv) super
selling; and (v) service delivery.

A core belief of the company requires that
‘employees will be given early responsibility
in roles where initiative, motivation, ability
and enthusiasm are quickly recognized and
rewarded’. To enable this to succeed, the orga-
nization has a quality service manager, solely
responsible for continuing improvement and
for ensuring that the ‘quality signatures’
programme operates effectively. This man-
ager liaises with the human resources depart-
ment and is supported by weekly quality
meetings to audit service and brainstorm
ideas for improvement.

Counsell (1999) also referred to the need
to change the traditional culture in which
managers are seen to think, supervisors to talk
and employees to do. Irons (1997) emphasized
the importance of a ‘strategically cohesive
culture’, which has a clear focus and vision
and embraces the passion and enthusiasm for
both the service and the customer by all staff.
Holmes Place Leisure Management is a
successful chain of health and fitness clubs
and, through its vision and goals, places great
emphasis on a friendly and relaxed atmo-
sphere in order to achieve guest appreciation

and loyalty. Its whole approach is based on
this philosophy and it begins the process with
induction and the use of appropriate training
packs. The examples of Andover Leisure Cen-
tre (Box 10.5) and Amelia Plantation Island
(see Box 10.1) present a similar message.

It has been seen from the analysis of both
Jarvis Hotels and the Industrial Society that
the vision of the organization is important to
the process of culture change but, of course,
there is still the need to communicate the
vision, as Irons (1997) and Hodgkinson (2002)
suggested. Thomas Cook provides an exam-
ple of another organization that communi-
cates clearly with both staff and customers, as
the case study (Box 10.6) demonstrates.

It is also important to communicate to
all the stakeholders involved and an example
of an organization committed to an open
approach is the National Trust. It is committed
to ensuring that the Trust is as concerned with
people as it is with places and it sees this as its
most significant role into the new millennium.
The Trust recognizes the importance of first
impressions and how they are created and
managed (National Trust, 1998): ‘We intend
to devote more resources to ensuring that
every visitor is received with warmth and
sensitivity through training programmes
designed to enhance visitors’ enjoyment and
understanding of our properties.’
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Box 10.4. Industrial Society dos and don’ts for managing a culture change process. (Source: Industrial
Society, 1998.)

Dos

• Communicate the concept in ways which do not put off employees who have not yet participated.
Graduates of the process have a tendency to overdramatize.

• View it as a process, not an initiative.
• Make sure the time is right.
• Ensure line management is sufficiently motivated to be able to ‘walk the walk, talk the talk’ and

demonstrate personal commitment, action and change.
• Make it easier to do things the new way than not to.
• Talk about best practice rather than culture change.

Don’ts

• Promise what you cannot deliver.
• Ignore conflicts.
• Rush the issue.
• Expect people to change for the same reasons that you do. It must be in their interests.
• Seek to identify and announce an end product. Culture change is a continuous process, a normality.



TGI Fridays is another example of an
organization communicating a shared vision.
It is a destination restaurant chain but offers
more than the core product of food and drink,
as the mission statement referring to the expe-
rience in Chapter 8 illustrates. Its approach
is a distinctive one and merits highlighting

because of its approach to the customer
through a shared vision and passion and its
systematic training and staff development.
The standard objective is ‘delivering consis-
tent standards tailored to guest expectations’.
This point builds on the earlier reference, in
Chapter 8 to the importance of focus in service
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Box 10.5. Case study: Andover Leisure Centre.

Andover Leisure Centre’s mission is ‘Working for excellence in leisure’ and its values and principles are
reasonably clear:

• The customer will always be the focus of our attention.
• We will treat every customer as an individual and recognize their needs.
• We will aspire to exceed customer expectations.
• Working in partnership with Test Valley Borough Council and the community to provide customers

with the finest facilities backed by top quality service.
• Committed to continuous improvement.
• Provide the opportunities for staff to realize their true potential.
• Encourage staff that individual performance does matter.
• All are responsible for the financial strength and growth of the company.
• Provision of leisure opportunities for all.
• Provide environments which are welcoming, friendly, fun, safe and clean.

The values of Andover Leisure Centre acknowledge the importance of both customers and staff and its
mission represents a constant goal.

Box 10.6. Case study: Thomas Cook.

Thomas Cook employs over 12,000 staff worldwide who serve some 20 million customers each year.
Thomas Cook is acknowledged as being one of the best travel agents in the world and has a reputation for
delivering excellent customer service. The company’s mission statement was re-launched in December,
1995 and is a very clear focused one:

Exceptional Service from Exceptional People.

It presents a clear message to both customers and staff.
Its previous mission was to ‘create the best and most profitable travel-driven service business in the

world’. This represented a clear business goal but said less about the company and its values than the present
one does. As Chapter 8 shows, the concept of ‘moments of truth’ underpins much of the approach to service
delivery, and training in the company is shaped by the nature of the service encounter.

Staff are encouraged to deal with customers in a number of ways:

• Make every customer feel valued and important.
• Be helpful and offer advice.
• Listen to the customer’s needs.
• Create a positive image for the company.
• Share in the excitement of the holiday.

The mission statement is pivotal because it draws attention to the staff as the most important
resource and the final guideline in dealing with customers is underpinned by the staff’s own experiences
of destinations and packages. Thomas Cook serves a number of market segments, including mainstream
charter operations, scheduled flights, short breaks, cheap packages, exotic holidays and tailor-made
holidays. Staff are trained in selling skills with four stages – lead, find out, match and close – and are there-
fore hard-nosed and commercial in their approach but are still conscious of the company’s commitment to
service quality and, particularly, their ‘exceptional service’.



organizations (Johnston, 1996). The degree of
focus, at the levels of service concept, busi-
ness, site, delivery system and encounter, will
have a bearing on the overall culture and the
way in which it is described and shared.

The examples highlighted in this chapter
such as Andover Leisure Centre (Box 10.5),
David Lloyd and Amelia Island Plantation
(see Box 10.1) also support the view that
‘culture change must come from the bottom
but be led by the top’ (Schneider and Bowen,
1995). The Broadgate Health and Fitness Club,
whose philosophy was described earlier in
this chapter, also has a ‘bottom-up’ approach
in that it consults all staff members and
changes are implemented by the staff
involved at that point of the operations. A
prerequisite for developing such a culture
is the degree of customer focus in the organi-
zation and Cranfield School of Management
has developed a diagnostic tool for assessing
it (Macaulay and Clark, 1998). It is called the
Culture Web and is designed to reflect how
the organization views the world and its
customers. It achieves this through asking
three questions:

1. Is the real focus on meeting customer
needs or simply delivering the service, or in
the case of some leisure facilities, particularly
in the public sector in the 1970s and 1980s,
providing them on the basis of political whim,
paternalism and standards approaches?
2. Is short-term profit or return the over-
riding goal or does long-term survival depend
on the customer focus?
3. What are the central preoccupations of
the organization?

In addition to the broad diagnostic
approach of the ‘Culture Web’, there is also a
need to use more specific ways of measuring
the impact of cultural change:

1. Qualitative data from staff and customers
through before and after surveys, interviews,
focus groups.
2. Quantitative data through:
• sickness and absenteeism;
• turnover of staff;
• staff development reviews;
• positive attitudes to training oppor-

tunities;

• number of suggestions for improve-
ment.

Conclusions

Many of the examples and case studies illus-
trated in the book demonstrate establish-
ments and organizations that know and
understand their customers and their needs.
Disney has led the way for over 40 years and
is, literally, close to its customers because of
the use and training of its ‘cast members’.
One feature of a genuine culture of total
quality is that of constant change as continual
improvement is built into the ethos and
processes of the organization. Irons’s (1997)
process for creating cultural change also
supports such an approach:

1. Find out exactly what customers want
and what really matters to them. Working
on zones of tolerance and satisfiers and
dissatisfiers (see Chapter 13) helps to clarify
this point.
2. What resources, including the capa-
bilities of staff, are needed to meet customer
requirements? This means personal qualities
as well as technical and interpersonal skills.
3. Develop a clear vision of what this means.
This follows the strategy and the values of the
culture referred to earlier.
4. Communicate the vision.
5. Learn from experience to innovate
constantly.
6. There has to be leadership as well as
management.
7. The service encounter is the moment of
value creation to the customer.
8. This point of interaction is integral to the
planned delivery.

For this to succeed, it is important that
there is harmony between the organizational
culture and the human resource strategy
in place. For example, where a philosophy
based on TQM emphasizes the importance of
teamwork and cooperation, it will be under-
mined if performance-related pay is still in
place, including, perhaps, incentives such as
employee of the month. Zeithaml et al. (1990,
p. 2) contended that:
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People in service work need a vision in
which they can believe, an achievement
culture that challenges them to be the best
they can be, a sense of team that nurtures
and supports them, and role models that
show them the way.

The case study of Amelia Island Planta-
tion (Box 10.1) illustrates such a culture where
much is done to harness the energy and com-
mitment of staff and to develop a clear human
resource strategy. The other case studies and

examples highlighted also emphasized the
importance of organizational culture and
values but the contribution that systems
and quality tools make towards the culture
should not be forgotten and the next chapter
addresses these aspects. Chapter 14 examines
the important components of human resource
strategy in relation to achieving and deliver-
ing service quality in leisure and tourism and
contextualizes these elements within a wider
approach to quality management.
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11
Quality Management Systems

A quality culture is difficult to achieve
without a context or framework. A quality
management system will give that frame-
work, which can act as a catalyst for quality to
become embedded throughout the organiza-
tion. This can be seen in the BS EN ISO 9000
2000 definition of a quality management
system: ‘a system to establish quality policy
and quality objectives and to achieve those
objectives’. The system will comprise a few
or many of the quality management tools
and techniques explored in Chapter 12 and
should provide the framework for their
integration to meet the quality policies and
objectives of the organization. Dale (1994b)
stated that ‘a quality management system is
good management practice’.

Quality management systems should not
be confused with total quality management
(TQM), which is a philosophy by which the
entire organization is managed; it affects
the culture as well as the processes and
procedures (see Chapter 10).

As the quality management system
encompasses all aspects of an organization’s
quality approach, it is necessary for every
member of staff to understand that quality
is part of their role and responsibility and
not just the domain of the ‘quality depart-
ment’. However, members of staff need to
be delegated with the responsibility for
overseeing the management of the quality
management system, either from a dedicated
department or decentralized throughout the
organization.

Non-accredited and Accredited Quality
Management Systems

There are two distinct categories of quality
management systems: non-accredited and
accredited. It is important to understand the
differences between these two types of sys-
tem and the advantages and disadvantages of
both.

Non-accredited quality management systems

These are systems that have been devised
purely by the organization and are monitored
solely by them (self-assessment). They are also
known as in-house systems. The most famous
companies using in-house systems in the
tourism and leisure industry are Disney and
McDonald’s.
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On completion of this chapter it is expected that
you will:

• have an understanding of what a quality
management system is;

• be able to explain the difference between
an accredited quality management system
and a non-accredited system;

• have an insight into the advantages and lim-
itations of a range of quality management
systems;

• be aware of the extent of their application
within the tourism and leisure industry.



Advantages of a non-accredited quality
management system

THE SYSTEM CAN BE TAILOR-MADE TO MEET THE

ORGANIZATION’S OWN REQUIREMENTS. When
Disney and McDonald’s were devising their
own quality systems it must be remembered
that quality management was dominated by
manufacturing. The accredited systems being
developed were to meet those needs and not
those of the service sector. These companies
had no alternative but to devise an in-house
system.

LOWER COSTS. Once the in-house system
has been developed there are few direct costs
involved in implementation.

FREQUENTLY CARRIED OUT. Due to the cost
advantages of self-assessment it can be carried
out on a regular basis. Some commercial
leisure and tourism organizations do this on a
weekly basis, over a limited number of criteria
(e.g. admissions, receipts, secondary spend
levels).

Disadvantages of a non-accredited quality
management system

NOT RECOGNIZED BY EXTERNAL ORGANIZATIONS.

When tendering for a contract or applying
for a grant, an internally validated and
monitored quality management system
may not be recognized; it can be seen as not
being as rigorous as an externally accredited
one.

CUSTOMS AND PRACTICES PROLIFERATE. T h e
industry’s existing customs and practices are
not challenged, and a loss of competitive edge
can result.

ORGANIZATIONAL CULTURE PERSISTS. This is
interlinked with proliferating existing cus-
toms and practices: the existing organiza-
tional culture can remain unchallenged.

MONITORING. Two different scenarios can
occur when internal monitoring of a service
takes place. Both are equally unhelpful to the
organization as neither situation allows the

organization to get a true representation of
service quality:

1. The staff do not want to criticize or find
fault with the work of colleagues, resulting in
a higher score being given than is warranted.
2. Staff do not want another department to
be seen to be better than them and so a lower
score is awarded.

Self-assessment is seen by many as a way
of enhancing overall business performance
and it involves assessing the quality policy
and goals set by senior managers. It was
suggested by Zink and Schmidt (1998) that it
needs to be carried out on a regular basis
if continuous improvement is going to be
achieved. Being an internally validated sys-
tem, there is no way for customers or other
organizations to know how rigorously the
assessment is being executed and there is no
external ‘seal of approval’ to be displayed.

Accredited quality management systems

These are systems that have third-party
certification. The original system is not pre-
scriptive as to how the individual organiza-
tion’s procedures and processes should be
designed but it stipulates how they should be
documented to prove that implementation
is in accordance with the clauses laid down.
The ISO 9000 series is an internationally
recognized quality management system that
requires certification to be renewed every
year. The Business Excellence Model, which
is the basis for many of the quality awards,
can be used in two ways: either as a non-
accredited self-assessment system, or to enter
the ‘competition’ for the quality award and
be assessed externally.

Advantages of an accredited quality
management system

RECOGNIZED EXTERNALLY. This accredited
quality management system is acknowledged
throughout the industry sector, or in the case
of ISO 9000 series, the global business envi-
ronment. This can have a major benefit when
an organization is tendering for a contract or
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applying for grant aid. The gaining of an
external accreditation can be said to enhance
the company’s image within the industry
sector as well as to the customers (Williams,
1997b). This can have the accumulative effect
of the organization gaining competitive edge
over its rivals.

CAN ACT AS AN AGENT FOR CHANGE. The case
study that follows (see Box 11.1) illustrates
that an external assessment can highlight
problems within an organization and act as a
catalyst for change.

INTEGRATION OF QUALITY TOOLS AND TECHNIQUES

CAN BE UNDERTAKEN. A range of quality
management tools and techniques can be
integrated into the formalized structure
within an accredited system.

CONSULTATION WITH CUSTOMERS. Both infor-
mal and formal consultation with customers
and other stakeholders is a requirement of
accredited quality management systems.

CONTINUOUS IMPROVEMENT. The need to
demonstrate continuous improvement is
another requirement.

ORGANIZATIONAL APPRAISAL. The design of
procedures and processes required by an
accredited quality management system
enables an in-depth review of how the
organization works. All managers and staff
should be involved in reappraising what is
being done, how it is being achieved and why.

IMPROVEMENT TO SERVICE DELIVERY. The con-
structive management of all aspects of the
service delivery process highlights areas of
non-conformance (mistakes). Any reduction in
this element reduces costs to the organization.
The organization will in turn gain a reputation
for reliability – a major consideration for cus-
tomers (Zeithaml et al., 1990) – and will retain
them, engendering their loyalty.

Disadvantages of an accredited quality
management system

IMPOSED. Criticisms of accredited systems
from the voluntary sector and small

commercial businesses have been that they
were not compatible with their organization’s
structures. A number of accredited systems
are addressing this problem.

COSTS. Costs of designing and subse-
quently maintaining the systems are prohibi-
tive for many smaller organizations. This is
because the preparation for accreditation gen-
erally requires a major input from consultants,
as organizations do not have surplus staff to
carry out these tasks or the experience to do so.
The re-registering is an additional operational
cost that can be prohibitive.

SELECTIVE CERTIFICATION. Organizations
generally only put forward for certification
those sections that are the easiest to manage,
with few problems. Quality management sys-
tems should cover the whole of the organiza-
tion, as the service that a customer (either
internal or external) receives is an accumula-
tion of all the acts within the organization.

LIMITATIONS. Many organizations do not
understand that the implementation of a
quality management system is only ‘an
element of TQM; it is not an alternative’ (Dale
et al., 1994a). The elements that are omitted
from a quality management system but can
be found in TQM are those dealing with
innovation and creativity.

BS EN ISO 9000 Series Quality
Management System

Historical perspective

The predecessor to the BS EN ISO 9000 series
in the UK was the BS 5750 quality manage-
ment system, devised by the British Stan-
dards Institute (BSI) in the late 1970s. It
was developed and driven by the needs of
the defence industry and had the potential
for third-party assessment (Mills, 1992). The
philosophy was to improve quality through-
out the management processes by the intro-
duction of a formal documented system of
standards and procedures. Prior to this, Brit-
ish industry had relied on self-certification on
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an industry-by-industry basis, each of which
had a set of voluntary standards (Warner,
1977).

From the 1980s, the Department of Trade
and Industry was actively encouraging British
industry to consider the introduction of
quality initiatives, especially BS 5750, to
enable organizations to compete with the rest
of the world (Department of Trade, 1982).

To aid international trading, in 1987 the
International Standards Organization (ISO)
launched the ISO 9000 series. This was in
addition to the European standard EN 29000
and the modified BS 5750 1987. The three stan-
dards were the same but multiple registra-
tions were necessary. Whilst these standards
were originally driven by the certification

needs of the manufacturing sector, the service
sector was registering as well. The public
sector was preparing to undergo operational
changes with the passing of the Local Govern-
ment Act, 1988, which instigated the com-
pulsory contracting out of leisure facilities
management, with the requirement that local
authority direct service organizations should
bid alongside the commercial sector. A
contractual requirement was for contractors
to be BS 5750 registered or working towards
registration (Freeman-Bell and Grover, 1994).
The need for registration for all sectors for
contractual purposes has been well docu-
mented by, amongst others, Gaskin (1991),
Juran (1993), Dale (1994b), Griffin (1995) and
McLachlan (1996).
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Box 11.1. Case study: theatre – accredited vs. non-accredited quality management systems.

A theatre in the voluntary sector was trying unsuccessfully to develop a total quality management (TQM)
culture throughout the organization. Unfortunately quality management was not perceived to be the role
of the whole of the organization; the creative side of the organization was left to continue in its old style of
ethos, giving very little thought to the needs of its internal customers.

This was reinforced by senior management concentrating on how to improve the front-of-house
services (e.g. ticket sales, secondary spend). The needs of the front-of-house staff as internal customers of the
creative side of the organization were never addressed. For example, casting of the lead part was regularly
done after the date when the publicity materials had to be at the printers. The marketing staff could not
capitalize on the ‘star’ to optimize ticket sales – a standard technique used in theatre management. Senior
managers felt that they could not address this issue with the Creative Director.

The senior managers instead addressed the issue of reducing ticket sales by regularly introducing
a variety of quality management tools and techniques and even went so far as to engage consultants to set
performance standards for the business elements of the theatre. A considerable amount of time and effort
was put into implementing these by the front-of-house staff but, as Juran (1988a) pointed out, 20% of quality
problems are due to the staff but 80% are caused by the managers.

All the initiatives were self-assessed (e.g. monitoring by performance indicators, staff appraisals and
quality circles) with the goal of trying to achieve a TQM culture in future. The introduction of an outside
accredited quality management system rather than always looking towards self-assessment would act as a
catalyst for change. Curry and Monaghan (1994) suggested that ISO 9002 (as it then was) could be used as
a change agent, stating: ‘Change does not come about of its own accord, but has to be both driven and led.’

Dale’s (1994b) research findings supported this strategy. He suggested that ‘it is not easy to get every
function and person involved in taking responsibility for their own quality assurance and to make quality
improvements . . . The ISO 9000 series . . . can assist in making it happen’.

Whilst all the theatre’s quality initiatives are not within a quality system framework and are internally
validated, the fundamental problems will remain. The inherent problem with the ISO 9000 series accredited
system (see below for more details) is that the business side of the organization may go for accreditation
but the creative side may not and the problems will still be there, especially if the quality manual is written
without reference to procedures that integrate the two. A quality award (see below for details) may
overcome this problem. As Zeithaml and Bitner (1996) observed: ‘Breaking down the walls between
functions is difficult and time consuming, but high quality service cannot be addressed without it.’

The theatre is heading for stagnation, with a strong possibility it will wither away. Unless the concepts
of quality management are embraced completely by all of the senior management team and the necessary
resources are provided (e.g. full-time quality manager with the power to address the fundamental issues),
success in any terms will not be achieved (Crosby, 1979).



In 1994, the three standards were amal-
gamated into one: the BS EN ISO 9000 series,
but referred to as the ISO 9000 series. The use
of the term series is important, as ISO 9000 has
multiple parts, some of which are not applica-
ble to each and every industry. The 1994 series
has been reviewed as part of the 5-year
mandatory process and the details below
follow the new 2000 series. It needs to be
remembered that the transition period will be
approximately 3 years: the two series will run
in parallel until 2003.

Implementation by the leisure and
tourism industry

Most of the commercial leisure and tourism
sector has not thought ISO 9000 worthwhile,
because of the ratio of costs to perceived
benefits (Rowe, 1992). The catering elements
of the industry have developed their own
in-house systems, with ISO 9000 clauses as
the foundation (East, 1993). This is due to the
ease of being able to integrate the procedures
required by the Food Safety Act 1990 and
Hazard Analysis Critical Control Point
analysis. Hotels are different; certification to
ISO 9000 series is often a requirement of their
contracts, especially if they are a supplier to
the manufacturing sector.

