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Abstract  
In recent years, service organizations have had to increase the number of 

offerings they provide. These organizations face difficulties in changing their 

internal processes to provide high-quality offerings. With the increase in 

demand for delivered services and competitive organizations from low-cost 

countries, service organizations currently face several issues. Today’s service 

organizations combine products and services into a solution to improve their 

competitiveness. These organizations experience changes in customer 

expectations depending on what they offer. That is, expectations, demands, and 

wishes change depending on the offering that a customer uses. Thus, service 

organizations need to know how expectations for quality change based on 

offerings and how they can work to change certain emphasized quality aspects. 

Hence, the aim of this licentiate thesis is to contribute to the knowledge of how 

to manage quality in a service context. 

This licentiate thesis is based on three different studies. One study is based on a 

number of self-assessment studies conducted at 138 Swedish service 

organizations using a total of more than 5,000 respondents. In the second study, 

data was collected over a five-year period through a literature review, 

interviews, a document study, and observations to capture the quality profile and 

associated interventions. The second study was conducted in a service 

organization in the public transportation industry. In the third study, a literature 

review was performed to provide theoretical propositions for developing a 

conceptual model. The conceptual model was built on theories from product 

quality, service quality, service logic, and solutions.  

The findings revealed that a service organization could change the performance 

level of a quality principle if the correct interventions are used. Furthermore, a 

service organization immature in quality management emphasizes one or two 

quality principles and, after the initial phase focuses on other principles as well. 

Therefore, if a service organization wants to change its quality profile pattern, it 

must change its emphasis on certain norms and principles. A further finding is 

the proposed solution’s quality concept and its six quality dimensions: (i) 

reliability, (ii) flexibility, (iii) consistency, (iv) empathy, (v) approachability, 

and (vi) tangibility. Furthermore, a model connecting the empirical findings in a 

quality concepts model is proposed. This model shows that the need exists to 
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change work activities if the service organization changes strategic direction, 

that is, changes the number of offerings offered. 
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Sammanfattning  
Under senare år har svenska tjänsteorganisationer ökat bredden av erbjudanden 

till sina kunder. En del av dessa organisationer har svårigheter med att ändra 

sina interna processer för att kunna leverera hög kvalitet på hela bredden av 

erbjudanden, som produkter, tjänst och helhetslösning. Med ökade krav på 

tjänster och konkurrens från lågkostnadsländer, står tjänsteorganisationer för 

närvarande inför flera utmaningar. Många av dagens tjänsteorganisationer, 

exempelvis tillverkningsföretag, kombinerar produkter och tjänster i så kallade 

lösningar för att förbättra sin konkurrenskraft. Dessa organisationer upplever 

förändringar i kundernas förväntningar beroende på vad de erbjuder. Det vill 

säga förväntningar, krav och önskemål förändras beroende på vilket erbjudande 

som kunden använder. Således behöver tjänsteorganisationerna veta hur 

förväntningar på kvalitet förändras utifrån erbjudande och hur de kan arbeta med 

att förbättra de dimensioner av kvalitet som är viktiga för kunden. Därmed är 

syftet med denna licentiatavhandling att bidra till kunskapen om hur 

organisationer kan styra sitt kvalitetsarbete på strategisk nivå i en tjänstekontext. 

Denna licentiatavhandling bygger på tre olika studier. En av studierna är baserad 

på ett antal självutvärderingsstudier genomförda vid 138 svenska tjänste-

organisationer. Den andra studiens material samlades in under en femårsperiod 

genom en litteraturstudie, intervjuer, dokumentstudier och observationer för att 

fånga organisationens kvalitetsprofil. Denna studie genomfördes i en 

tjänsteorganisation inom kollektivtrafiken. Under den tredje studien 

genomfördes en litteraturstudie för att ta fram en konceptuell modell för vad 

kvalitet är på en lösning. Den konceptuella modellen byggdes på teorier från 

produktkvalitet, tjänstekvalitet, tjänstelogik och helhetslösningar. 

