
 

References: 
Gronroos, C. (2007): Service Marketing and Management. Customer Management in Service Competition. West Sussex: John Wiley & Sons. 
Parasuraman, A.; Zeithaml, V.A.; Berry, L.L. (1985): A Conceptual Model of Service Quality and Its Implications for Future Research. Journal of Marketing Vol. 49 Issue 4, pp. 41-50. 

 

ORGANIZATIONAL SERVICE QUALITY GAPS 
EVALUATION 
 

Wieslaw Urban 
Bialystok Technical University 
Faculty of Management 

 
 
Introduction 
In the growing service sector there is still the most problematic 
challenge how to deal with service quality. Quality is one of the most 
expected by customers, aspects of almost all service products. High 
and unique quality is a way to win customers and make them loyal for 
a long time. Management literature proposes many concepts and 
approaches concerning how to deal with service quality. There are 
also many different concepts how the notion “service quality” should 
be understood. One that contains both is the service quality gaps 
concept. 
 
Objectives 
The study takes into consideration the problem of organizational 
service quality gaps where quality losses, inside organizations, take 
place. The main purpose of this study is to evaluate organizational 
service quality gaps by a survey in an enterprises’ sample and by 
detailed case study analysis. The next aim is to assess how important 
the quality gaps are for service firms. If they had a significant 
relationship with key business performances it would prove their 
importance as a management tool in service organizations. 
The case studies are able to show if in a service organization there is 
possible to identify only four organizational gaps proposed by 
Parasuraman, Zeithaml and Berrey (PZB) (1985) or more, detailed, 
specific for particular organizations. All of these allow for the author to 
propose, taking advantages from the wide quality management 
literature output, a few basic suggestions and ideas concerning how to 
deal with quality gaps. Even though the idea of service quality gaps 
was proposed rather long time ago, recently it has had few 
continuators; and there are still lack of application tools which taking 
full advantage of it. Thus it is considered that the research 
achievement and final conclusions might be valuable also from 
practical point of view. 
 
Method 
The main role in the research process plays two methods: 
questionnaires survey and case study. The random sample of 230 
service enterprises was surveyed; all of them are localized in the 
northern-eastern and central part of Poland (three regions). The 
correlation method and structural equations were employed to data 
analysis. For two firms from IT service sector and education sector a 
case study analysis from the point of view of service quality gap 
identification was conducted. 
 
Main research achievements 
In the investigation process it was asked how managers assess 
variables which constituted quality gaps. The gaps were counted by 
subtracting the received score from the maximum score (5). The 
results are shown in the chart below. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The size of quality gaps 
 
Gap 1 means the difference between customers’ expectations and 
managers’ perception of customers’ expectations. Gap 2 – it is the gap 

between managers’ perception of customers’ expectations and service 
specifications. Gap 3 – the discrepancy between service specifications 
and service performance. Gap 4 lies between external communication 
and actual service performance. In the survey process also key 
service performance variables were assessed: overall service quality 
of a firm (Qual), market share changes in the last three years 
(MarkSh), revenue profitability changes in the last three years (Prof), 
changes of customers’ satisfaction (Sat) and customers loyalty (Loy) 
also in the last three years. The result of path analysis is shown on the 
drawing below. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Path analysis results, T-Value and Significance 
 
It was predicted before the investigation that the quality gaps would 
clearly affect the overall quality of services provided by enterprises. 
Surprisingly, as it is shown, only two out of four gaps have a significant 
positive impact on the overall service quality – gap 2 and gap 4. So, 
only the larger quality gaps strictly affected the quality, but according 
to the correlation analysis others also present some kinds of 
relationships. Moreover, the overall service quality influences the key 
business performances. 
Case analysis proves that the general model of five service quality 
gaps needs to be adjusted to the particular service environment, and 
needs to be made more detailed. There is real possibility to identify 
new kinds of quality gaps across service sectors. 
 
Conclusions 
Present study confirms the Gronroos’ opinion that the gap analysis 
model should guide management in finding out where the reason (or 
reasons) for the quality problems lie and in discovering appropriate 
ways to close the gap (2007, 118). It is a useful concept that might be 
helpful in management practice. 
A special attention should be paid to problems of service specifications 
formulation. It appears as the main quality gap which firmly causes 
quality losses. Also the external communication emerges as the 
important reasons of quality losses. 
But also it should be concluded that each service organization needs 
to analyze carefully their own specific quality gaps. Then the concept 
will be really useful in management. And still there is a lack of 
guidelines dedicated exactly to quality gaps, namely how to deal with 
gaps that had been identified in an organization. The literature output 
in the field of quality management proposes a very useful solution to 
cope with the quality problems that appear in neuralgic points of 
processes. This solution is HACCP system. The quality gaps approach 
can be applied in a service organization in a similar manner like 
HACCP system in food industry.  
It the paper there is only an idea how managers might deal with 
service quality gaps taking advantage from HACCP. To achieve more 
useful and precise hints the further researches are required. 

Gap 1 MarkSh

Gap 2

Gap 3

Gap 4

Qual

Prof

Sat

Loy

2.97 p=.003

2.97 p=.003

2.89 p=.004

2.94 p=.003

-.85 p-NS

2.12 p=.034

-1.05 p-NS

2.51 p=.012

1,12
1,00

1,68

0,76

1,11

0,00
0,20
0,40
0,60
0,80
1,00
1,20
1,40
1,60
1,80

Average of
gaps

Gap 1 Gap 2 Gap 3 Gap 4



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveEPSInfo true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputCondition ()
  /PDFXRegistryName (http://www.color.org)
  /PDFXTrapped /Unknown

  /Description <<
    /ENU (Use these settings to create PDF documents with higher image resolution for high quality pre-press printing. The PDF documents can be opened with Acrobat and Reader 5.0 and later. These settings require font embedding.)
    /JPN <FEFF3053306e8a2d5b9a306f30019ad889e350cf5ea6753b50cf3092542b308030d730ea30d730ec30b9537052377528306e00200050004400460020658766f830924f5c62103059308b3068304d306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103057305f00200050004400460020658766f8306f0020004100630072006f0062006100740020304a30883073002000520065006100640065007200200035002e003000204ee5964d30678868793a3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /FRA <>
    /DEU <>
    /PTB <>
    /DAN <>
    /NLD <>
    /ESP <>
    /SUO <>
    /ITA <>
    /NOR <>
    /SVE <>







    /HEB (Use these settings to create PDF documents with higher image resolution for high quality pre-press printing. The PDF documents can be opened with Acrobat and Reader 5.0 and later. These settings require font embedding.)
  >>
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