In the public sector, although very little
research has been carried out into areas other
than leisure centres, Walsh (1998) estimated
that over 200 (10%) leisure centres had certifi-
cated to ISO 9002. One of the main factors
for this is the contracting out of services due
to the Local Government Act, 1988. Robinson
(1996a) stated that central government’s
policy of introducing compulsory competitive
tendering into leisure services ‘had the dual
aim of trying to improve the quality of
services and to cut costs of service provision’.
Monitoring of services became inevitable
with this new management regime and ISO
9002 was specified in some of the contract
documentation.

Whilst the voluntary sector is a major
provider of leisure opportunities, the imple-
mentation of any quality management system
is limited. This is said to be due to the

extensive costs of designing and registration
for ISO 9000 series. As the majority of volun-
tary organizations have fewer than 20 paid
staff and are governed by volunteers, this
point may be valid (Astbury, 1993).

The main reason for the leisure and
tourism industry adopting ISO 9000 series
is to give organizations a competitive edge
when tendering for contracts, especially those
from the public sector (e.g. leisure centre
management, institutional catering services).
The gaining of ISO 9000 can go some way to
improving the organizational image but this
tends to be within the industry rather than in
the eyes of consumers of the services.

Research by Robinson (1996a) into public
sector leisure facilities suggested that finan-
cial efficiency is one of the major benefits of
implementing this system. As local authori-
ties are reducing subsidies to leisure provi-
sion, this is a consideration (CIPFA, 1994).

ISO 9000 2000

The latest revision of the series comprises
four parts (Vine and Hele, 1998):

• ISO 9000: Concepts and terminology
(this is the revised ISO 8402:1995).

• ISO 9001: Requirements for quality
management (to provide confidence as
a result of demonstration in product/
service conformance to established
requirements).

• ISO 9004: Guidance for quality manage-
ment of organizations (to achieve
benefits for all stakeholders through
sustained customer satisfaction).

• ISO 19011: Guidelines for auditing
quality management systems (formerly
ISO 10011).

ISO 9001 2000

For leisure organizations, ISO 9002 from the
1994 series of standards has been superseded
by ISO 9001 2000. The main change is said to
be an emphasis on a process-driven approach
based on the ‘Plan Do Check Act’ (PDCA)
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scenario of Deming (1986), demonstrated in
Fig. 11.1. The PDCA model allows for contin-
uous improvement to be central but still
enables more flexibility when organizations
wish to revise their systems and is compatible
with the environmental management system
standard, ISO 14000. The model is said to be
able to control the interface between activities
and processes by providing vertical as well as
horizontal process integration, both in its
entirety (major loops) and in small loops
from one area to another (BSI, 1998).

There is less paperwork with the new ISO
9000, (Qualityworld, Aug., pp. 32–33).

ISO 9001 clauses are divided into five
parts as displayed in the model in Fig. 11.1:

• Quality Management System – the
purpose and requirements of the system
need to be stated.

• Management Responsibility – covers
policy formulation, procedures and
control of documentation, as well as cus-
tomer needs. Planning for improvement
is a task set for senior management in
this revision.

• Resource Management – the majority
of this section is assigned to human
resource management and training
but the working environment and its
infrastructure are included.

• Product Realization – this is to ensure
that there is a pathway from customer
requirements to customer satisfaction.

The need to design, operate and control
the processes to meet customer require-
ments is emphasized. Most of the clauses
from the existing standard have gone
into this section.

• Measurement, Analysis and Improve-
ment – this is arranged into a number of
monitoring areas: customer satisfaction,
internal audit of the system, processes
and the product/service provided. The
analysis of the data is stressed, as is
the need for feedback mechanisms to
achieve continuous improvement.

Under ISO 9001 2000 senior management
is tasked to establish the organization’s
quality policy and to undertake a review of
the whole of the system at predetermined
intervals. The quality objectives for the
organization have to be stated and how to
achieve them has to be planned.

As ISO 9001 is based on principles of
quality management (BSI, 1998) these will
provide a framework for integration.The eight
principles are: (i) customer focus; (ii) leader-
ship; (iii) involvement with people; (iv)
process approach; (v) system approach to
management; (vi) continual improvement;
(vii) factual approach to decision making; and
(viii) mutually beneficial supplier relation-
ship. These eight principles reflect the teach-
ings of the early quality theorists (e.g. Juran’s
triology, Fiegenbaum’s holistic approach)
and, focusing on people (staff, suppliers and

Quality Management Systems 153

C
U
S
T
O
M
E
R
S

C
U
S
T
O
M
E
R
S

Management responsibility

Resource management

Input Process Output

Measurement, analysis and improvement
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customers), good practice in service quality
management is followed.

The previous version of the standard was
criticized by Dale (1994b) as it did not have
a clause to demonstrate that standards had
improved. He considered that this led to a
‘steady state’ rather than continuous improve-
ment and Juran (1993) confirmed this view.
Goult (1995) disagreed and suggested that this
stable state is an advantage in that it enables
an organization to move forward from this
platform of stability to drive improvement.

An ISO 9001 requirement is that it is
audited by a third-party certification body
and that the quality system has documented
procedures and work instructions collated
into a hardcopy or electronic quality manual
(Johnson, 1993).

ISO 9004 2000

As the leisure and tourism industry’s use
of quality management tools and techniques
has matured, it is familiar with their concepts
and implementation and more sophisticated
holistic approaches are required.

The clauses of ISO 9004 are itemized
under the following headings:

• Management Responsibility – this
includes being aware of the needs of
all interested parties (i.e. suppliers and
investors as well as staff and customers).
Other responsibilities include quality
policy formulation and planning as well
as compliance with legal requirements.
The control of the actual quality system
and its documentation is also specified.

• Resource Management – the majority
of this section is assigned to human
resource management and training but
the working environment and its infra-
structure are included. This is the same
as ISO 9001 2000.

• Product and/or Service Realization –
this has five parts to it. Some of these are
similar to ISO 9001 2000 (i.e. the need
to design, operate and control the pro-
cesses) but it requires the needs of all

stakeholders of the organization to be
taken into account rather than only those
of the customers. Under this section
there are clauses dealing with the
production and delivery of goods and
services. This complies with the public
sector Best Value management regime
(see Chapter 13).

• Measurement, Analysis and Improve-
ment – the clauses in this portion require
monitoring to take place at all stages
of the process and include all non-
conformances. As well as internal audit
of the system, and the monitoring of
stakeholder satisfaction with the per-
formance of the organization processes
and the product/service provided, infor-
mation must be gathered to allow for
continuous improvement to be moni-
tored. It needs to be demonstrated that a
coordinated communications system is
in place.

According to Griffin (1995) when debating
the ISO series, ‘The prime objective has
always been to provide a model of good
management practice for the mutual benefit
of both the customer and supplier.’ It was
explained that ‘it was never intended as a
rigid specification’.

It was said by Clements (1998) that the
emphasis is on satisfying customer require-
ments by continuous improvement and also
enables consideration of other stakeholder
needs.

ISO 9004 2000 has the ability for self-
assessment to take place, which has some of
the advantages of a non-accredited system
(listed earlier in this chapter) and reflects a
major advantage of the Excellence Model
(discussed below). The new version allows
for ‘opting out’ of clauses if they are not
applicable to a specific organization. This
should have some benefit to the voluntary
sector of the industry and small commercial
businesses but ongoing costs will still have a
major negative impact for them.

ISO 9000 series had many critics, includ-
ing Seddon (1997), who saw it as a means of
quality inspection and the instigator of ‘sub-
optimization of performance’ rather than a
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quality assurance system. Unfortunately the
previous ISO 9000 series of standards was
used by some organizations as a mechanistic
quality system, whereby the gaining and reg-
istering of the award were the most important
elements. Continuous improvement and
customer orientations were not the focuses
for these types of organizations. The previous
versions of the standard allowed organiza-
tions to ignore these factors; this is no longer
the case.

ISO 9000 2000 is not as popular with the
leisure industry as it once was, especially in
those organizations that manage public sector
facilities. Due to the introduction of the Best
Value management regime into that sector,
the QUEST quality system is gaining popular-
ity. It is said that QUEST enables local authori-
ties to comply with Best Value regulations (see
Chapter 12).

E-Quality Manuals and E-Audits

A requirement of ISO 9000 2000, as with all
other quality initiatives audited by a third-
party certification body, is that the quality
system has documented procedures and
work instructions that can be produced as
a quality manual on paper or electronically
(e-quality manual).

Many software houses and quality man-
agement consultants have developed pack-
ages that can process and manage all the data
that a quality management system involves.
The next development is for electronic audits
(e-audits) to be carried out. These can be
regular in-house audits or where all docu-
mentation is sent on-line to the third-party
certification bodies. The authors know of few
tourism and leisure organizations that have
yet embraced this concept.

Quality Awards and the
Excellence Model

A number of accredited quality awards
are based on the Excellence Model, which is a

generic model that allows a holistic approach
to be taken to the management of the quality
system. An individual organization has the
flexibility to insert numerous quality
tools and techniques within the model’s
framework.

Excellence is the focus of the quality
awards and many writers, including Gallo-
way (1996), would have difficulty in defining
quality this way, considering it ‘transcendent’
and something to be ‘recognized rather than
identified or measured’.

Search for excellence and dissemination
of ‘best practice’ form the underlying philos-
ophy and are a major function of the quality
award organizers. The following are UK
quality awards available based on the
Excellence Model (Oldfield, 1999): Quality
Scotland; Northern Ireland Quality Award;
Excellence North East; Midland Excellence;
British Quality Foundation; Wales Quality
Centre; Excellence North West; Excellence
South West; Meridian Business Excellence;
Sheffield Excellence; Business in the
Community.

There are also industry-specific awards
such as QUEST (see Chapter 12), which is a
quality management system for sports devel-
opment and leisure centre management and is
said to be based on the Excellence Model.

Whilst there seem to be many different
quality awards, their use of the Excellence
Model as their foundation makes it easier for
organizations to benchmark (see Chapter 12)
against each other.

The model allows organizations to
develop either an accredited or a non-
accredited quality system by way of its two
stages: the first is to monitor the organization
by using the self-assessment criteria of the
model; and the second phase is to apply for
a specific quality award, which requires an
external assessment. For every organization
that enters an award, over 1000 others have
asked for the model’s assessment criteria
so that self-assessment can be undertaken
(Smith, 1999).

The process of self-assessment is a means
for continuous improvement, as advocated
by Berry (1995) and Coulambidou and Dale
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(1995). The self-assessment vehicle is not with-
out its critics. Research by Davis et al. (1996)
showed that the scores can be higher than
when externally assessed but that overall
benefits were still gained.

Berry (1995), writing about organizations
applying for a quality award but not winning
one, said that they

report significant benefits none the less.
Not only does the application process offer
a framework for thinking about quality and a
mechanism for identifying weaknesses, but
the process itself requires broad participation
and leadership.

Davis et al. (1996) stated that the Excellence
Model is

based on the premise that customer satisfac-
tion, people satisfaction and impact on soci-
ety are achieved through leadership driving
policy and strategy, people (employee)
empowerment, resources and processes and
this leads ultimately to business results.

This is illustrated in Box 11.2, which uses
the European Quality Award Scheme (EQA)
as well as the Excellence Model framework.
As the model has an all-embracing frame-
work, this allows for the incorporation of the
principles of many of the quality tools and
techniques discussed in the next chapter.

Jones (1995) expressed the opinion that
the EQA gives ‘meaningful scores’, which
have weightings that reflect the importance
of the dimensions. Unfortunately, Jones did
not state to whom they are important – the
customer or the organization?

These quality awards based on the
Excellence Model enable all aspects of the
business to be managed. Zink and Schmidt
(1998) suggested that the model is a ‘multi-
dimensional target system’. Dale and Lascelles
(1997) saw organizations that have reached
this stage of their quality evolution as being at
‘a point at which continuous improvement
has become total in nature’.
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Box 11.2. Case study: European Quality Award (EQA).

This annual award has been administered, since its inception in 1991, by the European Foundation for
Quality Management (EFQM). EFQM was formed in 1988 and its purpose is ‘to enhance the competitive
position of European organizations and the effectiveness and efficiency . . . by reinforcing the importance
of quality in all aspects of the organization’s activities’ and ‘assisting the development of quality
improvement’ (EFQM, 1996).

The award is given to the most successful organizations that ‘show a high level of commitment to
quality’ (EFQM, 1996), whilst the lesser European Quality Prize is given to a number of organizations that
display excellence in quality processes towards continuous improvement.

The awards objectives are to:

• Focus attention on total quality management activity in a dramatic way.
• Provide encouragement to individuals and companies to develop quality improvement activities.
• Demonstrate the results achievable in all aspects of the organization’s business.

The means for achieving these objectives are by:

• Obtaining recognition of the European Quality Award around the world.
• Recounting top quality performance of people and organizations in Western Europe.
• Spreading information on quality programmes and creating role models of excellence (Peacock,

1994).

The model shown in Box 11.3 is based on the RADAR logic (EFQM, 1999):
Results Determine results required
Approach Plan and develop
Deployment Deploy approaches
Assessment and Review Approaches and their deployment



Other Significant International Awards

Deming Prize

The Union of Japanese Scientists and
Engineers award this prize to individuals,
organizations or industries that have contrib-
uted to statistical process control. Whilst once

restricted to Japanese organizations, it is now
open to all.

Malcolm Baldridge Award

This is as a result of American legislation
that established an annual national award
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Box 11.3. Model based on RADAR logic (EFQM, 1999).

Summary criteria for enablers:

1. Leadership
How leaders develop and facilitate the achievement of the mission and vision, develop values required for
long-term success and implement these via appropriate actions and behaviours, and are personally
involved in ensuring that the organization’s management system is developed and implemented.
2. Policy and strategy
How the organization implements its mission and vision via a clear stakeholder-focused strategy, supported
by relevant policies, plans, objectives, targets and processes.
3. People
How the organization manages, develops and releases the knowledge and full potential of its people at an
individual, team-based and organization-wide level, and plans these activities in order to support its policy
and strategy and the effective operation of its processes.
4. Partnership and resources
How the organization plans and manages its external partnerships and internal resources in order to support
its policy and strategy and the effective operation of its processes.
5. Process
How the organization designs, manages and improves its processes in order to support its policy and
strategy and fully satisfy, and generate increasing value for, its customers and other stakeholders.

Criteria for results:

6. Customer results
What the organization is achieving in relation to its external customers.
7. People results
What the organization is achieving in relation to its people.
8. Society results
What the organization is achieving in relation to local, national and international society as appropriate.
9. Key performance results
What the organization is achieving in relation to its planned performance.

Evaluation Systems:
Two monitoring or evaluation systems have been devised:

1. Pathfinder Card
This is for use in the self-assessment exercise to facilitate improvement. There are no scores to be
calculated, but a series of searching questions; for example:
• Is the approach focused on stakeholder needs?
• Is the approach sustainable?
2. Radar Scoring Matrix
This is the system used by the European Quality Award assessment and the weighting of each criterion is
shown in Box 11.2. The percentage scores are combined to give an overall score out of 1000 points.

This scoring system can be used as a benchmarking tool (see Chapter 12) with organizations that are
using this matrix. Spider diagrams can be constructed for a comparative analysis to be made (Chapman,
2000).



to promote quality awareness and to dis-
seminate good practice. This is only open to
US organizations in three categories: manu-
facturing, service and small businesses. The
seven categories of assessment are very simi-
lar to the Excellence Model, but the points
allocation is somewhat different.

From the tourism industry, the Ritz-
Carlton Hotel Company was a service
category winner in 1992.

Summary

Dale and Lascelles (1997) saw the intro-
duction of quality management systems into
an organization as the stage below TQM in

their four levels in the evolution of quality
management and quality assurance. The
fundamental difference between this stage
and the two previous ones is that quality
permeates the whole of the organization,
rather than control or inspection. Quality
leads the decision-making process and the
results are that the meeting of customer
needs and the quest for continuous improve-
ment are tireless.

The choice of which system and or
whether or not it is accredited is actually
immaterial as long as those last two factors,
driven by senior management, are adopted
into the culture of the organization. External
factors will determine if an accredited system
is required (e.g. local authority contract
specifications).
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12
Quality Management Tools and Techniques

Quality management tools and techniques
should be used not on an individual basis but
as a route to total quality management, each
one having a cumulative effect to improve
quality (Dale, 1999).

Most tools and techniques require a
foundation of service standards known as
performance indicators (PIs) to be set and
this will be discussed in this chapter. The
majority of the tools and techniques are
certified by outside bodies and therefore
rigorous documentary evidence is required
to demonstrate that the organization is
implementing them against the set PIs and
assessment criteria. One of the most common
components of certificated systems is the
need to have a formalized complaints
procedure.

Investors in People

Investors in People (IIP) is a central govern-
ment initiative from the UK Department
of Employment devised by the National
Training Task Force. It is externally assessed
by either the Learning and Skills Councils. It
was launched in October 1991 (Employment
Department, 1990).

The task force has developed a national
standard to enable organizations to become
more effective, especially in developing their
human resource. This is reflected in their
definition of quality: ‘A commitment to
quality in an organization must be backed by a
commitment to involve and develop everyone
to play their part’ (Employment Department,
1992). This is achieved by the underpinning
philosophy of IIP, ‘that there is the need
for employers to link business strategy
plans coherently with the staff training and
development cycle’ (Institute of Personnel
Management, undated).

This system concentrates on assessing
training needs via staff appraisals on an
annual basis. Zeithaml et al. (1990) stressed the
need to acknowledge that staff are a major
resource, whose contribution is vital to deliv-
ering services. The training and development
of staff is a major contributor in reducing the
heterogeneity that is characteristic of service
delivery.
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On completion of this chapter it is expected that
you will have acquired:

• an understanding of how to implement a
range of generic quality tools and
techniques;

• an overview of a range of specialist quality
monitoring systems for the tourism and
leisure industry;

• an insight into the limitations of each
quality tool or technique;

• an ability to outline the philosophical back-
grounds to the development of these quality
initiatives.



In the UK, training budgets are only 2–3%
of the labour costs; the service sector tends to
be slightly lower than this (1.8%). This is low
in comparison with other European countries.
Also training, especially in the tourism and
leisure industry, tends to be of a low level,
driven by statutory requirements of Health
and Safety legislation or the Food Hygiene Act
rather than a long-term commitment to
continuous professional development.

Implementation of IIP

Investors in People is about action and
excellence. It helps you to raise the
performance of your organization through
the effective development of people.

(Employment Department, 1990)

To facilitate this the organization is
judged over the four principles outlined in
Box 12.1. Documentary evidence needs to be
available to show that these are being adhered
to before the IIP award is granted.

The benefits to an organization are said to
be higher productivity, greater competitive-
ness, higher customer satisfaction, more moti-
vated staff, better company image, improved
internal communications and more focused
and productive training (Building Capability
for the 21st Century, 1999, cited in Investors in
People, 2001b).

Robinson (1996a), researching the effects
of quality programmes in leisure centres,
found that 29% of the organizations using
such programmes found an improvement
in staff motivation and customer satisfaction.
She also found that implementation of IIP was
‘time consuming and does not necessarily
include part-time staff’ – the use of part-time
and seasonal staff is a major facet of the
tourism and leisure workforce. Walsh (1998),

working in a similar area of the industry,
suggested that the popularity of IIP was
due to there being fewer direct costs, as it
required ‘little or no consultancy input’.

Maynard (1995) pointed out that IIP can
play a role in developing an organization’s
overall quality philosophy, as it can be a con-
tributor when complying with other quality
initiatives such as ISO 9002 and the European
Quality Award (see Chapter 11) under the
‘people management’ criteria.

Reasons for adopting IIP

The author’s own research into quality
initiatives in the UK leisure industry revealed
that the reasons why leisure organizations
adopted IIP were that it enhances the organi-
zation’s image to customers and other orga-
nizations in the sector, provides marketing
opportunities and highlights skills shortages
within the organization (Williams, 1997a).
None of these are detrimental to an organiza-
tion, yet there are some concerns. This tech-
nique does not embrace the whole of the
organization but concentrates on the human
resource function only. It is also an internally
focused initiative with no customer input,
and only if it is integrated into a holistic qual-
ity management system can its benefits be
fully gained.

Service First and Charter Mark Award

This initiative and its associated award are
only available to public sector tourism and
leisure organizations. It is based on the
Citizen’s Charter, which was launched in
1991 with the publication of the White Paper,
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Box 12.1. Investors In People principles. (Source: Investors in People, 2001a.)

Commitment An IIP is fully committed to developing its people in order to achieve its aims and
objectives.

Planning An IIP is clear about its aims and its objectives and what its people need to do to achieve
them.

Action An IIP develops its people effectively in order to improve its performance.
Evaluation An IIP understands the impact of its investment in people on its performance.



The Citizen’s Charter: Raising the Standard
(Cabinet Office, 1991). The UK government
has expressed continuing support for Citi-
zen’s Charter principles with the ‘Service
First’ initiative, stating: ‘Our aim is to help
public services deliver a better society for our
citizens’ (Cabinet Office, 1998).

Implementation of Service First

Following the ten principles (Box 12.2), local
authority leisure services can develop cus-
tomer charters, stating the type and promised
level of service, the redress that is available
if the organization fails to deliver to the set
standards of service and how to complain or
contact the organization. The Service First
Unit has the right to veto central government
departments and state-owned organizations’
charters but not those from local authority
service providers.