Resultaten visar att en tjänsteorganisation kan ändra prestation på en 

kvalitetsprincip om rätt åtgärder används. En tjänsteorganisation som är omogen 

inom kvalitetsstyrning fokuserar på en eller två kvalitetsprinciper. Först efter 

den inledande fasen fokuserar organisationen på ytterligare principer. För att 

tjänsteorganisationen ska kunna ändra utseende på sin kvalitetsprofil måste den 

aktivt arbeta med att ändra kvalitetsprincip i fokus. Ett ytterligare resultat är den 

konceptuella modellen över helhetslösningskvalitet och dess sex dimensioner: 

(i) tillförlitlighet, (ii) flexibilitet, (iii) överensstämmande, (iv) empati (v) 

tillgänglighet, och (vi) påtaglighet. Dessutom presenteras en modell som visar 
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att behovet finns att byta arbetsuppgifter och åtgärder om tjänsteorganisationen 

ändrar strategisk inriktning, det vill säga ändrar antalet erbjudanden. 
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1 Introduction 

Improving quality from the customers’ perspective is an ongoing issue for all 

types of service organizations. When quality is seen from the customer’s 

perspective, it can be defined as “meeting or exceeding customers’ 

expectations” (Reeves and Bednar, 1994). This perspective of quality makes 

quality subjective. In other words, expectations, demands, and wishes change 

depending on the offering used by the customer, thus leading to further 

interesting aspects, such as how service organizations can change their emphasis 

to become more focused on the quality of what they offer and how the quality 

concept can be described depending on a service organization’s offerings. The 

following section presents two empirical illustrations of these aspects to set the 

scene for this licentiate thesis.  

A current illustration described in the media is the so-called pin-chase within the 

Swedish police, where only the number of crimes reported and solved matters. 

Therefore, the police focus on the number of solved crimes. Consequently, a 

shoplifter has the same crime status as a rapist because the size or severity of the 

crime is irrelevant for the statistics (Kjöller, 2012). Therefore, the police want to 

solve as many crimes as possible and prioritize easier crimes over more time-

consuming ones (Kjöller, 2012). Two researchers from the Service Research 

Centre (CTF) in Karlstad University emphasized the importance of a focus on 

the quality of a service instead of the measures: “Good quality can easily be 

recognized but is difficult to measure” (Fransson and Quist, 2012). Furthermore, 

they concluded that quality arises primarily when focusing on the citizen, 

implying that the quality of the delivered service and the safety of the citizen 

should receive greater emphasis than solving the offense with the lightest 

character. Because the system prioritizes the results (number of solved crimes), 

it becomes focused on results, making the performance of the service secondary.  

Considering the reward system and skewed focus of this public authority, a shift 

is necessary. The organization providing the services (public as well as private) 

must ensure that the metrics used to control and improve quality measure the 

right aspects for the actual organization (Nilsson and Nilsson-Rönnqvist, 2008). 

Quality management is a feature that can achieve this necessary shift from result 

orientation to process orientation through which the interaction between the 
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organization and the customer is vital. When focus changes to organizational 

processes and interactions with external partners, the quality of the delivered 

service or product will likely increase. Hence, a wider perspective than the 

number of services delivered is needed when organizations decide what to 

measure and how to achieve offerings that exceed customer expectations. 

The service sector, as well as services in traditional manufacturing 

organizations, is growing. Manufacturing organizations currently offer services 

as either add-ons to their core products or through a solution in combination 

with products (Galbraith, 2002; Oliva and Kallenberg, 2003). These solutions 

enable the manufacturing organization to increase its revenue, to be competitive 

against other organizations, and to strengthen the connection to its customer 

(Baines et al., 2009). Furthermore, they stated that many Western manufacturing 

organizations faces a threat from countries able to sell cheap products. A 

western manufacturing organization that cannot offer the same or lower price for 

its products must offer something more. Therefore, offering a combination of 

products and services as a solution can enable an organization to compete 

through customer relationships and unique knowledge of both the sold solution 

and customers’ internal processes. A solution that is customized to fit actual 

customer needs makes a long-term relationship easier to develop and enables 

profits to be earned from not only the product but also the services delivered 

over time. This change is both internal and external for an organization willing 

to make such a service transition (Oliva and Kallenberg, 2003). Many 

manufacturing organizations face challenges when interpreting quality in the 

context of solutions.  

