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Gap 4: Actual Service Delivery versus What the Firm Communi-
cates It Delivers
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e restaurant, it has slloved the pickip busingss to grow more (hrough sword-
of -month and in-store signage. Oulback has not et any unrealisic expectations
oot it curbside akeout via s marketing communications.

Gap 5: Perceived Service by Customers versus Actual Customer
Expectations of Service.
Finaly, iap 5 represents the core s of expectations versus pereeptions and i the
only gop thatcceus exclusively i the customer's space. This is the gap between
e service  customer expeets o eceive and the customer's percepions af the level
of service actually rceived. The score for his gap, which can be positive o nega-
live is the manifestaion of 2 frm's customer cxpectations management Salcsy.
nd the efficacy of it service delvery system
Tor Outback Steakhonse, 28 el a3 most ofher
fim, hese scores ae 3 direct flow-Shznagh it
customer satisfaction measurerent Cceasionally
Sier eting at Outback, you might gt o specal
ecipt that has  toll ree number o cal 3t Out-
backc to answer » e telephone questionnuire
about your service encounier. Outback might
offr scme fre oo for completing the survey by
providing you with an activation number. Almest
ahvays such survey resarch effrts ax alaned at
casuring imporiance. seores. (how important
irious aspects of  service ar fo fhe ctomer)
versus actual perfarmance scores (how well did
e dor o delivering sginst hese serice aspects
during yous st service encounter with us).
1o provide an example of Gap 5 in pracic,
Dibit 13 Tisks 14 hypotheticl atributes that
& estsurant like Outhack might consider for
malysis i terms of customer perceptions of
Inei importance and Outback’s performance.
Then, Exhiit 1310 porirays a matrx based ona
bpoihetical snalyss of importinc vers per-
formance data for thove 14 attributes, shovwing
reas whers the resaurant can e in service
Emprovement, arcas where it peeds o simply
ke up the curent sesvice, axeas o ow priorty

foratention, and areas where 100 much empha-
s s beimg placed o service aspects. One other
smalyss could be easily added—<ompariive
matrices for several of Outback's coscst com
peiiors s the chuin can easly 50 osw wel he
compestion is doing, in delvering guinst the
Same atrbutes. Such analytical spproaches are
invalusble i allowing marketing mamgers to
Know how t best invest i servie quality:
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Gap Analysis

Reviews the Gap Model of Service Quality, prosented in Exhibit 136, The basis of
the gap model i the identficution and messurvment of ifferencis i foe hey
amss of the service deivery process. Natice how the mode! s divided by 2 hor
7umtal line,with the area below the line representing f provicer < of the s
vice cncounter and fhe axea abave the lie representing (he cuetomer side. For
maskeing managers, ongaing wse of he gap mdel to dentfy emerging prob.
e inservice dlivery is an imporiant sy tocrsure Servicequaly.

Lt ke a closer Ioak at el o the gaps. To llstrat the poncer of fhe analy-
s, e will develop 4 Seeaded example invelving Outback Steakhoose: From «
sutface viewpoint, most people might sssume tht (e founders f Outback.the
oriinal restaurant was in Tamp, Floruda. bl their diferentiation primotly
on the Austzalian theme and sty porcions a maderstsprices. Howcrer, fhat is
orly partof their original success formvala. Trom the beinning, Ouéoack ound
s el havily o ls service delivery system fo set it 3part ronm ofh mic-
priced, family-siyle eestaurants. Their scccs is sndeniable, it Cutbark s
consisently leading helr segment of the indsiry in customer turs per fable,
Revenie and profit per square foot, and the all mportant mctrics of Cadiames
saifecton. Using 2 service-proft chain approach fo the business, Orutback «

TR

367




image2.jpg
- Gap Model of Service Quality
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founders focused srongly on is people, assusing that every store mansger is &
propricto/wnes of he business. Servers, sven callge students, fnd 1o stay
mich longer than the industry average dus fo bigher tips generated by mare
rapid table tamover®

Gap 1: Management's Perceptions of Customer Service Expec-
tations versus Actual Customer Expectations of Service
I Chapter 5 you leamed abaut he importance of angoin, well-executed mar-
et rscareh o provide input for marketing mansgement decision making. Cag.
1is where s lack of e right customer data can wreek hvoc on service delvery
Unlortunately, frms all too ofte make unlounded sssumptions about castom
needs and transate S into product offerings. Then mansge-
ment is surprised when new products (3l o customers begin t Switch o other
providers

Outhack Steakhose s am esrly leader in praviding converient phore ahead
curbside servicelor customer pickup Alfrsgh it vasies by locaton, orme sloss
0 05 much s 15 to 20 percent o theie revenue in customer takeaot. Ths is spe
cially proftable because it ies ltle extra server labor to 6l these pickup
orders. How did Outback know 0 add this new servie? Not sarprisingly it was
through markel research in the 19905 that showed customers were fncressingly
isappointed with fraditonal fast-food drive-throughs and were willng to pay
more for a qualiy convenient meal hey could exjoy at home. Canvenience andd
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time uility are two major drivers of busy yourg professional families taday, which
o happersfo e Qutback's primary tarpel marice.