The Service First criteria allow for
redress, including compensation, if service
delivery falls short of the standard that was
promised. This contradicts Crosby’s (1979)
zero defects concept whereby total elimina-
tion of mistakes is the only valid strategy. The
Service First criteria reflected the service
mapping theories of Shostack (1987) and
Gummesson (cited by Armistead, 1994). They
stated that it is not possible to get it right every
time and so it is necessary to have pre-planned
service recovery mechanisms.

Another criterion requires ‘Planned
Improvements and Innovations’ at no addi-
tional cost, which is likely to put pressure on
the delivery systems, including the staff, and
result in declining service quality. Bone (1991,
cited in Buswell, 1993b) stated that the setting
of standards is not enough; there must be the
resources to deliver them.

Who are the customers?

Service First requires that customers be con-
sulted about service targets and standards.
When referring to the Citizen’s Charter
implementation, practitioners such as
Richards and Le Grove (1992) suggested that

some adjustment had to be made to local
government culture before the notion of
customers could be assimilated.

Pollitt (1994) considered that customer
and citizen are not the same. Unlike a cus-
tomer, a citizen may not necessarily interact
with the service provider. Prior et al. (1993)
had previously written of the Citizen’s
Charter that ‘the consumerist approach
assumes certain common characteristics and
behaviours on the part of service users, which
do not reflect reality’. They classified users of
local government services into two different
types: voluntary and compulsory. Leisure
service participants are typical of their first
classification where they have made ‘a
decision to acquire desired services’.
Robinson (1996b) would agree that local
authorities have had to become customer
oriented and this is reflected by the change
of terminology from ‘users’ of leisure facilities
to ‘customers’.

Gaster (1992) was an advocate of an open,
multi-stakeholder consultation process. He
saw it as a way of defining the organizational
objectives and setting of the performance
standards. Davies and Girdler (1998) itemized
seven possible stakeholders of local authority
parks and open spaces. Although the ‘dedi-
cated users’ will be easy to consult, ‘the whole
of the electorate’ will not be. Wide-scale con-
sultation will not only be costly, diverting
resources away from services, but also time
consuming.

One category of stakeholders that Davies
and Girdler (1998) omitted is organizations
that grant-aid the facility, such as the National
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Box 12.2. Service First Principles. (Source:
Cabinet Office, 1998.)

1. Set standards of service.
2. Be open and provide full information.
3. Consult and involve.
4. Encourage access and promotion of choice.
5. Treat all fairly.
6. Put things right when they go wrong.
7. Use resources effectively.
8. Innovate and improve.
9. Work with other providers.

10. Provide user satisfaction.



Lottery Heritage Fund, which offers grants to
restore historic parks and gardens.

The government is committed to the
public sector having a customer focus and this
is demonstrated in the setting up of a ‘People’s
Panel’ of a maximum of 5000 people specifi-
cally for customer research (Cabinet Office,
1998).

Although the Service First initiative can
be used for self-assessment, the associated
quality award Charter Mark is a third-party
assessment, which is free to apply for. The
main advantage is that it is externally recog-
nized by other public sector organizations,
and it provides a free consultant’s report on
the service provision of the organization.

To facilitate the writing of customer char-
ters, the Audit Commission (a government
agency tasked with monitoring local govern-
ment spending) publishes model standards.
These are based on a range of PIs discussed in
depth in Chapter 9.

Most of the model service standards are
indicative of monitoring economy and effi-
ciency only. Monitoring the effectiveness of
the services to the community, a stated aim
of the Service First quality initiative (Cabinet
Office, 1998), is missing.

Reasons for adopting Service First

One of the authors (Williams, 1997a) found
that the reasons why organizations applied
for the Charter Mark award were not to do
with improving services to their customers
but depended on other factors: (i) pressure
from central government (i.e. cutting of
grant-aid if an organization did not conform);
(ii) political ideology of the ruling party of the
local authority (i.e. when the Conservative
party was in power at central government
level, Labour ruled that local councils did
not apply for the Charter Mark award); and
(iii) the desire to improve the council’s image
to its citizens and other public sector
organizations. Unfortunately, improvement
of services is not mentioned in this list, but
the writing of a customer charter and the
associated self-assessment monitoring that
this entails seem to be synonymous with

improvement to service delivery. The gaining
of the associate award was a secondary
aspiration for many councils.

Quality Circles

Dale and Boaden’s (1994) definition of a
quality circle is ‘a voluntary group of
between six and eight employees from the
same work area’. The function of a quality
circle is to allow employees to meet, in the
organization’s time, to solve problems for
functional areas for which they are responsi-
ble. Whilst they seem to operate in isolation,
quality circles should be networked via a
coordinator so that information can be passed
throughout the organization.

This is an internal system with no exter-
nal customer involvement and, depending on
how the quality circle is constituted, can allow
vertical and horizontal communications
throughout the organization. The authors
would disagree with Dale and Boaden that
staff should come from the same area, as this
would facilitate only vertical communications.

Although vertical communications are
important, allowing front-line staff to dissem-
inate customers’ comments to others in differ-
ent areas of the organization may be of equal
importance. Quality circles comprising staff
from across the organization comply with
Deming’s (1986) idea that institutional barri-
ers need to be broken down for a holistic qual-
ity culture to develop. (Quality circles will be
explained in more detail in Chapter 14.)

Benchmarking

The Institute of Quality Assurance Workshop
defined benchmarking as ‘a continuous sys-
tematic process of evaluating companies
against recognized industry leaders. It deter-
mines business processes that represent “Best
Practice” and establishes performance levels.’

Benchmarking is seen as a way of reduc-
ing operating costs, improving service delivery
efficiency and quality and thereby increasing
customer satisfaction. Benchmark compari-
sons need to be carried out in an in-depth
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and systematic way to achieve most benefits.
According to Bogan and English (1994) bench-
marking can have a more radical effect on an
organization as it can act as a catalyst for learn-
ing and can accelerate change. The underlying
philosophy is that the sharing of ideals
enables all organizations to improve and is
therefore beneficial for the community as a
whole. For example, improving service deliv-
ery could enable an organization to win more
contracts; this could then lead to the creation
of jobs and improve the economic wealth
locally and nationally. This approach does not
suppress healthy competition but acknowl-
edges that service providers have wider
responsibilities and have to operate in a com-
plex, ever-changing operational environment.

Benchmarking partners

In the past, organizations have informally
and unofficially sent their employees to expe-
rience their competitors’ services. In recent
years this has been formalized into bench-
marking, a quality management tool. Three
classifications are used for benchmarking,
based on the organization that is chosen as
the partner (Love and Dale, 1999).

Internal benchmarking

This indicates that one part of an organiza-
tion is being compared with another. This
is useful if there is a geographical spread
(a number of branches) or a decentralized
organizational structure (whereby each out-
let carries out a number of similar tasks, such

as finance or personnel functions). It is
considered that internal benchmarking over-
comes the ‘not invented here’ syndrome that
can be used as a criticism against another
organization’s customs and practices.

Two problems that can occur with inter-
nal benchmarking are: (i) that the people
assessing may know or have worked in
the section they are benchmarking, which can
result in high scores being given that may
distort the actual situation; and (ii) that the
opposite of (i) can happen: a section gives low
scores as they do not wish anybody to be
better than them. Either scenario renders the
information useless and a waste of resources.

Competitive benchmarking

This is benchmarking against an organiza-
tion’s own competitors. The difficulty of
obtaining partners that are able to share
business-sensitive information should not
be underestimated. Although the public and
voluntary sectors of the leisure industry will
be more predisposed to this mutual help, the
commercial sectors of the tourism industry
have developed benchmarking clubs (see
Box 12.3). In the tourism sector, airlines
and hotels have formal competitive bench-
marking programmes.

Drew (1997) has highlighted that break-
throughs are very rarely achieved by competi-
tive benchmarking, as the industry’s customs
and practices may dominate. Keehley and
MacBride (1997) cited Juran, who said that
military generals in the early 19th century
watched a circus to ascertain the best way to
erect, dismantle and move equipment, people
and animals frequently and in short time
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Box 12.3. Case study: competitive benchmarking of tourist attractions in New South Wales, Australia.
(Source: Thatcher, 1998.)

Competitive benchmarking is being facilitated by the introduction of an on-line web site for the tourist
attractions industry. Deloitte Touche Tohmatsu has developed key performance indicators in consultation
with the industry and tourism organizations. Twenty key generic industry-specific indicators are
supplemented by two additional sets: one for large operators and the other for smaller ones.

From information supplied by the subscribers, Deloitte Touche Tohmatsu updates generic
performance indicator data monthly and the use of a secure password enables subscribers to download
‘flash’ reports. A more in-depth report can follow later.

Commercially sensitive data, such as revenue or expenditure, are not included.



periods. This logistics exercise may not have
been as instructive if observations had been
confined to other military organizations.

Functional/generic benchmarking

This compares a particular process or func-
tion of an organization with the same process
in another. The industrial base or sector will
be different; therefore sharing of in-depth
information can be less threatening. Good
relationships with suppliers can result in this
type of benchmarking partnerships.

What to benchmark?

Selecting the right type of benchmarking
partner is only one element in achieving suc-
cess. Drew (1997) categorized the activities
that can be benchmarked into three types:

1. Process benchmarking is the easiest. A
comparison is made between specific work
practices or operations (e.g. reception desk
operations).
2. Service benchmarking is the comparison
of a whole service (see example in Box 12.4)
and is far more complex and time consuming
(e.g. sports development unit).
3. Strategic benchmarking is a far riskier
activity when the partners are competitors,
as the plans of the organization are involved.
To make this a worthwhile exercise, com-
mercially sensitive information needs to be
divulged.

Managing the benchmarking process

Karlof and Ostblom (1993) stated that the
‘pitfalls’ of benchmarking are as follows:

• Time allowed is too short. Time is
needed to negotiate access into an orga-
nization before the task even begins. This
can be underestimated.

• Preparation has not been carried out
prior to undertaking the task. This
includes objectives not identified and
in-depth understanding of the partner
organization not undertaken.

• Too many processes are benchmarked at
once.

• Staff have not been allocated specifically
to the benchmarking task, therefore do
not devote enough time to it.

• There are too many inter-organizational
problems, and trust is not forthcoming.
Time needed to build a relationship is
not allocated.

• Benchmarking is without depth, due to
a small number of key indicators being
developed.

• Data analysis is incorrect.
• Customers are not included in the

comparative analysis.

As tourism and leisure organizations try
to meet the constantly changing needs of the
customers, continuous improvement becomes
the quality ‘target or goal’ for which they are
striving. Even with all its problems and limita-
tions, the use of benchmarking can help to
create a learning organization. Benchmarking
is not accredited by an external organization
but has been incorporated into the monitoring
criteria of a number of management systems
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Box 12.4. Case study: benchmarking the arts
in Australia. (Source: Radbourne, 1997.)

Traditional performance measures for identifying
best practice in the arts are:

• getting a government grant;
• good reviews;
• increased audience or visitor size;
• number of subscription tickets sold;
• number of standing ovations;
• status of the people opening the exhibitions;
• number of pictures sold;
• length of queues.

It is traditionally considered that an artist is being
measured against best practice every time they or
their work is exposed to an audience. Bench-
marking criteria for the arts have now moved to
embrace managerial aspects and these now
include:

• assets and profit made by state-owned
museums and galleries;

• effectiveness of marketing to sponsors;
• level of public awareness;
• plus the traditional monitoring of the role of

the arts to the local community.



(e.g. the Best Value management ethos of the
public sector) and the Business Excellence
Model also encompasses this type of self-
assessment tool into its framework.

Business Process Re-engineering

Hammer and Champy (1993, cited in
Leach, 1996) defined business process re-
engineering (BPR) as:

The fundamental rethink and radical
redesign of business processes to achieve
dramatic improvements in critical, and
contemporary measures of performance,
such as cost, quality, service and speed.

It is therefore necessary to consider BPR
after benchmarking processes against other
service providers. Unlike the other quality
tools discussed in this chapter so far, BPR
is not a stage in working towards a change
in organizational culture. Deming (cited by
Leach, 1996) expressed concern that the goal
of BPR is continuous improvement, which
he saw as disruptive, as the changes are
never-ending. He was in favour of continual
improvement, where change takes place at
specific times after a period of planning,
training, etc. Although BPR is revolutionary
rather than evolutionary, it can easily comply
with Deming’s need for continual improve-
ment even though it can identify far-reaching
solutions (Hammer and Champy, 1993, cited
in Leach, 1996).

Radical changes (e.g. going from waitress
service to buffet service in a hotel) that BPR
could bring about were considered by Burke
(1997) as being of moderate to high-risk orga-
nizational strategies. Clemons (1995) stated
that there are intermediate BPR strategies that
do not carry the same risk to the organization.
These are as follows.

Business process redesign

The least radical strategy includes the rede-
sign of the procedures for booking of sports
facilities in a leisure centre or theatre seats.
The main aim is to save on operation costs
and may result in the introduction of a

computerized booking system. Kawalek
(1994) was concerned that, whilst staff
are spending time concentrating on bench-
marking simplistic processes, they have no
time for radical innovative thinking.

Process innovation

Trying to redesign processes to add value to
the business or organization entails medium
risk. This is based on offering an ‘adequate’
rather than ‘ideal’ service (Clemons, 1995).

An example of this is a national tourist
office cutting down the level of information
given to clients at any one telephone enquiry.
This increases the number of enquiries that
the call centre can handle but still allows
a personalized service to be delivered. The
introduction of premium telephone numbers
increases the income to the organization from
the telephone company.

Business revision

This is the highest risk and Clemons (1995)
saw it as coming from two sources: functional
and political.

• Functional risk is when the wrong
changes are made that have major
consequence to the business.

• Political risk comes from internal resist-
ance and the task is never completed,
wasting the organization’s time and
money.

The more radical the change, the more resis-
tance employees will have to it. One way to
try to overcome this is to engage consultants
to drive through to implementation any diffi-
cult changes in working practices (e.g. week-
end work to be paid at standard hourly rates
and not attract premiums).

An example of a business revision was
brought about by the introduction of com-
pulsory competitive tendering into local
authorities. This required the creation of
direct service organizations so that they could
compete against commercial contractors for
management contracts for local government
leisure centres.

Quality Management Tools and Techniques 165



Advantages of BPR

The management of (and changes to)
business processes is important as it allows
service providers to: (i) be responsive to
changing customer needs; (ii) be flexible,
enabling them to meet other external changes
(e.g. legislation); (iii) review the service
specification and its delivery; and (iv) be in
a position to reduce costs.

Disadvantages of BPR

Burke (1997) stated that the radical improve-
ment of a few processes may have benefits to
that small area of operations but suggested
that those who are involved in this process
must not lose sight of the total service. The
question needs to be asked as to what are
the effects of these changes on the rest of the
organization and its customers.

BPR embraces change that many employ-
ees find threatening and attempt to resist. Part
of this perception is due to the fact that BPR
has been linked with cost reduction (i.e.
downsizing of the workforce). Cooper and
Markus (1995) stated that staff will not offer
the best ideas when redundancy may result.

Champy (1995) dramatically stated that a
second managerial revolution is taking place.
He suggested that this is due to the rapidly
changing business and political environment
in which organizations are operating. To sur-
vive, he advocated that radical and innovative
thinking is needed and that BPR is the most
appropriate tool for managers to implement
to achieve this.

Specialist Quality Tools and Techniques
for the Tourism and Leisure Industry

Unlike hotels, where the level if not the
quality of the service is indicated by a range
of schemes (e.g. crowns and stars, see
Chapter 8), the diverse nature of the leisure
and tourism industry means it does not
have any industry-wide systems. The next
section gives an overview of a range of
specialist quality monitoring tools and

techniques for specific subsets or sectors of
the industry.

UK Quality Scheme for Sport and Leisure
(QUEST)

QUEST is an industry-specific quality award
based on the Excellence Model (see Chapter
11). Its development was commissioned by
the four UK Sports Councils for monitoring
of the quality of delivery of leisure centre
facilities management, but adaptations for
other leisure-related facilities are envisaged
in the future (e.g. fitness and health clubs)
(Sports Council, 1999).

The programme enables self-assessment
and is said to be able to facilitate the change in
public sector management philosophy from
compulsory competitive tendering to the
needs of Best Value monitoring (see Chapter
9). Self-assessment is achieved by answering a
range of statements covering four areas: facili-
ties operations; customer relations; staffing;
and service development and review (QUEST
News, 1998).

For example, the statements could
include: ‘a customer care policy exists and is
implemented’ and ‘staff are generally helpful
and pleasant’. These are answered by giving a
score from 1 to 4, in which a score of 1 indicates
that performance is poor or has not been con-
sidered; 2 indicates reasonable performance,
but with room for significant improvement;
3 indicates good performance with a few
minor problems; and 4 indicates excellent
performance in all aspects (Sport Council,
1999). The scores can be added together,
with a maximum of 632 being possible, but
the individual scores give a better indication
of a facility’s performance.

This is a very inexpensive self-assessment
system, which can integrate other certified
quality tools into it (e.g. IIP). Due to its rela-
tively recent introduction, the transfer rate
from self-assessment to gaining the award is
low and take-up in the first place was some-
what lower than the Sports Council’s targets.

The validity of the model is questioned
because of its inability to monitor effective-
ness of service delivery. An overemphasis has
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been placed on users, who are an easier group
to collect data from than trying to monitor
non-users and other stakeholders in the com-
munity – a requirement of Best Value moni-
toring system. However, QUEST is evolving
and it will be interesting to observe whether
or not effectiveness monitoring is adequately
addressed in the future.

Centre for Environmental and Recreational
Management

This is a research project of the Centre for
Environmental and Recreational Manage-
ment (CERM) of the University of South
Australia. The centre has developed an
industry-specific monitoring system for
public sector sport and leisure facility provid-
ers. Whilst this system was developed and
piloted in the Australian leisure industry, it is
being applied in other areas of the world,
including New Zealand and the UK.

The system is said to measure efficiency
and effectiveness over 18 customer service
quality attributes, two key efficiency indica-
tors and other working indicators (Crilley
et al., 1997). The attributes measured are based
on a four-dimensional model of core services,
staff quality, general facility and secondary
services (Howat et al., 1996) that incorporates
the five dimensions of service identified by
Zeithaml et al. (1990): tangibles, responsive-
ness, reliability, assurance and empathy.

The model has the ability to compare
customer expectations with the actual perfor-
mance of the centre (customer perceptions).
This is known as the gap analysis model,
the most famous and in widest use being
SERVQUAL (Zeithaml et al., 1990) (see
Chapter 13).

Examples of the PI measures include:

• Attributes, e.g. value for money, attitude
of the staff, and cleanliness of the
facilities.

• Key efficiency indicators – visits per
square metre and expense recovery.

• Working indicators, e.g. marketing
financial ratios, training costs.

A key element in effectiveness monitor-
ing is consultation via focus groups with

managers, staff and users. The industry-
specific PIs allow for benchmarking to be
facilitated.

Unlike most of the tools and techniques
mentioned so far, this is one of the few to have
been devised by academics working in con-
junction with practitioners. Together they are
trying to develop an industry-specific model
to enable public sector leisure facilities to
monitor effectiveness as well as efficiency of
their service, effectiveness being the most dif-
ficult element to evaluate (Audit Commission,
1998).

Hospitality Assured mark

This is the quality initiative of the Hotel and
Catering International Management Associa-
tion (HCIMA) and the British Hospitality
Association, to improve the level of service
offered by their industry. It comprises self-
and external assessment over 12 areas, see
Box 12.5.

Organizations have to achieve scores
of 50% in all areas to gain the award. The
assessment is designed to show organizations
what standards are acceptable but without
describing how to carry out an activity.

It is said that the Hospitality Assured
mark, as well as enabling organizations
to gain competitive edge, motivates staff
and enhances their training (Howard, 1999).
Organizations that have achieved the award
are DeVere Hotels, Center Parcs and Directors
Table.

Box 12.5. Hospitality assured mark assess-
ment areas.

• Customer improvement
• Process improvement
• Service performance assessment
• Service delivery
• Training
• Resources
• Process and procedures
• Service planning
• Service standards
• Business goals
• The service concept
• Customer research



Training courses

Training is a fundamental concept of quality
management. The following training courses
are concerned with improving customer care
and service delivery within the service indus-
try and especially with meeting the needs of
tourism organizations.

Welcome Family

According to the English Tourist Board (now
known as the English Tourism Council), this
is a series of ‘result-orientated courses for
staff and management that develop skills,
service and revenue’. They are specifically
developed for the UK tourism industry but
are now available to organizations involved
with transport, sport and recreation, retail
and the arts. The Welcome Family courses
are based on a Canadian concept and were
originally introduced by the Wales Tourist
Board in 1991 (English Tourist Board,
undated).

The costs are kept to a minimum, as
grant-aid is available from the European
Social Fund via the Learning and Skills
Councils. These are accredited training courses
and delivery is via a regional tourist board
accredited trainer, which in large organiza-
tions can be a member of staff.

The main benefit of the series of courses is
said to be the gaining of competitive edge via a
well-trained staff. This is due to a range of fac-
tors, which have been identified by the Eng-
lish Tourist Board as: (i) potential to achieve a
higher level of repeat business; (ii) potential to
gain new business by word-of-mouth recom-
mendations; (iii) potential to improve staff
recruitment and retention; and (iv) help to
create a more productive working environ-
ment. These are very high ideals for a range of
short courses, and only if they are part of
a more extensive programme can they be
achieved.