From the two illustrations of different service organizations previously 

exemplified, some issues related to quality in a service context are highlighted.  

 The change in perspective depending on the service organization offering; 

 The ability to change organizational processes to reflect the change in 

offerings; 

 Work with and evolvement of quality to meet customers’ changing needs; 

and, 

 The measurement’s ability to provide information that improves the 

quality of the delivered offering. 

This thesis investigates the quality concept in different service contexts, which is 

viewed as an overall concept for service organizations, including pure service 
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organizations, manufacturing organizations offering services and solutions, and 

public authorities. The thesis explores the development in working with quality 

management and its ability to change over time in pure service organizations. In 

addition, this thesis focuses on manufacturing organizations that offer services 

and solutions. In this setting, the quality concept is investigated to determine 

how it can be interpreted based on what the manufacturing organization offers. 

The concept of solution quality, its quality dimensions, and a model to manage 

quality in different service contexts are presented. 

1.1 Quality management in service organizations 
During decades, quality management has been emphasized in, first, 

manufacturing organizations and, thereafter, pure service organizations. 

Different quality management programs underline diverse quality principles 

(see, for instance, Lean production, Six Sigma, and TQM), and many service 

organizations find themselves in a situation of having to select a program. 

Instead, an alternative way to use these quality management programs is to 

review the quality profile of the organization. This quality profile consists of 

quality principles believed to be norms for the organization related to how it 

views quality management. For instance, these quality principles include 

customer focus, continuous improvement, teamwork, and other aspects related 

to quality management and its improvement (Dean Jr. and Bowen, 1994). 

Together, the quality principles can build a pattern of quality principles that the 

organization emphasizes when working with quality management. This 

licentiate thesis calls this pattern of quality principles a quality profile. Hence, 

changing one of the quality principles alters the quality profile pattern. 

Operative activities called interventions (such as cross-functional teams) are 

used to achieve a change in specific quality principles. For a service 

organization that focuses on internal processes and employees to change and 

become more customer focused is difficult and takes time (Easton and Jarrell, 

2000). The use of quality profiles takes the focus away from the quality 

management program used and instead focuses on the organization’s internal 

needs to create better opportunities to deliver service quality.  

1.2 Quality of offerings in manufacturing organizations 
The traditional view of product quality is often related to technical terms and 

product specifications at the time of consumption. For services consisting of a 

series of processes through which production and consumption often occur 

simultaneously, other vital aspects for the organization must be considered to 
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ensure high quality (Berry et al., 1985; Grönroos, 2000). This thought is a 

concern among researchers who attempted to describe differences and 

similarities in products and services and state the consequences of these 

differences for quality (Berry et al., 1985; Edvardsson, 1997; Jr and Horne, 

1992; Reichheld and Sasser Jr., 1990).  

A manufacturing organization that starts to offer services as more than add-ons 

might need to shift its strategies because it is changing its focus from producing 

core products and services as add-ons to offering services and products 

combined in a solution. This service transition means that the focus on internal 

and often standardized processes and their trustworthiness and fulfilling 

customer requirements by delivering product quality need to change. During the 

service transition, the manufacturing organization must step into customers’ own 

processes and create customized solutions using combinations of products and 

services uniquely developed to fit a specific customer’s needs. This approach 

puts pressure on manufacturing organizations’ service quality, a topic that is 

more difficult for them to understand than the requirements for product quality 

(Zeithaml, 2009). Further, a manufacturing organization must be aware of the 

need for solution quality when it offers solutions. It then needs to change its 

organizational processes to improve not only the quality of its products but also 

the quality of the services and solutions that it offers. This change requires an 

emphasis on aspects other than it emphasized previously when it offered only 

products.  

