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”. Bases of Competition

* Price

» But, most firms don’t want to compete
solely on price

» Non-price bases of competition
* Quality

» Branding and differentiation
» Which include quality

» But, what is quality?
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Definitions, Definitions, Definitions

TABLE 1
Definitions Used in the Integrative Quality Framework

Quality

1. Qually is a sel of three distinct states of an offering's altributes’ relatve performance generaled while producing,
experiencing, and evaluating the offering

2. Offerings are preducts, senvices, or a combination of both.

3. Attnbutes are corrponents, properties, or features that comprise an ofering

4. Altnbute charactenstics
*Parformance is the extent or leved of an attribute’s funcsonality,
*Reliabiity is the prebability of an atiritute performing at its intended lavel of functonality.

The Quality Production Process
1. The qually production process occurs when firms use attribute design and process design specifications to convert their
resource inputs and those from cusiomers into preduced atiibutes.
2. Within this process, the state of produced atinibue quaity is an offering’s procuced attnbute performance relative 1o the
fir's attribute design specification.
Altribule design specties the rescurce Inputs (from firms, customers, or both), attricute performance, and attridute rela-
bility that an offering must delver
Process design implements the atribute design by specilying how resource inguts are converied into produced atinbules.
3. Qualy contro! methods consist of a set of procedures for monitoring produced attribute quality and maintaining or improving
the process design specifications.
«Offine methods use experiments and simulations to improve produced atiribute quality through changes in process
design.
+Oniine methods monitor produced attibute qualty and make necessary adustments 10 the production process while It is
in progress.,
«[nspection methods measure rescurce inpuls o produced atlritutes and reject those that do not meet specthications.
4. Rescurce inputs are the material and human resources used to genarate produced attributes. Matenal resources inchade
raw materals and intermediate offerings provided by the firm's supplers. Human resources include physical laber,
knowledge and insights providad by the firm's employeas, suppliers, and, in cases of co-production, its cusiomars,

The Quality Experience Process

1. The quallty expernance process occurs when firms (alone or with customers) delver altributes 1or customers to expearience
and customers perceive these attributes through the lens of their measuremant knowledge and motivation, emotions, and
axpeciations.

2. Within this process, the state of expenanced attnbute qualy is an offaring's delivered attritute performance relative 10 a
customer's ‘ideal’ expactation.

3. Attnbute types
*Universal altnbutes are thosa 1or which customer preférences &re homogenecus 8nd measurement (S unamoiguous.
Prefarence altributes are those 1or which cusiomer prederences are hetercgenecus and measurement is uNambiguous.
“ldiasyncranc attributes are thase for which customer preferences are heterogensous and measurement is ambiguous.

4. Measurement knowiedge is the customer's ability 10 assess atinbute pedformance with minimal tias and vanance relative
to mare objective measures,

5. Measurement motivation is te customer's desive 10 assess altiibule parformance with minimal bias and variance relative
o more objective measures,

6. Emotion is the set of lealings evokead in customers during the quakly experience process.

The Quality Evaluation Process

1. The qually evaluaton process cocurs when customers compare an offerng's perceived aftricutes with ther expectations
1o form summary judgments of quality and then satistaction.

2. Within this process, the state of evaliated aggregate qualty is the aggregation across attributes of an offering's perceived
attribute performance relative 1o a customer's ideal’ expectation.

3. Expectations are attribute performance reference levels a customer uses when percerving and evaluating individual
attricutes.

Wi expectations are the atribute parformance leveis & customer predicts or befiaves an offering is paing 1o deliver.
+Ideal’ expectatons are the atiricute performance levels that refiect a customer’s kleal preferences acress all offenings in
a category.

+'Should’ expectations are the attribute parfarmance levels a customer telieves competing oftenngs in a category cught 1o
dediver.

4, Expectation uwncertainty is the vanance 0 a customar's expecsabon of an attribute's performance. Each type of expectations
has a coresponding uncertainty: ‘will’ uncartainty, ‘ideal” uncertainty, and ‘should” uncedainty.

5. Accumulared information consists of stared customer knowledge accrued from a customers own experiences, oter
customers’ expeniences, firm strategies (e.p., customer refationship and brand strategies), meda roports, and quality
Signals associated with each attribute.

6. Qualty disconfirmation is the aggregation across atinbutes of an offenng’s perceived attrbute performance retative to a
customer’s ‘shoud' expactation.

7. Custorner satisfaction is & postconsumption judgment that compares an offering's evaluated aggregate quality with its Qua"ty | Golder
guakty disconfimation.




The Comprehensive Quality Framework

~ FIGURE 2
Details of Integrative Quality Framework?
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Point 1: Quality is difficult to

define and measure

Merriam-

A dictionary definition of quality is how good
Webster

or bad something is (Merriam-Webster)
- But, who determines what performance level is good
or bad?

* Our customer-based definition of quality is

perceived performance relative to each ,fx i'f{ 11.3:,[ lf'i. : S'W%
customer’s ideal preference e
* Perceived performance is often different from

delivered performance

- The same product often has different quality for
different customers because of different preferences
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Point 2: The type of attribute

matters (a lot!)

Customer Preference

Heterogeneous Homogeneous
n ” Attribute Type: Attribute Type:

= Preference Attributes Universal Attributes

& |, .
P r=) Airline example: Airline example:
S 2 Arrival and departure times, meal Flight delay incidence, legroom, seat
K= = cuisine type, cabin temperature, width, cabin noise, flight attendant
0 = location of exits and lavatories, response time, airline safety record,
e seating configuration, seat material baggage handling time, baggage
< (cloth or leather). mishandling rate.
=
@

Attribute Type:
Idiosyncratic Attributes Higher-level construals (e.g.,
helpfulness) of multiple
Airline Example: attributes. See the Quality

Argihedics of an atcline lounge, Experience Process section for
physical appearance of agents and R : : .
a discussion of this point.

flight attendants, interactions with
fellow passengers.
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Point 3: Which metric is better—

quality or customer satisfaction? g a4

» Customer satisfaction is a comprehensive
post-consumption judgment reflecting
perceived performance, a customer’s ideal
preferences, and his/her expectations about
what performance “should” be delivered

- Both quality and customer satisfaction can be
influenced by many factors besides delivered
attribute performance ® =

@( | _\l@
CUSTOMER

@ SATISFACTION Quality | Golder




Strategies to Improve Quality and

Customer Satisfaction (most have
Tuck hothing to do with the product or service itself)

FIGURE 3
Strategies to Improve Customer Satisfactiona
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Strategies in the quality experience process

Strategies in the quality evaluation process

Strategies in the quality production process
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Conclusion

» Our paper provides a comprehensive,
integrative perspective on quality

 Quality is difficult to define and measure
- Should it be defined by “experts” or customers?

» The type of attribute matters (a lot!)

- Many attributes important to customers...

- Are not valued equally by all customers

«  Cannot be measured with mechanical instruments,
but require consumer surveys to measure

»  Which metric is better—quality or customer
satisfaction? Quaity | Galdr