The scheme comprises the following
courses.

WELCOME HOST. This is a tourism industry
customer-care course lasting for 1 day. It
gives a basic introduction to the tourism
industry and customer care. The handling

of complaints and enquiries features in
this course, as does the importance of
communications.

The course gives a good overview of the
industry and the basic skills required. It is suit-
able for employees who have not worked
in the industry before, particularly as part
of their induction programme. For example,
Haven Holidays has instigated this course
on an organizational-wide basis, but this is
unusual, as the norm is for only front-of-house
staff to attend (e.g. receptionists).

WELCOME ALL. This was introduced as a
way of informing the leisure and tourism
industry of its need to comply with the
Disability Discrimination Act 1996. The 1-day
course enables staff to be aware of the legal
requirements of the Act and to be predisposed
to the various requirements of people with
a range of special needs. Again it is a
good course for inclusion in an induction
programme and may also be necessary for
existing staff. It allows for a basic introduction
to this area but no more.

WELCOME LINE. This 1-day course covers
not only basic telephone answering tech-
niques but also aspects of relationship market-
ing (e.g. every encounter with a customer
or potential customer is a marketing opportu-
nity). Whilst ideally every employee needs to
be trained in these elements, cost can be a lim-
iting factor. The tourism and leisure industry
tends to employ many part-time and seasonal
members of staff to facilitate peaks and
troughs in the service delivery. Many are stu-
dents on their long vacation from university
or college and they have little (or no) loyalty to
their employer; they will leave a seasonal job
if more money is available elsewhere. A UK
amusement park employs over 300 workers
every summer, and even though the fee for
this course is only £35 at present, that amounts
to direct costs of £10,500 plus travel and indi-
rect costs of one day’s pay. This is a large
investment if staff are not going to stay for the
whole season or return in future years.

WELCOME MANAGEMENT. It is stated by
Cumbria Tourist Board that the aim of the
programme is ‘to look in detail at some of
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the management implications of providing
excellent customer service’. Unfortunately the
list of who should attend includes only those
managers who have responsibility for devel-
oping customer service. This is seen as a major
limiting factor by the authors, if a more
holistic approach to quality is taken, as
customer needs and service delivery are the
responsibility of all managers (Deming, 1986;
Feigenbaum, 1991; Oakland, 1993). The con-
tent of this course is extensive, covering most
of the important issues in service delivery and
monitoring techniques (e.g. benchmarking,
staff empowerment, recruitment) but these
concepts and issues can only be sketchily
addressed in one day.

WELCOME HOST INTERNATIONAL. The English
Tourist Board has forecast that the number of
overseas visitors to the UK will grow by 78%
by the year 2003. This 1-day course is designed
to increase awareness of the expectations of
overseas tourists. It is suggested that a basic
introduction to the language of up to six
countries is possible, which is followed up
with distance learning materials (e.g. an audio
tape). Whilst the awareness element of the
programme is excellent, tailor-made to a par-
ticular region and its visitor, the attempt
to speak other languages is superficial. If
an organization needs staff with a second
language ability, they should recruit or train
them properly.

Other courses in the series

Individual tourist boards have developed a
range of specific Welcome Family courses to
meet the needs of the local industry (e.g. Wel-
come Retail and Welcome Host for the Arts).
The Welcome Family package of courses is
a quality tool that can be integrated with
a range of quality systems, tools and tech-
niques, especially IIP. The underlying philos-
ophies are the same in that staff are the most
important resource to the service industry
and trained staff will know how to communi-
cate with customers and deliver a service
with a minimum of mistakes. This leads to

a lowering of operational costs but a gain
in competitive edge through offering an
appropriate service.

Components of the Welcome Family
of courses have been successfully used in
induction training for major events such as
the Welsh Garden Festival and Euro 1996
football championship. For Euro 1996, more
than 2000 seasonal staff plus permanent staff
(e.g. grounds staff, stewards) were inducted
using the Welcome Host programme. It is said
that retailers close to the match grounds were
offered the opportunity to attend as well.

As pointed out when discussing IIP pre-
viously, most of these training packages are
only appropriate for new employees or as an
introduction to a subject (e.g. Welcome Man-
agement), and ongoing continual professional
development is left to others.

Summary

The introduction of a quality tool or tech-
nique may be done in isolation, particularly
at the start of an organization’s quest for
quality improvements. Each tool or technique
should be implemented after careful plan-
ning as to how it fits into the organization’s
quality strategy.

However, Dale and Shaw (1999) were
critical of an isolationist approach, suggesting
that only short-term benefits will be achieved.
To gain longer-term improvements, they
stated that the organization’s culture towards
quality must be changed. As examined in
more detail in Chapter 10, we agree with Dale
that one tool or technique must not be singled
out as more important than another, as they
can all contribute to the quality improvement
system. Practitioners must understand the
benefits of each one and be aware of their limi-
tations. Continuous or continual improve-
ment and a customer focus must be the targets
to aim for irrespective of how they are
achieved and, as the next chapter demon-
strates, based on knowing what customers
think.
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13
Measurement of Quality

No matter what quality management system,
and the associated quality tools and tech-
niques embedded within it, is implemented
by an organization, there comes a point when
the service delivered needs to be monitored
and customers’ opinions sought. A variety of
qualitative and quantitative methods can be
used to carry out these two tasks.

This chapter will concentrate on specific
service quality survey methods and will not
repeat material readily available in market
research and other texts.

Feedback methods need to be able to
access a range of people’s opinions including
not only internal and external customers but
also other stakeholders of the organization
(shareholders, council tax payers, grant-aid
bodies, etc.). The same information-gathering
method will not necessarily be used with each
and every segment, partly because the type
of data to be collected changes from group
to group and also from survey to survey.
For example, existing customers can be
asked questions in investigating at least four

different scenarios: (i) the service they have
just received; (ii) the service they expected to
receive; (iii) the services they would like to
have in the future; and (iv) the service they
receive from the organization’s competitors.

The data can be gathered in three distinct
ways: (i) unsolicited (e.g. letters of thanks or
complaint, informal comments to staff); (ii)
passively solicited (e.g. comment cards left in
every hotel bedroom); or (iii) actively solicited
(e.g. asking people to fill in questionnaires,
attend a focus group or give an interview).
Both solicited methods of gaining feedback
require thought as to what are the objectives
of the survey, which research methods are
best to achieve them, and in what format the
data should be collected (qualitative and/or
quantitative).

Qualitative and Quantitative
Research Methods

Osborne and Gaebler (1992) stated that ‘there
are dozens of different ways to listen to the
voice of the customer’. The main difference is
the kind of data that are able to be generated
from the information collected. This initially
depends on how the questions are formatted
but some methodologies can produce both
qualitative and quantitative.

Qualitative research methods are those
that result in the collection of data that are in
the respondent’s own words (e.g. interviews).
This tends to take longer to collect and
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On completion of this chapter it is expected that
you will be able to:

• understand the difference between qualita-
tive and quantitative survey methods in the
context of monitoring service delivery;

• appreciate the limitation of specific audits
(e.g. mystery shopper);

• appraise whether or not to engage consul-
tants to monitor service delivery.



analyse, though there are a few computer soft-
ware packages that can analyse qualitative
data (e.g. NVIVO). It is also more difficult to
display the research findings as they do not
readily fit into graphs, etc.

This is unlike quantitative research meth-
ods, which generate numerical data. A variety
of computer packages (e.g. SPSS, EXCEL) can be
used to analyse this data quickly and readily
and display the results in graphic form.

Depending how the questions are for-
matted, some surveys (e.g. electronic mail,
customer surveys) can be either qualitative or
quantitative. It is also not unusual to have a
mix of qualitative and quantitative questions
in the same questionnaire.

The list in Table 13.1 is divided between
methods that produce qualitative and quanti-
tative data.

It is also not unusual, and is actively
encouraged, to use a variety of research meth-
ods to gain as full an evaluation of a service as
possible; in this way the limitations of each
individual research method can be overcome.
Monitoring needs to be carried out on a regu-
lar basis as customer needs and expectations
are constantly changing. Berry (1995) called
this systematic listening.

Qualitative Methods

In-depth customer interviews

Although a very valuable way to solicit
customer views, interviews sometimes gain

information about the organization that
was not anticipated. It is very time consum-
ing and thus expensive, and so only a limited
number can be carried out. Whilst some
of the problems of administering a question-
naire are removed (e.g. misinterpreting
the questions), the preparation of the data
collected for analysis is also very time
consuming. It takes approximately 3 h to
transcribe a tape recording of a 1-h interview.
Berry (1995) advocated structured interviews
with predetermined questions as a method
for extensive service reviews. The set ques-
tions enabled comparisons to be made from
one interviewee to another and from one
review to another.

Customers participating in leisure and
tourism experiences are very reluctant to give
up their free time to answer questions.

Focus groups

A particular theme or topic is discussed by
a small group of people with a moderator
selected for the purpose. Various writers
have suggested what the role of the modera-
tor should be. Seay et al. (1996) thought that
they should direct the proceedings, whereas
others see the role as only a note taker. Wil-
liams and Parang (1997) considered whether
or not there would be any advantage in using
a trained moderator external to the organiza-
tion. An external person would not be a
stakeholder in the organization but would
not be able to ask supplementary questions or
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Type of survey method Qualitative methods
Quantitative
methods

Either qualitative and
quantitative

Customers

External organizations
Internal

Customer interviews
Focus groups
Customer advisory panels
Complaint monitoring
Ombudsmen
Critical incident technique
Inspectors
Suggestion schemes
Quality circles
Quality improvement teams
Employer reporting

SERVQUAL

SERVQUAL

Transactional surveys
Total market surveys
Customer surveys
Internet and e-mail surveys
Conjoint analyses

Mystery shopper

Table 13.1. Service quality research approaches.



extend areas of debate, due to their lack of
knowledge regarding the organization.

The reason that focus groups are used in
the service sector is said to be because they are
easy and cheap to administer (Berry, 1995).
Seay et al. (1996) disagreed with this, as
moderators (and sometimes participants) are
paid. Unfortunately focus groups can be as
ineffectual as quality circles if the aims
and objectives are not considered and the
composition is not appropriate.

Zeithaml et al. (1990) considered eight to
12 people to be a suitable number but from the
same gender and age, and reflecting the same
geographical spread as the organization. The
composition of Zeithaml et al.’s individual
groups means that more than two will have to
be convened to get the opinions of the whole
customer base. Berry (1995) is not as specific,
suggesting only that each topic should be
brainstormed by at least three groups of
between eight to 12 people.

Even when they are functioning well,
focus groups will not represent the full cus-
tomer base. Young (1993, cited in Seay et al.,
1996) reminded us that trying to find a conve-
nient time for a representative sample to be
present is very difficult. Williams and Parang
(1997) suggested inviting 15–25 people, as a
number of them will not turn up. However, if
they do all turn up, the debate can be difficult
to manage.

The advantage of focus groups is that
they can be arranged in a short period of time,
and so new ideas, or changes to service deliv-
ery etc., can be discussed and feedback dis-
seminated quickly. The tourism and leisure
industry frequently uses this method, as many
of its customers (e.g. school teachers, social
and sports club secretaries) are not the
consumers of the service (e.g. pupils, social
and sports club members).

Customer Advisory Panel

While customer advisory panels seem to
duplicate the focus group methodology, the
difference is that, whereas a focus group gen-
erally only meets once, panel members serve
for a period of time and a relationship builds

up. An example of this can be seen in
connection with the management of Lake
Windermere in the Lake District National
Park. The Windermere Users Committee
meets with South Lakeland District Council
and the Lake District National Park Author-
ity representatives to discuss issues to do
with the management of the lake. The com-
mittee’s membership includes representa-
tives from the commercial users of Lake
Windermere and the various clubs (sailing,
water-skiing, motor boats, etc.).

Complaints monitoring

Reip (1988, cited in Sampson, 1996) suggested
that the monitoring of complaints is the
most frequently used method to ‘bring
quality problems to management’s attention’.

Complaints tracking systems

This can be as simplistic as keeping a record
of the number of complaints and categorizing
them into specific areas of service delivery,
or as sophisticated as reviewing how each
individual complaint was dealt with. Organi-
zations should be aware of the limitations of
this method, as research has shown that only
4% of customers complain. Five factors have
been identified to account for this reluctance:
(i) fear of hassle or too much trouble to
complain; (ii) no one available to complain
to; (iii) customers feel that it will do no good;
(iv) they do not know where to complain; and
(v) they attribute the problem or part of it to
themselves, as they participate in the service
delivery process (Horovitz and Cudennec-
Poon, 1990).

Organizations will have to implement
procedures to ensure that these barriers are
not in place before carrying out in-depth com-
plaints monitoring. Analysis of data needs to
be fed back to appropriate areas of the organi-
zation to be used as a learning opportunity.

Whilst this seems to be an internal,
informal monitoring system, a number of
accredited quality systems (e.g. ISO 9000 2000)
require a formalized complaints monitoring
system before certification can be given. They

172 Chapter 13



require all complaints to be logged and inves-
tigated, service recovery actions monitored
and, most importantly, information provided
so that managers can re-evaluate the service.

Most tourism and leisure organizations
actively solicit comments from their external
customers by placing comment cards in rooms
or on tables. Hotels and restaurants then
forget the comments of their internal
customers.

The advantage of instigating a formal
complaints tracking system is the potential
for learning, and this therefore is a strategy
in which organizations should be actively
engaged. Graham (1990, cited in Sampson,
1996) found that there can be a disadvantage
in this method as it can make customers think
negatively about the organization. Unfortu-
nately, research has not been carried out to
see if soliciting positive comments had the
opposite effect.

Critical incident technique

As early as 1954, Flanagan wrote that this
technique comprises ‘a set of procedures
for collecting direct observations of human
behavior in such a way as to facilitate their
potential usefulness in solving practical prob-
lems’. Interestingly, Flanagan reported that
one of the first studies to use this technique
was by Gallon in the 1880s; observing
recreational activities, but its application to
an industrial setting did not occur until the
late 1940s.

Edvardsson (1998a) first saw critical
incidents in a simplistic way, citing the moni-
toring of customer complaints and the ability

to identify when a customer is not satisfied
with the service received as examples. He sug-
gested that putting service recovery techniq-
ues in place is the solution to these incidents.
In his later study of public transport, an area of
major importance to the tourism and leisure
industry, Edvardsson (1998b) stated that cus-
tomer dissatisfaction is caused by an event
and suggested that the study of these occur-
rences will aid continuous improvement.
Not all events were classified in his study as
critical incidents, only those that recur.

By identifying and concentrating on
managing critical incidents, organizations
can begin the process of achieving continuous
improvement. These solutions may involve
additional staff training, redesign of the
service delivery or, as the case study in
Box 13.1 shows, generating a customer profile,
which can then be managed.

Flanagan (1954) and Grove and Fisk
(1997) described this technique as applied to
the industrial setting in great detail, and the
following is a summary:

1. Data collection can be carried out in a
number of ways.
• Focus groups
• Interviews
• Questionnaires with open and closed

questions.
2. Classification of data:
• One of the most difficult and time-

consuming tasks is to devise the
incident classifications into which the
data can be placed. Grove and Fisk
(1997) classified the data by repeating
the task three times, each time using
a different person. This increases the
validity of the methodology.
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Box 13.1. Case study: an example of critical incident technique in practice.

This example is from the study of the effect of other customers on service delivery (Grove and Fisk, 1997)
using tourists in Florida for critical incident research. The study set out to find out if, and how, critical
incidents occurred and whether they were a collective (all customers) or an individual phenomenon.
Whilst the majority of the literature on critical incidents concentrates on negative effects, this study also
classified positive ones. Indeed, monitoring of critical success factors is seen as equally important to an
organization (Wise, 1995).

A series of 486 interviews was conducted, using open and closed questions. Of the 330 critical
incidents recorded, 161 were positive (e.g. sociability of other customers; nobody trying to jump the queue).
The negative ones included people using bad language, smoking, and too many older people.



• Large categories can be divided into sub-
groups. A simple example is the category
‘Sociability’, which is divided by Grove
and Fisk into ‘friendly’ and ‘unfriendly’
incidents.

Lovelock (1996, cited in Grove and Fisk,
1997) suggested that managing the customer
portfolio is important in the reduction of
negative effects. An example is applying dress
codes – a facet of some restaurants, which
require men to wear jackets and ties, or discos
that do not allow in people wearing jeans and
trainers.

In the research in Florida (Box 13.1) by
Grove and Fisk (1997), many negative inci-
dents were attributed to the length of time cus-
tomers had to wait in theme park queues. A
redesign of the service was required and they
suggested that entertaining the people while
they waited would reduce these encounters –
a strategy already implemented by Disney.

The service characteristic of heterogene-
ity can be observed in customers. Gummesson
(1993, cited in Grove and Fisk, 1997) advo-
cated that recruiting the right customers
is as important for customer satisfaction as
recruiting the right staff.

Limitations

When applying this technique to six different
industries, Wels-Lips et al. (1998) found a
number of limitations.

CUSTOMERS NEED TO RELY ON THEIR MEMORY.

As any police investigation illustrates, people
interpret the same event in different ways.

MULTINATIONAL ORGANIZATIONS AND OVERSEAS

VISITORS. Wels-Lips et al. found that the
‘determinants of critical incidents are also
at least partly culture or country specific’.
The tourism industry comprises not only
multinational organizations (e.g. hotel chains)
but also major tourist attractions and events
(e.g. Buckingham Palace, London; Beatles
Experience, Liverpool) that welcome visitors
from all over the world. Organizations
cannot use one set of data to identify critical
incidents and apply them to every country or
culture.

IMPLEMENTATION. As with other qualitative
methods, it is very time consuming and there-
fore expensive. Wels-Lips et al.’s interviews
(80 people at each of six sites) took ‘several
weeks’. Meyer and Westerbarkey (1996)
suggested that a way to overcome this is by
comment cards, with two columns (one for
positive statements and the other for negative
ones) but as with all passive unsolicited
methods the reply rates will be low.

Advantages

Critical incident technique can be applied
to the total customer experience, including
external factors (e.g. transportation to the
facility, or accommodation available in the
immediate area of the site) or internal (e.g.
to ascertain what the customers’ positive
and negative experiences have been). Inter-
nal monitoring need not be confined to
customer/staff interactions but can include
fellow customers, as the case study (Box 13.1)
illustrates. Critical incident technique is a
very versatile research method.

Inspectors

All of the externally accredited quality
management systems (e.g. ISO 9000 2000)
require that an ‘inspection’ is carried out
for the initial certification and then further
inspections on an cyclical basis. The various
quality awards carry out one inspection to
see if the organization can ‘win’ the award;
in the case of Service First, the public sector
award, this is kept for 3 years before the
organization needs to reapply.

The Best Value regime within local
government services requires inspection on
an annual basis. This does not include a site
visit, unlike the other examples above, but an
appraisal of the documentation.

Examples of inspection regularly
encountered in the tourism and leisure
industry are given below:

Restaurants

A number of organizations send out inspec-
tors to ascertain whether the service is up to
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their very specific standards. Two of the most
famous are Michelin and Egon Ronay, which
allocate various levels of awards to restau-
rants. The best restaurants in the world are
said to be those with the Michelin award but,
apart from the inspectors, it is not known
by what criteria they are judged. Whilst in
both instances the inspectors act as paying
customers and are not known to the estab-
lishment, the views of other customers are
not included in the appraisal.

Hotels and guesthouses in England and Wales

The criteria for judging hotels and guest-
houses are known. The three organizations
that used to give stars and crowns to rate
service delivery (English Tourist Board,
Automobile Association and the Royal Auto-
mobile Club) have joined together to stan-
dardize the system. Hotels are now judged
on a one to five-starrating scheme and guest-
houses on one to five diamonds by the
Tourist Board Quality Assurance Advisors.

Most of the criteria relate to the tangible
elements of the service. For example, the quick
reference of the minimum requirements for
an hotel to achieve one star lists the following:
(i) meet the quality requirements in all areas
of operation; (ii) normally a minimum of six
letting bedrooms; (iii) all bedrooms with en
suite facilities; (iv) guest-controllable heating
in bedrooms; (v) restaurant or similar eating
area; (vi) dinner for residents and their guests;
(vii) lounge or sitting area; and (viii) residen-
tial liquor licence (English Tourist Board,
1998a).

Some criteria venture into the intangible
areas of service provision, especially those
dealing with welcoming guests. As Table 13.2
shows, ‘all guests greeted and acknowledged
in a friendly, efficient and courteous manner’
is a requirement that has to be achieved at all
levels of the quality standards.

It has been established that the ‘quality
rating’ of an establishment will take prece-
dence over the facilities rating; therefore in the
case of a hotel having a three-star facilities
specification but only achieving a two-star
rating on service quality, two stars will be
awarded (English Tourist Board, 1998b).

Hotels and guesthouses in Scotland

The Scottish Tourist Board has a different
philosophy in ranking establishments. It does
not concentrate on the tangible elements at all
and any hotel or guesthouse can be awarded
the highest grade irrespective of what specific
service specification it delivers, as long as the
organization is customer oriented.

‘Trade’ inspectors have a valuable role to
play in making sure that industry standards
are adhered to or, in the case of Michelin,
exceeded, but inspections have their limita-
tions. By their very nature they are perpetuat-
ing industry customs and practices. Existing
customers do not have a voice within the
restaurant and hotel inspectorates.