In today’s society, a service organization – either as a public authority or as a 

manufacturing organization – must have knowledge of what it offers, including 

services, products, solutions, and the quality aspects that are vital for its 

customers. Furthermore, a service organization must improve its organizational 

processes by changing its quality principles to ensure that the right measures are 

used to meet changing customer needs.  

1.3 Aim and questions of this research 
The aim of this licentiate thesis is to contribute to the knowledge on how to 

manage quality in a service context.  

To fulfill this aim, first, an investigation is conducted into quality management 

and, in particular, the evolvement of quality profiles in service organizations. 

After this investigation, the quality of products, services, and solutions in 

manufacturing organizations is studied. Finally, this thesis discusses how these 
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different quality concepts are connected in a service context. To fulfill the aim 

and overall research interest, the following three research questions are stated. 

RQ 1: How does a quality profile, built by quality principles, look like for 

service organizations and how does the profile evolve over time? 

RQ 2: How can different interventions develop and change an existing 

quality profile?  

RQ 3: How can the quality concept of solution quality in manufacturing 

organizations be described? 

This licentiate thesis also proposes a framework that was developed to embrace 

quality in a service context. The following section outlines the different chapters 

of this thesis. 

1.4 Reader’s guide 
The following subchapter aims to present the structure of the thesis and explains 

the content of each chapter. See Figure 1, which shows the structure of the 

licentiate thesis.  

Chapter 1 

Introduction. This initial chapter consists of background to the research 

area, and the aim, the research questions, and the structure of this 

licentiate thesis. 

Chapter 2 

Theoretical framework. The second chapter presents the theoretical 

frame of reference. This chapter begins with a quality model connecting 

theories of quality management, quality profiles, and traditional quality 

concepts. The chapter ends with several theories that challenge the quality 

concept. 

Chapter 3 

Methodology. The third chapter includes descriptions and a reflection on 

the chosen research strategy and process. 

Chapter 4 

Summary appended papers. In the fourth chapter, the three appended 

papers are shortly summarized, including each paper’s aim, background, 

empirical material, main findings, and contributions. 
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Chapter 5 

Discussion. The fifth chapter discusses the results found during the 

research process and answers the research questions.  

Chapter 6 

Conclusions, contributions, and future research. The final chapter 

proposes a model that connects the aspects discussed in chapter 5. 

Furthermore, the main contributions to this licentiate thesis are described 

and topics for future research are presented. 

 

Figure 1  The structure of the licentiate thesis.  

 



Theoretical framework 

7 

 

2 Theoretical framework 

Because the objective of this licentiate thesis is to investigate the concept of 

quality in a service context, theories on quality management and service 

marketing are presented. The relationship between service marketing theories 

and the quality concept are illuminated, along with the dimensions of quality. 

First, the connection between the operative work with quality management and 

the choice of a quality concept is highlighted in a model. After the theories of 

the constructs in the model are presented, the theories challenging the view of 

quality concepts in a service context are illuminated.  

To illustrate the relationship between the operative work with quality 

management and the different quality concepts, some constructs must be 

highlighted. All of the constructs presented in the model are well known in 

theory and are defined by other researchers in different ways. However, the 

researcher views the construct quality profile a bit differently. Table 1 provides 

a brief summary of the definitions of the constructs to illuminate the views of 

these of the author of this licentiate thesis. After the model is presented and 

described, the constructs are explained more thoroughly.  

Table 1  Definition of the central constructs of the model. 

Construct Definition 

Quality 

management 

A business-level strategy with the process and content 

components that are necessary but not sufficient conditions for 

success (Lemak and Reed, 2000, p. 68).  

Principles  The norm for viewing quality management in the organization 

and its relation to customers, suppliers, and competitors (Dean 

Jr. and Bowen, 1994, p. 394). 

Practices Activities that collect information or analyze processes (Dean 

Jr. and Bowen, 1994, p. 394). 

Techniques Operative methods to make the practices effective (Dean Jr. 

and Bowen, 1994, p. 394). 