Gap 2: Management's Perceptions of Customer Service Expecta-
tions versus the Actual Service Quality Specifications Developed
0 Gur 2, management may or may not aceurately percive sctual customer expec-
ations of service, but regardless balds an aspect of the servce dlivery yoven
it does ot e customer wants and needs. A perfuct exemple of this world
e it Outbick had desigoe its curbside carmyont system diflerety. Cantomers
sbling taout afte work do nat wanl 10 park, g0t it of the car, and go into
herestaurant 10 pick up the foor Almost sl o Ontbacke compettors orygally
esigned takcous that way: by designing, the System s a curbsice pckup in ront
o thestore, Outback nof Orly accusately es customer xpectations of service bt
o designes service delvery speciicaions fo mutch,

Gap 3: Actual Service Quality Specifications versus Actual Ser-

ice Delivery
Interestingly, unlike the previous o gaps this ome has 0 element of pereep.
o this gap sty asks whether the servic s provide n he manier intence
A6 S0t hen Lhere . negtive gap ot Gap i nessly aways points o mange
et s employes simply not et he o done. This coull e o <o
periarmanca standarde, poor i, or eHectve monitring by manszenen.
Like many e, Orioack uses teamavork 1o enbance is service desvery sys-
e Ever notice that more fhan one person makes contast it you al your fale,
ks ko you s doing, brings food or dink, and <o orth? T make the curbside
Pickup system work ke cockowork, canployees from the phone anderaker 1o he
okt carramner must be sy, cars back op,ernployees ar raned .20
dow he fine 1o make cantact, provide estimated emining wai s, and e
hundle payment so that sehen the 1bad does <ome out e wustommer can mmc
diatly depart You may wat s while o et yous table at an Uulbsck elaurant
ot pedk evering (it 3 ice might you can st autside and sip 1 everage), but
once o' seate the starant s geressive standares for wait ves or g
ting yous mealatthe table. When these wait imes are significantly excceded, the
ersployees are rsined 10 spologize, o ofce ame excuses, and hen ofer ome-
thung xtza ke 2 roe dessert o  coupon 0. free Bloomie Onion next e
TR process s e Servics recovery und i sccuslly @ very sirtegic sspect
of marketing management. Much reseaech in services marketing has shown hat
Sorvics failure, b properl hundled thevugh service secovery, does not nec-
cssarly impact customer satistacion, loyalty, o relention unless service uluces
o babitos] # A1l frms conploying service s @ masketing stategy most plan
shesd for the cventuality of servics faares nd rsin smpligess 10 (ropery exc.
Sometimes  servic e con e uite severe, 23 e s in Py O
ehen JetBlue Airways found e he victim of s sjor winter st st Nev York's
K sipst Word uickly <presd vis mecia stories, biogs, and wrord-ol-mosh (a1
mang Rundreds of JeBln passengers were Lt stranded on sirplanes that had
palled away from thir gates but vere not alloed 1 take oif o retar 0 the gate
for up 10 12 hours. By the nest day, then CEO David Neclernan i decled put.
Ly that the airine i sulecec 20 operational it 3nd Il & s o bl
deccians commponnded with an sy b sitation o ke ey worse
L servics secovery even possie gven he magnituc ot the service (3 11
Jelacs customers experinc st TTK? Nocleaun cectinly can't be fuled for
Ick of rying Immediatly i he incident hesent ut an apology leter slectron-
el toevery customes i fhe ompany’s datbuse, Backed up by a video mesage
‘st o the company Web e, L1 s lonrec oy 2 news e Aiways Cue-
Somer Bl of Rights, which recsved prs for being sty Jading, Neclenman's
st snt the il o ights ave presenied in ExALbis 137 and 138, Apparently
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Discuss the Gap Model of Service Quality found on page 368 of your textbook. Discuss how you had a 


personal experience with a Service gap and how was the service gap Closed (or not closed)? 
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