Organizations need to embrace quality
improvement strategies and gain feedback
from as many sources as possible. Inspection,
whether sought or not, is just another element
that aids their ability to improve their service
continuously.

Mystery shoppers

This is a participant observation method used
by many tourism and leisure organizations,
where people pose as customers so that they
can experience the service delivered by an
organization.

After experiencing the tourism or leisure
facility, the mystery shopper uses a ratings
form ‘to systematically and comprehensively
record their evaluation’ (Berry, 1995). Wilson
(1998) considered that the most important
facet of this method is that it rates the process
rather than just the outcomes. Some breweries
use this to ascertain whether the methods
taught on their training schemes are being
put into practice; this includes greeting the
customer within a specific time and serving
the drinks correctly.

As well as identifying poor service, this
system should be used to reward good ser-
vice. Berry (1995) suggested that it is neces-
sary to instruct employees as to why this type
of exercise is being used, and subsequently
rewarding good service removes some of the
feeling of being ‘spied’ upon. Unsatisfactory
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One star (basic entry
requirements)

Two star (requirements
in addition to one star)

Three star (requirements in
addition to one and two star)

Four star (requirements in addition
to one, two and three star)

Five star (requirements in addition
to one, two, three and four star)

All guests greeted and
acknowledged in a friendly,
efficient and courteous manner.
All enquiries, requests,
reservations, correspondence
and complaints from visitors
dealt with promptly.
Management and staff well
informed about their hotel,
local attractions and events.
Style of service may well be
very informal, with few staff,
or perhaps run exclusively
by owners. Whilst always
presentable, dress may be
accordingly informal.
Although service should be
competent, technical skills
may be limited.

Incoming telephone calls to
residents should be handled in
a professional and discreet
manner.

Style of service may be
quite informal, with few
staff, or run exclusively
by owners. Management
and staff smartly and
professionally presented.
Service skills more
evident.

More formal style of service,
with higher staffing levels.
Management and staff
smartly and professionally
presented, and staff usually
uniformed.
Technical and social skills
of a good standard in
responding to guest needs
and requests.

Formal and structured team of
staff, with a management and
supervisory hierarchy and with
uniformed staff smartly presented.

Technical and social skills of a
very good standard, anticipating
and responding to guest needs
and requests.

Formal and structured team of
impeccably presented staff, with
a management and supervisory
hierarchy. Doubling up of duties
would indicate that a hotel is not
operating at this level.
Regardless of the style of service,
technical and social skills will be of
the highest order.

Table 13.2. Quality standards for hotels: guest care, general quality. (Adapted from English Tourist Board, 1998a.)



service encounters generally result in staff
being sent for further training but service
design problems can also be highlighted,
requiring a redesign of the service procedures.
Erstad (1998) considered that the latter should
be the main function of the exercise.

To increase the reliability of this method,
organizations should set performance stan-
dards by which staff can be judged. The utili-
zation of as many objective measures as
possible is preferred (e.g. did the member of
staff have the correct uniform on?) rather than
subjective ones (e.g. was the member of staff
helpful?). Whilst the use of subjective ques-
tions cannot be avoided due to the intangi-
bility of services, the use of rating scales tries
to minimize this problem (see example in Box
13.2).

The most successful mystery shopper
exercises are those that use trained people
external to the organization. Wilson (1998)
stated that in 1996 over £20 million was spent
on this technique. It is not unknown for the
families of Head Office staff to carry out this
task. Apart from the fact that these people
tend not to be specifically trained to be
mystery shoppers, they soon start to become
recognized.

External mystery shopping

By completing a series of mystery shopper
observations in a number of competitor facili-
ties as well as the organization’s own outlets,
a benchmarking exercise can be carried out.
This enables direct comparisons to be made.

Seay et al. (1996) considered that the data
collected by using mystery shoppers in either

situation had a major limitation brought on by
its ‘keyhole or snapshot approach’. They did
not like the fact that organizational decisions
are being made from a one-off observation of
the service. This gives validity to the authors’
original statement that a variety of survey
methods need to be used to gain an in-depth
evaluation of the service provided.

Employee research

Whilst all the above techniques deal with
soliciting customer feedback, internal cus-
tomers should not be forgotten. It must be
remembered that they are the only ones who
can appraise internal procedures and internal
service delivery, which will eventually
impinge on the external customers. Berry
(1995) suggested that employees, unlike
external customers, will not only point out
problems but can also come up with solutions
to rectify them.

Many organizations have instigated
suggestion schemes that reward employees if
an idea is implemented. Very few of these
schemes are still running after a few years,
generally because there were no properly con-
stituted systems to appraise the suggestions.
Employees became disillusioned and stopped
participating. Another reason for lack of
participation was the lack of an appropriate
reward. If employees see the organization
benefiting from their ideas, especially in the
area of cost saving, and they were given a
‘paltry’ sum as a reward, this results in them
being dissatisfied.

Alternative ways of actively soliciting
comments from internal customers can be by
quality circles or quality improvement teams
(see Chapter 14). Whilst similar, they are
not as permanent as quality circles being
constituted to consider a specific aspect.

Employee reporting

Carlzon (1987) referred to the event of front-
line staff delivering services to customers as
Moments of Truth. At this point the operations
staff are privy to a whole range of comments
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Box 13.2. Mystery shopper at a reception desk
in a hotel.

1. Were you acknowledged within 30 seconds
of arriving at the check-in desk?
Yes No Length of time: . . . minutes . . . seconds
2. Were you spoken to in a courteous manner
at all times?
Yes No
3. Did you receive all the information you
needed?
Yes No
4. Were you shown the way to the lift or stairs?



from their customers and systems need to be
in place to enable formal feedback of this
information vertically and horizontally
throughout the organization. Some organiza-
tions require that their senior management
act as front-line staff from time to time, espe-
cially if their own position keeps them away
from external customers. This also gives them
insight into what it is like to work in front-
line positions as well as having the opportu-
nity to have contact with the customers.

Grönroos (1990a) calls these front-line
encounters with customers Moments of
Opportunity due to the potential value of
the information gained from this source.
Customers will be unaware that these data
are being passively collected from them.
As Sampson (1998) pointed out, there is no
control over the sample size, etc., because the
respondents select themselves.

Quantitative Methods

SERVQUAL gap analysis model

This measurement tool is based on the under-
pinning theory that customers judge service
delivery via the formula that customer per-
ceptions should equal or exceed customer
expectations for them to be satisfied with the

service provided. Customer perceptions are
based on the actual service delivered, whilst
customer expectations are based on past
experiences, word of mouth and personal
needs.

Zeithaml et al. (1990) devised the
SERVQUAL model in the mid-1980s to
measure gaps in service delivery numerically.
It was originally used in the US financial
sector (Parasuraman et al., 1985) and sub-
sequently made available to the remainder
of the service sector.

In the fields of tourism and leisure,
SERVQUAL or an adapted version of the
instrument has been used as a measuring tool
by a number of academic writers (Table 13.3).

Whilst the model has been applied exten-
sively in the commercial sector of the tourism
and leisure industry, not-for-profit examples
are in the minority. Williams’s (1997b) UK
research sites included two local government
sports facilities (a golf course and a leisure
centre), two sites funded by central govern-
ment (a museum and an art gallery) and a
theatre run by a charitable trust.

Implementation of the SERVQUAL instrument

Measuring the service gaps 1 to 5 (Fig. 13.1)
is by three questionnaires, each one to survey
a different response group: customers; man-
agers; and operations staff.
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Application References
Alternative name
for the model

Travel and tourism, at variety of sites
Hotels

Resort – Varadero, Cuba
Fast-food industry
Restaurants
US recreational services

Private clubs and estates, Hong Kong
Heritage sites
Leisure and tourism facilities in the UK

Fick and Brent Ritchie (1991)
Knutson et al. (1990)
Saleh and Ryan (1991, 1992)
Richard and Sundaram (1994)
Akan (1995)
Gabbie and O'Neill (1997)
Ekinici et al. (1998)
Tribe and Snaith (1998)
Johns and Tyas (1996)
O'Neill (2001)
Crompton and Mackay (1989)
Hamilton et al. (1991)
Taylor et al. (1993)
Lam et al. (1997)
Frochot (1996)
Williams (1997b)

LODGSERV

HOLSAT

DINESERV

HISTOQUAL

Table 13.3. Adapted version of SERVQUAL instrument.



GAP 5: CUSTOMER EXPECTATIONS VERSUS CUSTOMER

PERCEPTIONS. The service quality gaps can
be generated both internally and externally
to the organization. Gap 5 is external:
customer expectations of the service judged
against perceptions of the service received.
Expectations of a service are affected by
word-of-mouth opinions, customers’ per-
sonal needs and their past experiences of
their current and previous service providers
(Zeithaml et al., 1990).

The SERVQUAL customer questionnaire
to measure gap 5 comprises two sets of

22 statements on a seven-point Likert scale
(see examples in Fig. 13.2) and has the ability
to give gap scores in the range −6 to +6.

The 22 statements are categorized into
five dimensions of service: tangibles, reliabil-
ity, responsiveness, assurance and empathy
(see Table 13.4). By analysing the scores
for individual dimensions, specific elements
of the customer service experience can be
monitored.

SERVQUAL’s gap analysis theory is
that the closure of gaps 1 to 4 can rectify any
discrepancies at gap 5.

Measurement of Quality 179

CUSTOMERS

Word-of-mouth
communications

Personal
needs

Past
experiences

Expected services

Gap 5

Gap 3

Gap 2

Gap 1

Gap 4

Perceived services

PROVIDERS

Service delivery
External

communications
to customers

Service quality
specification

Management perceptions
of

customers expectations

Fig. 13.1. SERVQUAL gap analysis model. (Source: Zeithaml et al., 1990.)



GAP 1 AND 2 SCORE GENERATION. Gap 1
occurs when managers do not know or
understand their customers’ needs and
expectations. The managers cannot design or
specify the service that is required, creating
gap 2. The first section of the questionnaire has
been designed so that a direct comparison can
be made between customers’ gap 5 score and
the managers’ score for gap 1. The second part
enables managers’ opinions to be sought on
service operations.

GAP 3 AND 4 SCORE GENERATION. The manag-
ers’ questionnaire continues by measuring
gaps 3 and 4. Gap 3 is when the service
specification has been designed incorrectly,

thus causing the operational staff to deliver
an inappropriate service. Gap 4 is when
inaccurate or incomplete information is given
to customers and expectations are too high.

The third and final questionnaire is
distributed to operational staff. This only
generates scores for gaps 3 and 4.

CONSTRUCTS. Zeithaml et al. (1990) consid-
ered that the causes of each of these four
gaps are distinct, and produced by internal
influences, referred to as ‘constructs’. Once
gaps have been detected, the checklist of ‘con-
structs’ (see Box 13.3) enables organizations
to make specific changes to their internal
procedures and therefore reduce the gaps.
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Perception statements

At ........ insert generic name for the site
6. When a customer has a problem,
excellent ........ will show a sincere
interest in solving it.

11. Employees in excellent ........
will give prompt service to customers.

19. Excellent ........ will have
operating hours convenient to
all their customers.

Expectation statements

At *** insert name for the organization site
6. When a customer has a problem,
*** will show a sincere interest in solving it.

11. Employees in *** give you
prompt service.

19. *** has operating hours
convenient to all its customers.

Strongly
disagree

Strongly
agree

Strongly
disagree

Strongly
agree

1      2      3      4      5      6      7

1      2      3      4      5      6      7

1      2      3      4      5      6      7

1      2      3      4      5      6      7

1      2      3      4      5      6      7

1      2      3      4      5      6      7

Fig. 13.2. Examples of SERVQUAL customer questions. (Source: Zeithaml et al., 1990.)

Dimension Definition
Questionnaire
statements

Tangibles

Reliability
Responsiveness
Assurance

Empathy

Appearance of physical facilities, equipment, personnel and
communications materials
Ability to perform the promised service dependably and accurately
Willingness to help customers and to provide prompt service
Knowledge and courtesy of employees and their ability to convey
trust and confidence
Provision of caring individualized attention to customers

1 to 4

5 to 9
10 to 13
14 to 17

18 to 22

Table 13.4. SERVQUAL dimensions. (Adapted from Buttle, 1996.)



DATA PROCESSING. The vehicle of three
questionnaires generates a large amount of
numerical data but the SERVQUAL scores can
be easily calculated if a statistical software
package (i.e. SPSS) or a spreadsheet (i.e. EXCEL)
is used.

Criticism of the SERVQUAL model

Although both academics and practitioners
have used the SERVQUAL model extensively
in the service sector since its inception in
the mid-1980s, both in the USA and else-
where, it is not without its critics. Criticism
is largely concerned with the design and

reliability of the instrument rather than its
implementation.

The application of the model in different
countries or cultures is very rarely commen-
ted upon. Only Kettinger et al. (1995) sug-
gested that specific cultural ‘factors’ should be
taken into account when applying the model.

HOW CUSTOMERS JUDGE SERVICE.. The under-
pinning theory of SERVQUAL (i.e. that cus-
tomers are satisfied when they judge that the
service they receive meets or exceeds their
expectations) was questioned by Cronin
and Taylor (1992, 1994) and Buttle (1996).
Crompton and MacKay (1989) offered the
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Box 13.3. Constructs hypothesized to influence service quality gaps within the providers’
organizations. (Source: Zeithaml et al., 1990.)

Constructs Influencing Gap 1
Market Research Orientation (MRO) Extent to which managers make an effort to understand customers’
needs and expectations through formal and informal information-gathering activities.
Upward Communication (UC) Extent to which top management seeks, stimulates, and facilitates the flow
of information from employees at lower levels.
Level of Management (LOM) Number of managerial levels between the top most and bottom most levels.

Constructs Influencing Gap 2
Management Commitment to Service Quality (MCSQ) Extent to which management views service quality
as a key strategic goal and allocates adequate resources to it.
Goal-Setting (GS) Existence of a formal process for setting quality of service goals.
Task Standardization (TS) Extent to which technology and training programs are used to standardize
service tasks.
Perception of Feasibility (POF) Extent to which managers believe that customers’ expectations can be
met.

Constructs Influencing Gap 3
Teamwork (TEAM) Extent to which all employees pull together for a common goal.
Employee-Job Fit (EFIT) Match between the skills of employees and their job.
Technology-Job Fit (TFIT) The appropriateness of the tools and technology that employees use to perform
their jobs.
Perceived Control (PC) Extent to which employees perceive that they are in control of their jobs and that
they can act flexibly.
Supervisory Control System (SCS) The extent to which employees are evaluated/compensated on what
they do (behaviour) rather than solely on output quality.
Role Conflict (RC) Extent to which employees perceive that they cannot satisfy all the demands of all the
individuals (internal and external customers) they must serve.
Role Ambiguity (RA) Extent to which employees are uncertain about what managers and supervisors
expect from them and how to satisfy those expectations.

Constructs Influencing Gap 4
Horizontal Communication (HC) Extent to which communication and co-ordination occur between
different departments that have contact with and / or serve customers.
Propensity to Overpromise (PTO) Extent to which the firm feels pressure to promise more to customers
than can be achieved.



premise that satisfaction (a psychological out-
come) and service quality (an attribute of the
service) are not the same thing. Parasuraman
et al. (1988) stated that their original premise
is valid, indicating that the same ‘evaluation
judgement’ occurs in each case.

CUSTOMER EXPECTATIONS AND EXCELLENCE.

Zeithaml et al. (1990) considered the factors
that influence the formulation of the custom-
ers’ expectation judgement to be: word of
mouth; personal needs; external communi-
cations; and past experience. The wording
of the customer expectation questionnaire
asks them to judge the service provided by
an excellent facility of the same generic type
(see Fig. 13.2) but the organization has
no way of knowing what their concept of
excellence is. This was discussed at length
in Chapter 2.

S U B J E C T I V E J U D G E M E N T S B Y S T A F F. T h e
SERVQUAL model is based on subjective
judgements. According to Williams (1997b),
staff judge the services provided quite
severely; they can be more critical than their
customers.

Two examples of this can be seen at a
museum and a leisure centre. At the museum,
staff commented on artefacts being out on
loan, but as this site had a high number of
first-time visitors, customers had no know-
ledge of a ‘worsening or reduced’ service. The
consequence was that staff were inaccurate in
judging their customers’ expectations.

At the leisure centre, all the staff surveyed
mentioned the problems of the centre’s
location within the boundary of a secondary
school (e.g. bad behaviour of the pupils). Only
one customer commented on the location
as being a negative factor and the pupils’
behaviour was not referred to at all.

In these instances, if the customers’ gap
scores do not take priority over those of the
managers and operational staff, facilities may
incur additional running costs by providing
a level of service in excess of customer
needs. Whilst this is a strategy sometimes
implemented in the commercial sector of
the industry, the public sector would find it
difficult to sustain, necessitating reduction or
even cuts in some other services.

QUESTIONNAIRE DESIGN. To facilitate cus-
tomer judgement via expectations and
perceptions, the customer questionnaire asks
two sets of similar questions (see Fig. 13.2).
Williams (1997b) observed that customers not
only find this tedious but the respondents also
get embarrassed at frequently choosing the
number 7 when judging an excellent facility.
Research by Brown et al. (1993) confirmed
this, but when Parasuraman et al. (1993) were
responding to this criticism, they defended
the two-part instrument as giving more
accurate diagnostic information. They went
on to suggest that rating expectations and
perceptions on scales in adjacent columns
could reduce the length of the questionnaire.

The customer questionnaire also takes a
considerable time to fill in. When Williams
(1997b) used it as an exit survey at tourism and
leisure facilities, respondents became anxious
about keeping the rest of their party waiting
and ‘wasting’ their leisure time. Putting the
expectation and perception scores on adjacent
columns may reduce the time but the pro-
posed expansion of the instrument to three
columns to allow transaction-specific data
to be collected will exacerbate this problem
(Parasuraman, 1995).

SCORING. An irregularity commented
upon by both Teas (1993) and Brown et al.
(1993) concerns the meaning of the gaps, as
different numerical scores can give the same
gap scores (e.g. 3 − 7 = −4; 2 − 6 = −4). Buttle
(1996) questioned whether or not identical
scores calculated from different values
indicate the same perceived quality. Saleh and
Ryan (1992), Taylor et al. (1993) and Mels et al.
(1997) advanced the need for ‘care’ to be taken
when using the numerical data, suggesting
that follow-up research should be of a
qualitative nature.

DIMENSIONS. The 22 statements are group-
ed into Zeithaml et al.’s (1990) five service
dimensions: tangibles, reliability, responsive-
ness, assurance and empathy. Babakus and
Boller (1992), Cronin and Taylor (1992)
and Taylor et al. (1993) have questioned the
number and stability of them.

Overlapping dimensions was experi-
enced when SERVQUAL was implemented
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at an amusement park, (Williams, 1997b).
Customer comments indicated that the
scores for the ‘tangible’ and ‘reliability’
service dimensions were both being affected
by the physical environment of the site, espe-
cially the condition of the toilets. The manag-
ers did not have any confusion. To them the
‘reliability’ dimension was purely to do with
the safety of the rides.

Crompton and MacKay (1989) consid-
ered that the dimensions change with the
type of service. Scott and Shieff (1993) agreed,
maintaining that the five dimensions are
only applicable to homogeneous services.
This is rare to find in the tourism and leisure
industry.

This leads to the question of whether or
not SERVQUAL is a generic model capable of
being applied to all of the service industry or if
each typology of service requires an adapted
instrument.

INDUSTRY-SPECIFIC ADAPTATIONS. A number
of authors have produced not only industry-
specific adaptations of the model but also
actual site-specific ones, such as Frochot’s
(1996) HISTOQUAL.

When Carman (1990), Babakus and
Boller (1992) and Brown et al. (1993) could not
replicate Zeithaml et al.’s research findings,
Parasuraman et al. (1991a) blamed this on
the changes they made to the instrument.
They later contradicted themselves by
reasserting    this    issue,    saying    that    the
SERVQUAL instrument was ‘the basic
skeleton. . .that can be supplemented with
context-specific items when necessary’
(Parasuraman et al., 1993).

The reliability of the instrument may be
brought into question if tourism and leisure
practitioners deviate too much from the
SERVQUAL model, as they may not have the
statistical expertise. An alternative could be to
employ consultants to carry out this task.

Implementation in the tourism and
leisure industry

Williams’s (1997b) application of the model
to a number of leisure and tourism attractions
highlighted a number of implementation
problems, as follows.

SAMPLING FRAME. The original research of
Zeithaml et al. (1990) was carried out in finan-
cial institutions that have a large number of
managers and operational staff. This is not the
case in tourism or leisure facilities.

NON-PARTICIPATION IN THE SERVICE. Williams
(1998) found that comments from most
visitors were very complimentary when
responding to open-ended questions about a
museum, but that negative SERVQUAL gap
scores had been achieved for the service
dimensions of ‘reliability’ and ‘responsive-
ness’. The negative gap was even more
pronounced if first-time visitor scores were
calculated separately.

A further analysis of the quantitative data
showed that negative scores could be gener-
ated when excellent service was delivered.
This is due to the customers not testing
the organization’s service recovery systems.
As previously commented upon, tourists
who are first-time visitors to a facility may
not be aware of changes to service delivery
that regular users may perceive as
problems.

These customers would therefore mark
‘7’ against customer expectations questions
and ‘4’ on the perceptions, as instructed, if
they did not know or did not have an opinion.
The ‘4’ does not act as a neutral point but
influences the gap scores: 4 − 7 = −3.

Parasuraman et al. (1988) stated that
participation in the service is a requirement
for the SERVQUAL model but in this case it
would seem the visitors have in effect become
partial non-participants. To try to overcome
the effect of partial non-participation, Wil-
liams (1997b) filtered out cases in which
the respondents had chosen the number ‘4’
for either the ‘reliability’ or the ‘responsive-
ness’ dimension, and positive scores were
obtained but the sample size was very much
reduced.

One way to overcome this is to sample
only customers who have had a problem,
(McDougall and Levesque, 1992) but an excel-
lent service delivery organization may have
very few respondents. These organizations
need to be aware of partial non-participation,
as inappropriate changes to operational
procedures could be undertaken.

Measurement of Quality 183



Whilst some debates arising out of these
criticisms are purely in the academic domain,
they have consequences for the validity of the
model to practitioners.

Both Qualitative and Quantitative

Transactional or exit surveys

These are carried out immediately after the
customer has received the service (e.g. pack-
age holiday companies giving out question-
naires on the flight home). In the UK a tradi-
tional questionnaire paper is given out; in
the USA new technology is taking over and
electronic mail surveys have been conducted.
Most of these surveys are devised in-house,
with the majority of the questions soliciting
numerical (quantitative) data so that large
survey numbers can be accommodated, but
qualitative data can also be generated by this
method if open-ended questions are asked.

Total market surveys

These are rarely carried out as they are very
costly to implement, requiring that users
and non-users are included in the sample. In
the public sector of the tourism and leisure
industry, under the government’s Best Value
management regime for local government
services, total market surveys are required
(DETR, 1988).

Davies and Girdler (1998) indicated that
the total number of consultative groups for
urban parks and open spaces was nine
(see Table 13.5). Wide-scale consultation will
be not only costly, diverting resources away
from services, but also time consuming. Both
quantitative and qualitative data sets can be
generated but, due to the size of the samples,
quantitative methods are usually used.

Customer or user surveys

These are considered to be the easiest
questionnaires to distribute, cheapest to

administer and allow for a large sample to
be accessed. Either qualitative or quantitative
data can be generated but usually they are a
mix of both.

Seay et al. (1996) outlined a number of
problems with this method, previously high-
lighted by a number of authors: (i) respon-
dents misinterpreting questions; (ii) failure to
reach non-users (Schlichter and Pemberton,
1992); (iii) respondents do not like filling
in questionnaires, so either do not or do
so carelessly (Baker and Lancaster, 1991); (iv)
inadequate sampling frame; (v) administered
at the wrong time; (vi) inaccurate data analy-
sis (Summer, 1985); and (vii) resistance to
lengthy questionnaires. Fieldwork by Wil-
liams’ (1997b) at six leisure-related organiza-
tions demonstrated that people do not like
giving up their ‘valuable’ free time to be
involved in a customer survey.

General implementation

Vavra (1998) advocated that four different
customer groups should be surveyed.

1. Current customers. Ongoing monitoring
of their needs and expectations as well as
their perceptions of the existing service. Berry
(1995) segmented current customers into two
distinct categories, new and declining.
• New customers. The reasons for their

attraction to the services provided by the
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Dedicated
users
Direct users

Indirect users

Marginal users

General public

Council tax
payers
The whole of
the electorate

Those who use the facilities
(e.g. footbal pitches)
Those with a direct interest (e.g.
residents of the estate)
Again benefit but do not use the
service (e.g. gardeners)
Informal users (e.g. dog walkers
who use the sports fields)
Anyone who passes through
the neighbourhood
Residential and businesses,
financial stakeholders
Councillors have to answer to

Table 13.5. Parks and open spaces consultative
groups. (Source: Davies and Girdler, 1998.)



organization are worth knowing, as are
the reasons for leaving their previous
service provider. Attracting new cus-
tomers can be a very expensive under-
taking, especially if the marketplace is
saturated already (e.g. health and fitness
clubs).

• Declining customers. Berry (1995)
suggested that surveying these custom-
ers can give an indication as to the level
of loyalty that customers have towards
the organization as well as the reasons
why they are not using the services to the
same extent.

2. Past customers. To gain information as
to the reasons they have stopped using the
service and which organization they are using
instead.
3. Potential customers. One of the most
difficult groups to access but potentially
worthwhile if developing new services for a
different customer base. Amending existing
services to fit the needs of these potential
customer has a high level of risk, as it could
alienate existing ones.
4. Competitors’ customers. It is always
useful to access information regarding major
competitors but this should be done in an
ethical way.

Most theorists recommend that customer
surveys should be carried out on a regular
basis but Vavra (1998) pointed out that the
current trend is a decline in survey response
rates. To increase response rates, he suggested
that a pre-recuitment strategy should be
implemented before administering the
questionnaires (e.g. a letter or a telephone
call). An alternative is to offer a reward for
participating (e.g. names going into a prize
draw or money-off vouchers). These strate-
gies would increase the cost of the research,
which can be ill afforded in the voluntary and
public sectors of the tourism and leisure
industry.

Follow-up activities should include
acknowledgement of customer participation,
either individually (if not anonymous) or
collectively via reports, by giving feed-
back on how customers’ ideas or sugges-
tions have been incorporated into the
organization.

Internet and e-mail surveys

Sampson (1998) recommended a structured
form of passive feedback via the Internet. The
web page of an organization could include an
area for customer feedback (e.g. ‘How might
we improve our service?’). In his comparative
study he found that in a 4-week period the
web resulted in 32,000 returns (sample not
known), whereas a telephone survey over the
same period gave 4200 returns from a sample
of 280,000 calls.

The disadvantages of web feedback are
obvious. Only customers with access to the
Internet can respond and this has been found
to give biased responses, as at present the
majority of the users have been found to be
25–44-year-old male college graduates. In the
travel trade, companies such as Easyjet (the
budget airline) are offering more services via
this technology and therefore this will become
a valid tool for their e-commerce customer
feedback.

Conjoint analysis

This was first developed by Luce and Tukey
(1964, cited in Claxton, 1994) and applied
to mathematical psychology. Its use in
consumer research was a little later, in 1971,
when Green and Rao applied it to transporta-
tion issues.

According to Green and Wind (1975), this
technique is the breaking down of customers’
complex holistic judgement on a service into
its component parts. It is based on the premise
that each customer evaluates various aspects
(known as attributes) of the service, judging
that some attributes are more valuable or
important to them than others. It can be useful
for practitioners to know how their potential
and existing customers have ranked service
attributes in a number of different scenarios,
as follows.

1. When making a decision on whether or not
to purchase an existing service

Customers make compromises between meet-
ing their needs and expectations and what
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services are available. The different services
available when wanting to travel from A to B
by an airline or attend an aerobic session can
illustrate this phenomenon (Table 13.6).

According to Claxton (1994), customers
will give up one element that is not as impor-
tant in order to gain from another attribute
(e.g. price). As all of these services have
customers, not every person ‘trades off’ the
same attribute.

Whilst Claxton used multi-attributes in
the appraisal of services, this is too simplistic.
He cited the example of ‘trade off’ decisions
using the journey from an airport to down-
town, with one of the three services available
being a quick but expensive helicopter trans-
fer. However, if someone were unable to
travel by this method because they were,
say, frightened of heights, carrying out the
correlations given would not have exposed
this ‘trade off’ reason. Green and Wind (1975)
identified this limitation. Factors external to
the service provided would need to be investi-
gated to get a reliable set of data; open-ended
questions would achieve this.

2. Evaluation of new or amended services

Unlike other techniques (e.g. SERVQUAL)
that ask customers to appraise the service just

delivered, conjoint analysis enables organ-
izations to explore the importance of the
attributes of hypothetical services (e.g. intro-
duction of a slide into a swimming pool)
or possible changes to the existing service
(e.g. changing from waiter service in a hotel
dining room to buffet service).

As conjoint analysis ‘decomposes’ cus-
tomer judgements, it is possible to reconstruct
those values and apply them to ‘what if?’
scenarios without carrying out further data
collection. Green and Wind (1975) suggested
that this is a major advantage of using this
method, especially if an organization has a
diverse customer base. They also pointed out
that some managerial decisions may not
be solved by this method as they cannot
be accommodated within a reductionist
approach (e.g. what the next blockbuster film
will be).

3. Multiple objectives

Danaher (1997) used conjoint analysis to
ascertain three sets of customer responses
(Box 13.4). Customers were asked to rank
each service attribute, and to state which
one they would like and which one they had
received. The basis of this analysis is the level
of satisfaction the customer has from the
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Airline Ticket Aerobic Session

Charter
airline

Cheapest
Inconvenient departures in time and location
May have to purchase accommodation as well
Delays more frequent
Entertainment and refreshments included

Local
authority
leisure
centre

Reasonable price
Concessions prices
May not be at a convenient
time or day of the week

Schedule
airline

More expensive
Frequent to destinations allocated to it
Different seat types
Entertainment and refreshments included
Flying first or business class can have status and
element of exclusivity

Private
fitness
club

Generally more expensive
and have to pay monthly fee
whether you use it or not
Joining fee to pay as well
Can have status and element
of exclusivity

Private
plane
hire

Most expensive
Most convenient in time and available from
nearest airport
No other passengers
May not be large enough to have entertainment or
refreshments
Has status

Personal
trainer

Most expensive
Most convenient
One to one in your own home
Facilities available may not
be as good as the two above
Has status

Table 13.6. Availability of services: airlines and aerobics.



various attributes of the service. The ‘main
attributes’ (or features) of the service are
evaluated by customers on a numerical scale
to rank how important each attribute is
to them. The ‘attribute breakdown’ list
appertains to a number of features that
each main attribute has been broken into. As
a number of scenarios can be investigated by
this method, the ranking scales can vary (e.g.
‘very dissatisfied’ to ‘very satisfied’, or, when
introducing a new element, ‘completely
unacceptable’ to ‘very acceptable’ and ‘I am
willing to pay for it’). Numerical values can
be analysed by the SPSS computer program,
especially when a collation between two or
more attributes is required. Claxton (1994)
called this approach a ‘trade-off matrix’.

Collection of data can also take other
formats, from complicated self-completion
questions to the use of pictures as stimulants
(Johnson, 1975, cited in Claxton, 1994). The
various methods of collection should enable
most market segments to be targeted. When
applying this to an aircraft flight, Claxton
(1994) found four major groups: ground
services; in-flight services; airline decor;
and ‘other’, with 27 attributes in total.
Most writers agree that the most critical
element is correctly identifying the attrib-
utes. One way is to hold a focus group
or carry out interviews in preparation for
the conjoint analysis exercise; this will
ascertain what attributes are important to the
customers.
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Box 13.4. Breakdown of attributes: examples for three groups.

1. Hotel

Main attribute Attribute breakdown

Reception desk 24-hour service
Polite and attentive staff
Bookings recorded accurately
Correct information given
Give wake-up calls
Knowledge of the area
Able to book tours

2. Children’s holiday play scheme at a leisure centre

Main attribute Attribute breakdown

Creative art class Adequate numbers of qualified staff
Vetted staff
Attentive staff
Good quality materials
Sufficient materials
Appropriate and safe room
Interesting and challenging tasks

3. Performing arts series (Currim et al., 1981)

Main attribute Attribute breakdown

Demand for subscription Price and discounts
Seating benefits
Nature of the individual events that comprise the series
Number of events
Timing



Other limitations

For complex services (e.g. package holidays)
or a multiple service provider (e.g. a leisure
centre) the various main components of
the service need to be surveyed separately.
Customers could suffer from ‘survey fatigue’,
and the technique would also be very expen-
sive to administer.

Conjoint analysis can be difficult to
implement, as well as to design and analyse.
Practitioners without extensive research
experience may find this task too daunting. If
accurately executed, conjoint analysis enables
in-depth insight into what customers think
of the attributes of the services provided or
proposed.

In-house Research or Engage
Consultants?

The advantages and disadvantages of an
organization carrying out its own research
or commissioning the work from a specialist
organization are shown in Table 13.7. The
questions that organizations need to ask to
formulate a decision include the following:

1. Have we the expertise within the
organization?

2. Have these staff within their existing
workload time to devote to the task within
the time frame available?
3. Is there money to pay for outside help?
4. What level of importance does the
organization place on having reliable data
about its customers’, employees’ and other
stakeholders’ views of the service provided?

By answering these questions in the context
of the complexity of the task to be carried out
(from the simplistic task of devising, collect-
ing and collating data, i.e. market research, to
the more sophisticated consultancy project
where devising market research methods are
the start of a major business review), the deci-
sion whether or not to engage consultants
should be partly made.

Summary

The monitoring of service delivery and col-
lection of feedback on customer and other
stakeholders’ satisfaction is important and
needs to be known by the organization.
With the management regime of Best Value,
central government is forcing local authority
tourism and leisure service providers into
widespread consultation. The introduction
of various accredited quality management
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Methods Advantages Disadvantages

In-house
research

Indirect costs, therefore can seem
cheaper
Experience within the
organization's area of operations

May interfere with other roles and responsibilities of
the staff assigned to the task
May not have the expertise to carry out complex
research methodologies, etc.

Engaging
consultants

Additional staff for a short period of
time
Have the expertise to carry out the
task accurately
Different approach, not related to
the existing traditions and culture
of the organization
Catalyst for change
'Blaming' changes on the
recommendations of a third party
is one way that managers can
overcome resistance to them

Direct costs, therefore can seem expensive
Not experienced with the organization's area of
operations
Not responsible for implementation of
recommendations nor subsequent success or failure
Member of staff needs to be assigned to liaise with
the consultants and be responsible for the project
A large project may need an in-house team assigned
Conflict and disagreement may result; whilst a
certain amount is healthy, time must be set aside for
their resolution
Can be difficult to find a consultancy that is right for
the organization

Table 13.7. The advantages and disadvantages of in-house research versus engaging consultants.



systems and quality awards into the
voluntary and commercial sectors of the
industry require proof that customers have
been consulted.

This chapter has been designed to give
an overview of a variety of methods that
can be used, especially those that have
specific application to the service sector
(e.g. SERVQUAL). This examination has

included both quantitative and qualitative
techniques.

The conclusion must be that a variety
of research methods needs to be used at any
one time to facilitate different information-
gathering objectives. These investigations
must have no end if they are to facilitate
the quality management ‘goal’ of continuous
improvement.
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14
Quality and Human Resource Management

Introduction

The previous three chapters highlighted the
importance of systems and quality initiatives
that promote not merely quality assurance
but the notion of continuous improvement.
‘Keeping close to the customer’ is inextricably
linked to these processes; together, they are
part of the organization’s overall approach
to service quality. Indeed, Chapter 10
demonstrated the overwhelming significance
of organizational culture in the performance
of leisure and tourism organizations in
delivering service quality. Organizational
culture is associated in particular with the
values and ethos of the organization and the
way in which it operates and interacts with
the external customer. Our analysis identified
the mix of hard and soft factors or combina-
tion of systems, procedures, style and people
that represent the culture in all organizations
and help to shape the service process and
service delivery, with the clarity of the
organization’s vision central to its efficiency
and effectiveness. We have already estab-
lished what an important input staff are
to the service process in leisure and tour-
ism. The way staff interact with customers
is crucial to the quality of the experience.
However, the philosophy of total quality
management requires the appropriate atti-
tude and response from all staff in any
industry, simply to create the culture in the
organization to encourage change. As Love-
lock (1992, p. 225) pointed out:

Defining the service role is an important step,
but it won’t get a company very far unless
the company has personnel with the attitude,
ability and flexibility to fulfill the role.

The purpose of this chapter is to examine
the distinctive role and function of the human
resource in service quality in leisure and
tourism organizations and the key elements
in its management. The relationship between
quality management approaches and human
resource management is the focus and the
issue of this chapter. As will be seen, educa-
tion and training and the development of
staff are central to the delivery of appropriate
products and services, but this process is also
dependent on, and linked to, the communica-
tion of values, beliefs and vision and how they
are created in the first instance. The other two
broad elements, therefore, are concerned with
internal marketing and with the way in which
staff are able to operate, interpret and create
the vision and values of the organization.
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On completion of the chapter, it is expected that
you will be able to:

• understand and analyse the relationship
between the ethos and philosophy of a
leisure or tourism organization and the
management of its human resource in the
achievement of service quality;

• appreciate and evaluate the role of internal
marketing in developing necessary values,
attitudes and behaviours for culture change;

• assess and explain the role of education,
training and professional development in



The Importance of Staff in the Leisure
and Tourism Service Encounter

All employees are responsible for service
quality. This applies to all organizations but
particularly to those in the leisure and tour-
ism industry, with its emphasis on the service
encounter and the interaction between peo-
ple. The significance of the psychological
encounter between staff and customers sug-
gests that much of the marketing that takes
place is of an interactive nature; there is the
opportunity to influence customers at each
point of contact and to encourage and receive
feedback and opinion, which constitute
valuable market research. Additionally, as
Randall and Senior (1996, p. 173) observed
‘every service encounter must be seen as yet
another opportunity to please a customer, to
encourage them to return and pass around
the good message’. How staff support and
respond to each other is also important:
Chapter 8 showed how appropriate service
design is based on knowledge and under-
standing of all staff about each other’s roles
and the notion of the quality chain. However,
certain staff, who deal directly with the pub-
lic and are perceived by customers as the
public face of the organization, have a partic-
ular responsibility for service quality. Atti-
tudes, behaviour and tangibles such as dress
and what is said are important and represent
the culture and values of the organization.

Yet there is an interactive process in that
although the values and ethos of an organiza-
tion will shape the pattern of work and way
staff operate and deal with customers, they
should also be created by all employees in the
first instance. Deming (1986), in his critique of
approaches to quality, argued that the people
factor is the most important. He was a scientist
and was instrumental in the development of
statistical process control but he recognized

that the way in which staff were managed
and motivated was central to any approach to
quality. He observed that management often
blamed their employees for faults when over
90% were caused by system and procedural
problems; the latter, of course, were designed
and controlled by management. Deming felt
that employees should be encouraged to
become involved in problem solving and
decision making as well as developing a sense
of ownership for the product or service. It is
not insignificant that Deming and Juran were
both employed in the Hawthorne Plant of the
Western Electric Company in Chicago, where
the ‘Human Relations’ school of management
thinking emerged in the 1930s.

According to Dale (1994a), ‘the real key to
the success of TQM is people’. He suggested
that, in many services, customers value more
highly the human dimensions of quality than
the tangibles, but this remains one of the
intriguing questions for any analysis of leisure
and tourism organizations. Much will depend
on the nature of the product and the character-
istics of the market group, but the need for a
competitive edge points to the impact of cus-
tomer care and service. Kerfoot and Knights
(1995) also suggested that there are no longer
such clear market forces, with price fixing
and homogenized products, and that service
encounter and service delivery are the means
to achieve a competitive edge. For example,
Mintel (1997), in a report into the health club
market, forecast that in the next 5 years health
club operators would spend more time and
resources focusing on customer service and
how they can use it as a means of achieving
competitive advantage. Virgin Atlantic has
established a reputation in recent years for
service quality and for continual improve-
ment. Richard Branson’s Virgin organization
is driven to a large extent by the competitive
edge and how it can differentiate itself from its
rivals but also keep ahead of them as they
attempt to catch up. Virgin calls this approach
the ‘Eternal Escalator’. Barney suggested that
there are four empirical indicators of competi-
tive edge – value, rareness, imitability and
substitutability – and that, increasingly, it
is the human resource that is capable of
meeting them through its competencies,
capabilities and creativity.
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the provision and management of the
service encounter;

• understand and apply methods for enabling
and encouraging front-line staff to exercise
independent judgement and contribute to
organizational development.



Creating a competitive edge is not
straightforward and is dependent on several
factors in addition to the facets of TQM
already examined. As Fig. 14.1 demonstrates,
there are three main strands to a strategy for
service quality in leisure and tourism organi-
zations, which focus on the management
and contribution of staff, once clear structures
and processes are in place. Internal marketing
provides the link between the organization,
its vision and values, and its most import-
ant resource, people, and is a means of

communicating and creating its organiza-
tional culture. Appropriate and effective
internal marketing will encourage and facili-
tate employee autonomy in decision making
and problem solving and the proactive
approach to handling the service encounter,
which can enhance the consumer experience
in so many contexts. Both aspects, and partic-
ularly the ability and aptitude of staff, also
require selective and sensitive education,
training and staff development. The govern-
ment, in its recent report Tomorrow’s Tourism
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(DCMS, 1999), also recognizes the importance
of appropriate, well-trained staff:

People are vital to the delivery of quality
tourism products . . . Forward-looking
tourism businesses recognize that investing
in their staff makes good business sense.
They know that well-trained and motivated
staff raise product quality, improve customer
satisfaction and lead to higher profits.

The DCMS is making an important point
that applies across the whole of the leisure and
tourism industry and underpins the message
of this book. Staff, and the way they are
managed, in turn play a major part in how
the product is delivered and consumed and
how quality is perceived by the consumer. A
key question for employee empowerment and
quality management concerns the responsi-
bilities and processes of human resource man-
agement (HRM). Swain (1999) argued that
HRM is too valuable a function to leave to
human resource specialists and points to an
increasing number of organizations in which
the HRM function is being assumed by line
managers; like marketing, it permeates the
organization and its structures and relates to
every role and function. It is also linked with
the understanding of the organization’s val-
ues and philosophy. Similarly, empowerment
has clear implications for marketing and its
involvement of everyone rather than simply
as ‘top-down’ strategy.

Internal Marketing

The first of the three broad issues in the man-
agement of people and the achievement of
culture change and service quality concerns
the notion of the internal customer and the
nature and clarity of internal marketing. The
superimposing of a supplier–customer chain
on internal organizational relations is one of
the fundamental principles of TQM. The per-
ception of a colleague as a customer and the
identification of a quality chain has particular
implications for leisure and tourism, where
there may be a number of stages of service
encounters involved, when staff may be
working different hours to each other and,

in the case of the public sector, where there
is often a complex set of internal relations
between different functions, departments or
suppliers and customers. Clearly, the efficacy
of internal marketing will be considerably
influenced by the overall approach to market-
ing (Seaton, 1996, pp. 19–20):

Marketing requires an organizational
structure which identifies everyone with
its philosophy and goals. It is not enough
for marketing executives to understand
marketing programmes – marketing can
only be effective when everyone in the
organization is identified with its goals and
their roles in implementing the marketing
programme.

It has already been seen in Chapter 10
how the staff of Amelia Island Plantation are
all trained to the same guiding principles and
shared values. The organization’s internal
marketing is designed not only to create an
environment that supports customer con-
sciousness and sales mindedness amongst all
staff but also to focus on staff care. Its internal
marketing provides benefits such as increased
motivation, reduced employee turnover,
teamwork and improved communications.
It uses several methods, including its weekly
newsletter, which communicates the vision as
well as publishing details of incentive scheme
awards achieved and general information
about the resort.

Alton Towers is the UK’s leading theme
park and comes closest, perhaps, to emulating
Disney’s approach to managing, training and
developing its staff. Alton Towers’ mission to
create ‘magic’ is promoted through a system-
atic approach to internal marketing in which
staff inculcate the organization’s philosophy
and values and feel that they are contributing
to the magic. A training scheme with its focus
on customers enables staff to identify the con-
tribution they are making and Alton Towers
refers to its staff as service providers. Its
internal marketing has been found to improve
levels of intrinsic motivation and, ultimately,
service quality.

The case study later in the chapter (see
Box 14.1) also shows how Viva! Health Club
encourages staff to get to know internal cus-
tomers as well as external ones and to share
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Box 14.1. Case study: Viva! Health Club, Bristol.

The Viva! Health Club was opened in Bristol in 1993 to address a gap in the market for up-market health
and fitness facilities. Since then it has achieved a good reputation and is the most expensive health club in
the Bristol area. The Viva! organization presents some brief and straightforward core values.
To ensure that the Viva! product lives and breathes quality by:

• maintaining five star housekeeping standards;
• unique, functional and inspiring club designs;
• developing programmes and service standards of the highest quality.

To ensure members and staff have fun at Viva! by:

• recruiting, training and developing all staff to their full potential;
• communicating effectively internally and externally;
• encouraging member and staff feedback in order that we can continue to improve the product and

services in line with the members’ needs.

To be profitable by:

• developing new clubs to cover our fixed cost base;
• controlling costs relative to budget;
• maximizing revenue opportunities through membership sales, retention and selling Club services.

The reference to quality is clear and underpins all aspects. It provides a message for both customers and
staff and suggests that customer care is a vital ingredient in this and is directly linked with staff care and
their sense of enjoyment and satisfaction with work. Customer care training for staff permeates all aspects
of work because of the central focus on the needs of the customer and the benefits that accrue to both staff
and customers. The philosophy of the company recognizes that staff who enjoy their work will have a
positive impact on productivity and members’ satisfaction levels. It is felt that the key lies in the quarterly
goal-setting for every employee with each line manager. This is based on the club’s business objectives for
the year, the direction in which it is going and the identification of goals and targets that link the individual
and the company.

There are two methods for recording the development of staff. The first is qualitative, in which
observations made during the review are recorded and areas for development are highlighted and agreed.
The second method is an attempt to make the review more objective and quantifies progress with a rating
out of ten for each objective set for the individual. The staff handbook states that where areas of weakness are
identified, staff can expect support, encouragement and training to assist in the improvement process. The
company manual highlights the ‘seven steps to success’ that comprise the in-house training package.

BE A VIVA! PERSON
A Viva! person:

Shares the vision
Understand the company core values, your team’s goals and constantly review your own goals with your
manager.

Has a sense of ownership
Rather than trying to single out somebody for upgrading your job performance, your productivity,
response time, quality, cost control and customer service should show standard gains and your skills
should be in a state of constant renewal.

Sees himself or herself as a centre for service
Get to know your internal and external customers. Stay in regular contact with them and build a strong
working relationship. Deliver the highest quality service possible, anticipate their needs, and develop a
reputation for responsiveness.

Continually strives to add value
Prove your worth to the company. Make a difference. Add enough value so everyone can see that
something very important would be missing if you left.



the vision and the core values of the company.
The Young Vic Theatre’s philosophy to cus-
tomer care is that ‘the customer is worth more
to us than an individual ticket’. The theatre
stresses the importance of loyalty and brand-
ing and trusts its staff to deliver a good theatre
experience and communicates this message
clearly to both staff and customers.

An important aspect of internal market-
ing and culture change is the way communica-
tion takes place within the organization. It is
known that any move to change organiza-
tional culture and quality measures has to be
communicated very carefully and fully within
the two-way process demonstrated in Fig.
14.1. However, a quality culture requires the
process of communicating to be seen as more
than a technique but a part of the values and
ways of working pointed to in the previous
chapter. The Broadgate Health Club, for
example, communicates with its internal
market through meetings, memoranda, post-
ers and newsletters. The club offers its staff
weekly reports on what is happening within
the club and developments in wider aspects
that impact on the club such as legislation and
possible mergers or takeovers.

Tourish and Tourish (1997, p. 97)
identified several key factors for effective
communication and internal marketing of a
quality culture:

1. Widespread informal and face-to-face com-
munication appears to generate more trust and
cooperation. This will later be seen to be an
important factor in the success of employee
empowerment.
2. A management philosophy that encourages
the maximum flow of information also promotes
the positive attitudes and behaviour referred

to at the beginning of this chapter. Tourish
and Tourish argued that this helps to reduce
feelings of uncertainty and unease; staff are
more contented and relaxed and have more
‘cognitive space’ to focus on the demands of
the job and the organization’s wider goals.
3. The use of communications audits can
provide managers with more objective
feedback about the effectiveness of com-
munication systems and processes. In one
example, a manager’s ‘managing by walking
about’ style was perceived by employees as
snooping even though his intentions were
honest. Communications audits guide
organizations in:

• with whom they should be
communicating;

• with whom they actually do
communicate;

• what they should be commun-
icating;

• how they should communicate with
them; and

• how they actually do communicate
with them.

Tourish and Tourish (1997) also showed
how leisure organizations have gained from
the use of communications audits in terms
of reduced absenteeism and staff turnover.
Many organizations in the leisure and tourism
industry face this problem and Alton Towers
is no exception. It has been affected by staff
turnover and the seasonality of its operations.
In fact, during its peak season of May to
August, between 330 and 400 temporary staff
are employed in addition to the 80 to 150 per-
manent staff. Training and motivating them is
a major challenge. Alton Towers is using its
customer-oriented training scheme to reduce
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Box 14.1. Continued.

Makes himself/herself accountable
Consider the big picture. Look beyond your own immediate behaviour – beyond the specifics of your job
description – to see if you’re really doing all you should to bring about the right results. Learn to work
across departmental boundaries. Combine your efforts seamlessly with others who, though very different
from you, are contributing to the same end results.

Is business-like
Consider how you – personally – can help cut costs, serve the customer better, improve productivity, and
innovate. Constantly think in terms of commercial success.



staff turnover but a rigorous communications
audit may help them in this process.

Employee Autonomy and Involvement

An important issue in service quality in
leisure and tourism organizations is the
decentralization of decision making and
problem solving, with empowerment and
quality circles as particular methods or
approaches. These two facets of employee
participation are inextricably linked and
are both concerned with the definition, cor-
rection and anticipation of problems. Indeed,
they are at the heart of the principle of
continuous improvement or kaizen as
Juran and Ishikawa, in particular, advocated.
It is argued (Sparks et al., 1997) that as
service standards and consumer expectations
increase, so the need for empowerment and
employee involvement in decision making
especially is strengthened with discretion
and autonomy on the part of all staff. In
particular, empowerment is concerned with
those staff who are involved in creating value
at the service encounter.

Empowerment

Empowerment has been a significant devel-
opment during the 1990s, not least as an
important principle of TQM, if not as a
feature of modern HRM practices. An impor-
tant issue that this section will attempt to
address is the relationship between quality
management and HRM, especially from the
strategic perspective; it will also tackle the
question of whether initiatives such as
empowerment are more rhetorical than
substantive. Analysis of the approach of
leisure and tourism organizations towards
empowerment demonstrates a concomitant
point to the question of whether a leisure or
tourism service is standardized or custom-
ized. Empowerment involves a similar
dichotomy in that an autonomous approach
on the part of employees in their dealings
with customers may occur in both highly
standardized operations, such as some

cinema chains, and individualized operations
where the nature of the interaction between
staff and customers is a unique selling point.
Fitness instructors and others involved in
teaching and coaching need to assess the
capabilities of customers. Tour guides often
need to respond to questions and the level of
knowledge of particular groups. Empower-
ment features strongly in the Broadgate
Health Club’s mission statement in Chapter
10, which states that all staff should have
a shared responsibility to deliver an
uncompromising level of service quality. The
approach is to delegate responsibilities to all
staff rather than to a selected few. This means
that duty managers do not need to attend
every problem that arises and receptionists
have powers to deal with complaints as
they occur and to resolve problems where
possible.

What is empowerment in leisure and tourism?

It may be useful at this stage to consider
further what is meant by empowerment in
the context of leisure and tourism organiza-
tions. It includes the control of one’s work (to
a fuller or lesser extent) employee autonomy,
teamwork and the sense of ownership of
the service encounter and its organizational
context. Its essence is the flexibility and self-
judgement required of many front-line staff
in leisure and tourism organizations and,
indeed, the opportunities for decision
making encouraged by organizations; it
involves decentralization of authority and
decision making and the more immediate
service recovery to which organizations such
as Disney are so committed, and is necessary
because of the characteristics of service deliv-
ery examined in Chapter 8. In particular, the
role of the customer as a co-producer and
the nature of the service encounter raise the
significance of the critical moments and the
need for staff to ‘think on their feet’. Hjalager
(2001) showed how the empowerment of
both staff and customers is symbiotically
linked in achieving higher levels of service
quality, as Fig. 14.2 demonstrates. The Boots
approach of educating staff to vary their
manner according to the mood and demean-
our of customers is seen in organizations
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such as TGI Fridays, where staff are encour-
aged to take the initiative and engage with
customers in a flexible, autonomous way.
Holmes Place Health and Fitness Clubs uses
empowerment as a tool for achieving service
quality; it believes that all staff should be
able to listen and learn from customers as
well as act proactively to respond to customer
wants.

It has been established that the service
encounter is at the very core of the leisure and
tourism experience and yet is subject to failure
in every instance because of its nature. Conse-
quently, service providers, and particularly
front-line staff, are there not simply to provide
the service and enhance the experience but
also to solve problems as they arise. When this
occurs quickly and effectively, it can greatly
increase levels of customer satisfaction.
Walker’s (1995) conceptualization of cus-
tomer satisfaction breaks the service encoun-
ter into three stages (pre-service, core service
and post-service) and demonstrates how cus-
tomer dissatisfaction with aspects of the first
two stages can be overturned by prompt and
responsive service recovery in the third stage.

The nature of the empowerment can also
affect customer responses. Sparks et al. (1997)
examined the effects of three different levels
of empowerment and their relationship with
the communication style in use: (i) full and

flexible empowerment, in which the decision-
making process stays close to the customer;
(ii) limited empowerment, with more stan-
dardization and control; and (iii) detached
empowerment, where often there would be
a delay in response, although with some con-
sistency and a feeling by customers that their
concerns are being taken seriously. Sparks
et al. (1997) suggested that the full and flexible
approach should normally lead to the highest
levels of customer satisfaction, but only when
the communication style used was accommo-
dating, informal and personal. They found
that there was no difference in levels of cus-
tomer satisfaction between full and detached
empowerment approaches when the commu-
nication style was under-accommodating,
formal and impersonal.

Disney has ‘home run meetings’ where
all cast members are divided into groups with
a member of management and discuss prob-
lems as well as information passed down to
them. Communications appear to be of the
accommodating, informal and personal type
and are effective and well received.

In other words, empowerment clearly
suggests that the major implications are for
the role of employees and, to a certain extent,
this is true. However, it is simplistic to think
of it as simply a transference of power and
authority and a delegation of tasks and
responsibility. In many ways the task of
management becomes more complex and
challenging but in a positive and enlightened
way. As Macdonald (1998) suggested:

Empowerment quite simply means granting
supervisors or workers permission to give
the customer priority over other issues in the
operation. In practical terms, it relates to the
resources, skill, time and support to become
leaders rather than controllers or mindless
robots. The concept lies at the heart of
managing with common sense.

Requirements of successful empowerment

As with TQM, it is not simply a matter
of using empowerment as part of a wider
strategy for changing the culture. The culture,
to some extent, must be receptive to the
requirements of successful empowerment.
According to Cook and Macaulay (1996),
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(Hjalager, 2001).



empowered organizations display the fol-
lowing characteristics: (i) shared vision and
values; (ii) customer-focused strategy; (iii)
leadership; (iv) structure; (v) teamwork; and
(vi) learning. These are all common factors
that appear in so many analyses of service
quality and business excellence and replicate
the features of organizational cultures recep-
tive to quality approaches. Nevertheless, the
key question, which is not always an easy
one to answer, is which came first? Empow-
erment and, certainly, quality circles as
has been seen in Japanese examples, have
undoubtedly helped to create dramatic
changes in culture, organizational perfor-
mance and customer satisfaction. Yet it is also
known that such initiatives are doomed to
fail unless there are certain predisposing
factors in place. An organization cannot take
the step towards ‘total quality’ unless it has
some of the features in Cook and Macaulay’s
list already in place and, as Naylor (2000)
argued, does not blindly follow Japanese
practices but is selective and geared to the
cultural characteristics of its staff.

Of all the features listed by Cook and
Macaulay, the last – learning – is perhaps the
most significant. The harnessing of individual
desire for improvement and personal devel-
opment and the processes in place that
allow the organization to evaluate critically
its performance, structures, procedures and
operations create a healthy and proactive
environment. The learning organization has
the values and vision considered earlier and
is sufficiently innovative and enterprising
to create opportunities for action that can
be evaluated and learned from. Its ability to
conduct self-assessments and apply, perhaps,
the Excellence Model examined in Chapter 12
is an added dimension.

Clearly, other features such as teamwork,
a supportive and caring environment and
a structure that has few layers between
management and staff and customers is
more likely to succeed. The understanding
of service logic, active participation by all
employees, openness, mutual support and
help, and confidence in the competence
of colleagues are all important elements in
empowerment. Furthermore, empowerment
is most likely to succeed when there are

high levels of self-motivation amongst staff
(Coleman, 1996; Hales and Klidas, 1998).
At Disney World, there is an award called
‘Partners in Excellence’; other cast members
nominate someone who has tried to exceed
guests’ expectations, has been a great team
member and has always given of their best. It
is a highly recognized award and carries some
status. Everyday awards include the ‘Guest
fanatic’ cards where the cast member has been
noticed for having done something special
such as creating a magical moment or dealing
with a difficult situation or problem. All
cast members are trained not to say ‘no’ to
any question or problem but to deal with
it or to seek someone who can. Guests who
make comments or complain are viewed
positively and are used to improve matters
or put things right. Managers are encouraged
to be visible and to interact with guests but
staff are empowered to deal with complaints
as they occur and to do so without being
defensive.

TGI Fridays encourages its staff to be
proactive and animated with customers but
also to assess the character and mood of
the guests in order to achieve the appropriate
level of interaction. Everton Foootball Club
has a comprehensive training programme
for all its support staff and has developed
a programme called ‘The Customer Service
Formula’ in which staff are encouraged not to
‘pass the buck’; instead they should own the
problem and should not make false promises.
Jarvis Hotels has encouraged empowerment
through giving staff early responsibilities
and autonomy; it has developed its ‘Quality
Champion Awards’ given to staff who display
consistently high levels of initiative and
quality service.

Such examples are testament to the
positive features of empowerment and the
benefits that they bring to organizational
performance. However, there are also some
misgivings and negative experiences with
empowerment in leisure and tourism organi-
zations. Unless an appropriate culture is
in place, employee empowerment will fail;
too often, empowerment has been used as
a means of changing the organizational
culture rather than being part of a wider
strategy. Honold (1997) in her critique of
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empowerment, identified four main perspec-
tives to recent literature, which represent a
balanced commentary on the implementation
of empowerment schemes and initiatives.

The first factor is leadership and the extent
to which empowerment is imposed or facili-
tated. Intervention by management can be
viewed as positive or negative, depending on
the style and methods of management. An
important variable is whether management
perceives empowerment in terms of devolved
power of delegated tasks. Appropriate
and enlightened leadership will encourage
employees to opt to become involved and to
perceive a supportive and open environment
around them. Scarnati and Scarnati (2002)
identified the important attributes of leader-
ship necessary to develop the teamwork
and quality processes for empowerment to
succeed.

A second facet is the collaborative nature
of empowerment and its role in countering
the problem that can arise from the heteroge-
neous nature of leisure and tourism contexts.
The link with quality circles and improvement
teams is clear here and will be addressed
in more detail later. The implication is
that teamwork extends into the concept of
the internal customer.

Thirdly, the resonance between the
achievement of empowerment and the culture
and internal processes of an organization
is also significant. Maxwell (1997) showed
how empowerment became more important
in some UK hospitality organizations through
the changing nature of markets and the desire
for organizational legitimacy by human
resource departments. Empowerment is more
likely to fail in such environments.

Fourthly, the links between job enrich-
ment, multi-skilling, cross-training and cre-
ative and open professional development
encourage the personal responsibility and
reflective thinking that are integral to
successful empowerment.

The flexibility that exists in many aspects
of the industry, including the public sector
after the introduction of compulsive competi-
tive tendering and the reduced influence of
trades unions, has been linked to empower-
ment. Suspicion by middle management
has also been a component of the general

resistance to change outlined earlier in the
chapter, with managers anxious about hand-
ing over their powers to subordinates. Kerfoot
and Knights (1995) highlighted the paradox
of empowerment in that employees have to
accept its introduction and be submissive, yet
to succeed it requires employees to be inter-
pretive and enterprising. The corollary of their
point is that the successful introduction of full
empowerment also needs strong leadership,
which may be incompatible with full empow-
erment and its devolved powers. Other critics
(e.g. Dale et al., 2001) have shown how resis-
tance to initiatives such as empowerment can
develop when management appears to be
acting firmly on behalf of shareholder inter-
ests and is seeking cost cuts and an increased
competitive edge. Performance-related pay
(so abhorrent to Deming) simply for managers
may also accentuate such perceptions. The
consensus of critics of empowerment is that it
fails, not because of inherent flaws in its
principles but because of half-hearted efforts
by management, the perception that it repre-
sents manipulation and coercion and the lack
of an appropriate organizational culture
(Honold, 1997). A similar view can be held
against the use of quality circles for problem
identifying and solving. Kerfoot and Knights
(1995) suggested that an inappropriate culture
is linked with the retention of traditional
hierarchies and their associated divisions,
which mitigate against the acceptance of
shared values.

Quality circles

Another initiative based on employee auton-
omy, but which can falter like empowerment,
is the quality circle. The concept of the quality
circle was devised and developed by Kauru
Ishikawa in the early 1960s and is arguably
the most significant factor in the success
of many Japanese organizations since then.
Quality circles are concerned with problem
solving by the employees closest to where
the problems occur and, if not allowing
full empowerment, can be construed as
encouraging employee involvement and
the process of continuous improvement. The
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National Society for Quality Circles (1992)
defined a quality circle as:

A small group of between three and twelve
people, who do the same or similar work,
voluntarily meeting together regularly
for about an hour a week in paid time, usu-
ally under the leadership of their own super-
visor, and trained to identify, analyze and
solve some of the problems in their work,
presenting solutions to management and,
where possible, implementing the solutions
themselves.

Service recovery may not be as immedi-
ate with quality circles as with examples of
employee empowerment illustrated earlier
but there are some similar principles. They
encourage employees to become more active
and engaged in improving the service they are
delivering. They may not devolve authority
quite to the extent that full empowerment
does, but on occasions the solution or
improvement is introduced by members of
the team and the sense of ownership of the
service delivery can be strong.

In order for a quality circle to be an
effective tool in improving service quality and
leading the way towards total quality, it must
be introduced with care and sensitivity. Mul-
lins (1996, p. 543) suggested a number of crite-
ria for successful implementation: (i) commit-
ment and support of top management; (ii) full
consultation with staff; (iii) a participative
approach by management and an appropriate
style of managerial behaviour; (iv) delegation
of decision making; (v) trust and goodwill on
both sides; (vi) an effective support structure
of consultation and negotiation; (vii) support
of trades unions and/or staff representatives;
and (viii) continuous monitoring and review
of results.

The success of quality circles depends
on members being assured that they do
belong to them and that they have a genuine
contribution to make to enhancing service
quality.

There are several problems associated
with quality circles. They can be dismissed as
another management gimmick, especially at a
time of rapid culture change. If they are used
too early in the process they can be seen as
management abdicating responsibility. If they

are enforced they immediately lose much of
their value based on the intrinsic motivation
of members. The third reason for failure stems
from the lack of proper training and prep-
aration of members. The high staff turnover
in some leisure and tourism organization
exacerbates this problem.

However, quality circles can offer a num-
ber of benefits for both the organization and
its staff. They can offer solutions to problems
that may not even have been identified in the
first place. There is staff development in that
group members receive additional training in
communications and problem-solving skills;
indeed, the literal translation of the Japanese
term for quality circles is ‘the gathering of
the wisdom’. There may be other spin-offs
in terms of increased staff morale, better team-
work and improved communication through-
out the organization, as well as the main
outcome in greater customer satisfaction. At
the Broadgate Club, there are weekly depart-
mental meetings that identify current prob-
lems and their possible solutions. The minutes
of the meetings are sent to top management,
who liaise with staff to implement changes.
This process is complemented by fortnightly
focus groups with customers where at least
two members of staff are involved in informal
discussions with guests, and their findings
are fed into the weekly meetings highlighted
earlier.

Education and Training

Clear communication and empowerment
of staff can take an organization so far but
the ability of staff to respond and to perform
appropriately is also critical. Education and
training are key factors in service quality and
achieving culture change. Armstrong (1996,
p. 529) argued that: ‘Training means invest-
ing people to enable them to perform better
and empower them to make the best use of
their natural abilities.’

The learning process applies to both TQM
methods and the values and philosophy of
the organization. There is a symbiotic relation-
ship between an organization’s training pro-
gramme and its quality culture. It could be

200 Chapter 14



argued that any training programme needs
a quality culture and that this is built into
the training programme but the programme
itself, if appropriate, can help in the develop-
ment of a quality culture. TGI Fridays has
a book of WOWs (‘Walk on Water’) for
staff, which lists extras that staff can offer cus-
tomers, such as lighting their cigarette, and
which is almost a game entered into by all
staff. Before each shift staff are involved in role
play through a board game (based on the
service encounter), which promotes a light-
hearted approach and, again, shared experi-
ences and values. The training programme is
based on the culture and philosophy of the
organization and the objective of training is to
inculcate each employee with the values of the
organization. The organization has identified
five star values (Fig. 14.3) to represent its phi-
losophy and culture; each value is depicted as
a triangle and each side of the triangle must be
balanced in order to deliver service quality the
TGI Fridays way.

In addition to these star values, the three
rings of perceived guest value are also taught
to all staff. Ring one represents the core offering
of authentic American food and drink plus
unfailing standards of service. Ring two

represents additional features that guests have
come to expect on every visit. Ring three
represents the real ‘WOW’ moments to guests,
which surprise and delight them.

Cook and Macaulay (1996) referred to
surveys which, worryingly, suggest that 80%
of service training is inadequate and ineffec-
tive. Peters (1998) argued that the move from
quality assurance to TQM as a focus for man-
agement thinking has not always been
matched by appropriate developments in
HRM and education and training. He sug-
gested that quality assurance can be
supported by straightforward training based
on individual skill development. TQM is more
complex and requires both organization
design and skill development as a human
resource strategy to support its philosophy
and practice.

Peters (1998) also pointed out how TQM
needs to be underpinned by a three-level
approach to education and training based on
action learning.

1. Learning how to do things correctly regu-
lates behaviour and is more task oriented.
2. Learning how to do the right thing is more
concerned with processes and wider under-
standing of the organization’s values and
goals; change is proactive and aimed at
innovation.
3. Learning how to learn highlights the
dynamics of a TQM approach based on con-
tinuous improvement in all facets of the orga-
nization, in addition to the growing acknowl-
edgment of the benefits of the individual
having responsibility for their own learning
and personal development.

The view that the organization is a
learning establishment is also pertinent to
the development of a quality culture. As seen
earlier, the competitive edge is encapsulated
in the knowledge, skills potential and com-
mitment of its people. The challenge then
becomes not simply creating a learning orga-
nization but allowing staff to unlearn out-
moded or inappropriate ways and attitudes
and to create a climate of trust. It has also been
argued that the term ‘human resource man-
agement’ should be replaced by the term
‘human potential management’ (Kalra, 1997)
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to imply an environment in which the individ-
ual employee is encouraged, and assisted,
to achieve their full potential as well as help-
ing the organization to achieve its goals. An
example of an organization that professes to
do this is Viva! Health Club (Box 14.1).

Education and training are also impor-
tant in the development of employee auton-
omy and collective problem solving. Empow-
erment will not work unless employees are
provided with the necessary training and
development. Cook and Macaulay (1996b)
suggested that the most important aspects are:
(i) technical skills; (ii) interpersonal and influ-
encing skills; (iii) customer handling skills;
and (iv) problem solving. Our analysis of the
leisure and tourism industry would support
their view, with particular emphasis on inter-
personal and customer handling skills. Some
research carried out by one of the authors into
customer satisfaction levels of a leisure centre
run by a commercial contractor showed that
most users were largely satisfied with the
tangibles and with the operation and delivery
of the core activities. There were some
complaints about sudden changes made to
programmes and the availability of facilities,
and the occasional problem with equipment
such as lockers or showers, but the main
source of dissatisfaction concerned the rather
diffident attitude of some front-line staff and
their overt lack of responsiveness to problems
and customer complaints.

Disney has always emphasized the
importance of training, particularly in
customer service skills. It provides endless
opportunities for training and staff develop-
ment, including job shadowing, general
courses on ICT, languages and customer care.
The ‘discovery day’ provided early in training
is based on the seven guidelines noted in
Chapter 10 and the following procedural
and processural aspects: (i) familiarity with
the park; (ii) fire and safety issues and regu-
lations; (iii) park language; (iv) costuming; (v)
guest service recovery procedures; (vi) guest
satisfaction (listen and learn; measure; take
action; re-measure; recognize and celebrate);
and (vii) learn the key drivers (why customers
keep coming back).

The focus on the customer must be rein-
forced with assurance of moments of truth.

Reliability and meeting expectations are the
essence of quality assurance and can be
achieved through training needs analyses,
which identify the skills to be developed for
each stage of the service process. The terms
‘competence’ and ‘competency’ are significant
and need distinguishing at this point. ISO
9001 2000 uses the term ‘competence’ and
marks a radical development for the standard
with its previous emphasis on quality assur-
ance and procedures and processes. A compe-
tency is a collection of skills, standards and
qualities required for a job or a task. Compe-
tence is simply the ability to demonstrate the
competency. The use of the terms is a recent
development and they are often used inter-
changeably. They reflect the view, by human
resource specialists, that the way a person
carries out their job is just as important as
the outcomes, especially if the organization is
keen to reduce variation in the delivery of its
service package – a high priority for many
leisure and tourism organizations. Compe-
tencies can be used, first, to build standards
into job descriptions or person specifications,
especially if they link in with NVQs/SVQs,
and, second, to help to shape recruitment,
selection, training and staff development
practices.

Scottish & Newcastle (S & N) is now one
of the largest operators in the hospitality and
leisure sector and recognizes that staff and the
way they are trained is essential for success. It
feels that training helps to communicate the
essence of each brand and has even appointed
specialist brand trainers for the purpose.
S & N delivers over 50,000 training days to its
staff across all operations and awarded 16,000
NVQs and 500 modern apprenticeships in
1999. S & N’s emphasis on training and career
progression has resulted in reduced levels of
staff turnover and increased levels of staff
motivation and profit. Jarvis Hotels, likewise,
has over 12% of its workforce following NVQs
that build on the induction for all staff, which
includes customer care skills and information
about the organization.

Thomas Cook regards its staff as the com-
pany’s most important asset and substantial
sums of money are invested in comprehensive
training programmes to ensure that their
experience and expertise is retained within
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the company. Having the best staff is a
crucial factor in delivering a demonstrably
better service to customers than a rival’s
customers. The group’s philosophy is that
the customers come first, that all company
policies are formulated with customer service
in mind and that training is geared to this
requirement.

These developments also dovetail with
the government’s plans and intentions for
developing the human resource in tourism
and hospitality. Action is needed (DCMS,
1999) to: (i) provide the skilled employees the
tourism industry needs; (ii) challenge nega-
tive perceptions about careers in hospitality;
(iii) encourage best employment and manage-
ment practice; (iv) encourage investment in
training; and (v) enhance industry coordina-
tion on training.

Finally, a competency statement will
have a title, a description of the occupational
standards required to demonstrate the
competency and a statement of outcomes.
It should link individual competencies with
organizational development and perform-
ance. It should also be capable of measure-
ment and one method that is gaining credibil-
ity is the concept of 360-degree feedback, where
there is systematic collection and feedback of
performance data on an individual or group,
derived from the stakeholders involved.
This would include staff, external customers,
suppliers and councillors in local authorities.
It has been argued (Barker and Ward, 1999)
that the use of competency statements and
360-degree  feedback  can  help  to  overcome
the most difficult aspect – that of changing
attitudes and behaviours. Such an approach
has two main advantages: (i) the ability
to identify precise standards and to measure
them helps to promote the concept of con-
tinuous improvement; and (ii) the concept
of the internal customer or quality chain is
also supported by feedback from everybody
involved.

As already observed, service quality
requires the integration of quality manage-
ment methods with approaches to customer
service. The training and deployment of staff
provides the means to achieving the integra-
tion but also needs an appropriate system.
Canziani (1995) proposed a diagnostic

training system to prepare staff for the
demands of quality customer service. His sys-
tem contained two phases, which represent
organizational development. Phase 1 begins
with the statement of quality formulated and
disseminated throughout the organization
and is designed to raise awareness about the
importance of meeting customer needs and of
striving for continuous improvement. It can
be seen that Canziani’s system also engages
staff in the blueprinting activities examined in
Chapter 8 and that it involves feedback and
reward. Phase 2 comprises a developmental
process where colleagues are invited to be
members of a team that is trained to monitor
data from all sources of customer feedback
and to measure each other’s performance and
improve it through the use of role-play and
other aspects of co-training. Canziani advised
organizations to begin with departments or
individuals who are the most supportive or
receptive and then move through the whole
organization. One of the authors had an unfor-
tunate recent experience on a skiing holiday in
the French Alps where there were problems
across the whole of the operations: staff were
diffident and uninformed and communica-
tions were very poor; talking to staff did not
suggest that there was a positive organiza-
tional culture, as examined in Chapter 10, and
there was manifestly little attempt to engage
and involve staff in the mission and purpose
of the organization.

Conclusions

This chapter has attempted to examine the
pivotal role that people and staff have in the
process of delivering service quality in leisure
and tourism contexts. The service encounter
and the contact between staff and customers
can so often determine the overall perception
of a transaction. The model in Box 14.2 con-
tains the important principles of TQM and
demonstrates how they begin and end with
the organization’s closeness to the customer –
but through their closeness to staff. The
caveat ‘good customer care through good staff
care’ underpins all the examples of service
excellence in the book and is integral to the
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implementation of culture change and the
achievement of a quality culture. The model
is designed to highlight the key points

that have been examined throughout the
text as, indeed, the concluding chapter
reiterates.
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Box 14.2. Service quality through people.

1. Total quality management starts with the customer – internal and external
CLOSENESS TO THE CUSTOMER

2. The desire to identify and meet customer expectations is seen as a strategic issue
STRATEGY

3. Keeping close to the customer implies constant change and innovation
CONTINUOUS IMPROVEMENT

4. The improvement process both creates and depends on cultural change
CULTURE

5. Cultural change requires leadership and commitment from the very top
LEADERSHIP

6. Leadership of quality can only work if there is a spirit and ethos of cooperation and teamwork
INTERDEPENDENCE

7. Teamwork must be based on an open, two-way flow of information
COMMUNICATION

8. Good communication will facilitate ‘upstream preventive management’
PROACTIVE PROBLEM SOLVING

9. Problem solving should move away from judgemental management
STATISTICAL PROCESS CONTROL

10. The focus, therefore, is on the process and not just the product or service
PROCESS FLOW ANALYSIS

11. The process involves the service encounter and the need for decentralized decision making and
authority where possible

EMPOWERMENT

12. Empowerment and handling the public have real implications for education and training
STAFF DEVELOPMENT

THEREFORE CLOSENESS TO CUSTOMERS THROUGH CLOSENESS TO STAFF.



Conclusions

We have attempted in the previous 14 chap-
ters to explore the phenomena of leisure and
tourism experiences in managed contexts and
the relationship between the way they are
managed and the quality of the experiences.
The book has examined the fundamental
principles and methods of quality manage-
ment and service quality and applied them
to leisure and tourism operations. We have
adopted a perspective that attempts to draw
out the distinctiveness of the subject and
relate many generic aspects of service quality
to the consumption experience and the char-
acteristics of leisure and tourism services.

Our examination of the nature of leisure
and tourism services has emphasized its
intangibility and the difficulty both consum-
ers and providers have in evaluating the qual-
ity of the experience. The interaction between
customers and the organization, and particu-
larly staff, has been highlighted as a key factor
in the delivery of service quality, and the
distinction between technical and functional
quality is more blurred as a result. The way an
aerobics session is delivered, and the charisma
and style of the instructor, may be almost as
much of the core product, and its technical
quality, as the activity itself. The courier or
holiday representative, through the way they
interact with tourists, can also be a key compo-
nent in the core product. In the same way, the
involvement of the customer as co-producer
in some contexts, especially, is another sig-
nificant feature that we have incorporated
into our analysis and overview of quality
approaches in leisure and tourism.

Since we have argued that the impact
of people, as customers and employees, is
considerable, another important theme in the
book has been the management of people and
the development of organizational culture,
where often the values and philosophy of the
organization reflect the needs and wants of
customers and the benefits offered through
the product and service.

Nevertheless, we have not eschewed the
roles and applications of tools and techniques
and the harnessing of mechanistic approaches
with the softer human and experiential
aspects of leisure and tourism consumption.
The identification of clear service standards or
specifications is especially important where
the desired consumer motives and achieved
outcomes are less easy to identify. Progress
has been made since the Oasis Leisure Centre
in Swindon became the first leisure facility to
be registered to BS 5750 (ISO 9002) and the
British Standards Institute adapted to the
lack of precision in identifying customer satis-
faction and goals. The growing application of
the Investors in People Award illustrates the
point about people in the previous paragraph
and suggests that the industry sees the train-
ing and development of staff in relation to the
features and attributes of the service offering
as critical to their success in meeting customer
expectations.

The ability to identify customer expecta-
tions and to know when they are met is
also highlighted as the prerequisite for
organizational effectiveness and the book
has addressed the needs of managers in
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monitoring and tracking organizational per-
formance as well as measuring customer satis-
faction and service quality. SERVQUAL has
been considered, as have other methods, and
the philosophical challenge of providing for
a phenomenon considered to be based on
individual freedom and personal identity
raises questions for the extent to which
services can be customized and categorized.

The book, in highlighting the importance
of service quality in leisure and tourism man-
agement, has raised, and attempted to answer,
several questions:

• What do organizations and managers
need to know and understand about
quality?

• What is particularly distinctive about
service quality in the leisure and tourism
industry?

• How is the industry responding to the
challenges posed by the competitive edge
and increasing customer expectations?

• How important are creativity and design
in relation to the tools and techniques of
quality assurance quality management?

• What is their relationship with the phi-
losophy and ethos of the organization?

• What specific skills are required for the
achievement and maintenance of service
quality in leisure and tourism?

The answers suggested a number of key
points, which establish the integrity of service
quality as a management perspective or disci-
pline but also identify its relationship with
other management functions in leisure and
tourism management:

1. Quality is a strategic issue and many
aspects of quality management involve the
operationalizing of strategic thinking within
organizations about their customers and their
requirements. The characteristics of service
delivery in leisure and tourism, and the nature
of the leisure and tourism experience, illus-
trate the potential in this industry for achiev-
ing a competitive edge through management
of the process and the customer experience.
2. The management of service quality is
an issue and a facet of management that has
emerged in recent years from other manage-
ment functions and is continuing to establish

its integrity and parameters. As service
quality continues to establish its frameworks
and concepts and its literature and body of
knowledge and skills, its relationships with
other management functions will also become
clearer and help to shape the intellectual
development of service management and
quality management. Marketing, and particu-
larly interactive marketing (where customers
meet the organization), provided the theoreti-
cal underpinnings to many of the early devel-
opments. Service operations management
embraces particular challenges facing leisure
and tourism managers, such as the peaks
and troughs in customer attendances and
the problems of managing queues, and is
particularly concerned with management of
the service encounters, which are at the heart
of many service offerings. Human resource
management is the third function of manage-
ment; it connects closely with service quality
and frequently demonstrates the strategic
advantage associated with delivering quality
through the best use of staff and their qualities
and competencies.
3. Developments in the leisure and tourism
industry and its external environment are also
adding to the increased importance of service
quality and formal approaches to its manage-
ment. The contribution of formal awards
and initiatives, such as Quest, Charter Mark
and Investors in People, is one aspect. The
pronouncements by the Tourism Minister,
Kim Howells, in June 2001, about the need
to raise standards in UK hotels, is another.
4. Managing service quality in leisure
and tourism requires a distinctive approach
because of the nature of the leisure and tour-
ism product. It is no different from service
quality in any other service industry in that
the tools and techniques of quality manage-
ment apply. It is no different in that its ability
to identify, and to consistently meet, its cus-
tomers’ requirements will determine the level
of service quality and the very success and
long-term survival of the organization. It is
no different in that the ethos, philosophy and
culture of the organization will have a direct
bearing on the attitudes, willingness and
capability of its staff to deliver service quality.
Where leisure and tourism management are
different in the challenges that face them in
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their management of service quality is in the
nature of the service (and product) and way it
is managed. It is a service in which its core is
based on an experience and the success of the
service is determined by the enhancement of
that experience and the emotional responses
of the individual to the attributes of the service
offering. The service offering is a complex mix
of attributes and quality dimensions, includ-
ing contextual, human, social, environmental
and physical factors, with the interaction
between customers and staff and the frequent
role of the customer in the service encounter
providing distinctive characteristics.
5. The service encounter, and how it is
managed and perceived, is at the core of the
management of service quality. The service
encounter helps to define the outcomes and
the benefits of the leisure and tourism experi-
ence, which are concerned with the well-being
(physical, mental and spiritual) of the individ-
ual as well as the intrinsic enjoyment and
satisfaction with the experience itself.
6. Formal methods and approaches provide
organizations with the opportunity to prog-
ress beyond the serendipitous circumstances
that have sometimes determined industry and
product developments in the past. The final
part of the book is particularly concerned with
these aspects and is a contribution to the more
systematic and rigorous approach required by
the dynamics of the contemporary leisure and
tourism industry.
7. Yet, finally, the essence of the book is
the attempt to marry the use of tools and
techniques, and systems-based approaches,
with the more philosophical aspects of quality
management and, in particular, the knowl-
edge and understanding of the experiential
properties of the leisure and tourism product.

The first part of the book examined the
background to the service encounter and
the conceptual framework for developing an
understanding of the consumer perspective
to service quality in a leisure and tourism
context. This was necessary in order to con-
textualize the application of quality methods
and approaches, including the stages of
design, assurance and total quality and con-
tinuous improvement in the service concept,
the service standards and their delivery. The

second part related this conceptual frame-
work to the formulation of the product and the
service and, in particular, demonstrated how
an important aspect of service quality is
the way in which both the process and the
tangible product are designed and improved
organizationally. The final part incorporated
the more established aspects of service quality
and quality management but also showed
how their application to leisure and tourism
management is shaped and enhanced by
knowledge and understanding of the com-
ponents of Parts 1 and 2. Achieving service
quality included the methods of evaluating
customer satisfaction in what is essentially a
very subjective consumer experience as well
as applying the more mechanistic elements
of systems, quality tools and awards to such
uncertainties. Finally, the contribution of
organizational culture and the management
of the human resource to the service encoun-
ter and the consumption experience are
particularly significant and return us to the
opening chapters of the book on the integrity
of the leisure and tourism product and service
and its evolving nature.

In our treatment of this relatively new
topic, we have attempted to synthesize the
concepts, theories and principles of consumer
and management-based studies with the
consumer process and the experiential
properties of the leisure and tourism product
as the central thrust. Through this synthesis,
some key issues and questions are raised:

• How will organizations continue to
achieve a competitive edge in what
is a very dynamic and competitive
industry?

• To what extent will the tourism sector
be able to produce new concepts and
destinations and the leisure sector
continue to redesign and tweak existing
concepts and products?

• Will the integrated approach to develop-
ing and designing products and services
become more evident?

• Will techniques such as service blue-
printing and quality function deploy-
ment be more commonly applied to
the appraisal of existing systems and
processes?
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• Will the industry develop and imple-
ment more specific and tailor-made
awards and methods, like Quest, which
embrace the distinctive nature of the
industry and its products encapsulated
in its consumption experience and
involvement of the consumer in so many
contexts?

• How symbiotic will the relationship be
between service quality and progress in
sustainability and environmentalism?

• Will the present emphasis on facilities
and sites be more widely applied to town

and city environs with greater use made
of the term ‘servicescape’?

• Will advances in technology create
more standardized and impersonal
experiences and processes or will the
interaction between staff and customers
continue to be pivotal to many
organizations?

The topic of service quality in leisure and
tourism is continuing to develop and this
book is an attempt to contribute to this
emergent subject.
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