Interventions  Operative actions that support techniques and practices 

(Hackman and Wageman, 1995, pp. 312–313). 

Quality profile Quality management in an organization visualized as a pattern 

build by a set of principles.  

Product quality The extent to which a product meets and/or exceeds customers’ 

expectations (Reeves and Bednar, 1994, p. 435). 

Service quality Service quality is seen as technical (what) and functional (how) 

quality (Grönroos, 2000, pp. 63–65). 
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Table 1 shows that the model, as seen in Figure 2, consists of the different 

constructs of quality management, interventions, techniques, practices, 

principles, quality profile, and the quality concepts of product quality and 

service quality. The aim of the model is to visualize the connections among 

these constructs. Because the implementation of quality management can be 

accomplished in different ways, the overall notion of the model is to connect the 

operative work of interventions with the quality concepts (product and service 

quality).  

To start with, interventions are viewed as operative actions with the purpose of 

supporting the operational work with practices and techniques (Dean Jr. and 

Bowen, 1994; Hackman and Wageman, 1995). These operational constructs 

influence quality principles that are norms for how the service organization 

develops its relationship with customers, suppliers, and competitors (Dean Jr. 

and Bowen, 1994). In turn, these norms develop the quality profile of the service 

organization. This quality profile is illustrated as a pattern of quality principles. 

Service organizations’ most emphasized quality principle shows the best 

performance in the quality profile. Finally, the quality profile influences the 

quality concepts of product quality and service quality. The quality profile might 

have a different pattern depending on the quality concept emphasized in the 

organization. For instance, an organization’s emphasis on internal processes and 

the achievement of product requirements lead to a greater focus on product 

quality. This quality concept is then the one that the organization emphasizes. 

 

Figure 2  A model that visualizes one way of viewing quality management. 

Because the pattern of a quality profile is build by various quality principles, a 

change in the emphasized quality principle alters the quality profile. Moreover, 

when the organization changes the quality concept that it emphasizes, the 
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performance level of the principles must change to fit the new approach. 

Because the organization stresses quality principles regarding the process of 

customer interaction and the environment in which service is delivered, it 

focuses on the concept of service quality. Therefore, work reflecting a different 

quality concept takes time, and for a service organization focused on its internal 

processes and employees to change in a moment and become customer focused 

is difficult. Thus, the model steps in and visualizes for the service organization 

how these constructs can be connected to one another from the operative work 

through interventions up to the choice of quality concept.  

2.1 What is quality management? 
In 1948 and 1949, several organizations in Japan realized that improvement in 

quality also yields improvements in productivity and, thereby, increases in 

revenue (Deming, 2000). Managers within these organizations had heard of the 

work led by W. Shewhart at Bell Industries on reducing variations in 

manufacturing processes (Deming, 2000). Managers in Japanese organizations 

were excited by the results that showed that reducing variations in processes 

reduces costs and improves productivity (Hackman and Wageman, 1995), which 

made them willing to learn more about quality management.  

But what is quality? Quality of goods produced and consumed during diverse 

occasions is usually related to technical aspects such as performance and 

robustness (Garvin, 1987). In contrast, services have a number of processes that 

are often linked between production and consumption, and their quality is often 

referred to what customers perceive (Grönroos, 2000). Over the years, many 

researchers defined quality (see, for example, Bergman and Klefsjö, 2004; 

Deming, 2000; Grönroos, 2000; Juran, 2000; Oakland, 1995; Reeves and 

Bednar, 1994). 

All of these definitions have one thing in common: the customers of the 

products or services. They all agree that the most important factor for quality is 

meeting customer expectations, indicating that the service organization needs to 

know its customer and what he or she wants and that, to meet customer needs, 

the organization must know its own processes and what it is capable of 

producing (Bergman and Klefsjö, 2004; Deming, 2000; Juran, 2000). Then, to 

satisfy the customer, the service organization must improve its processes and all 

employees and managers need to work toward the same goal/strategy to be able 

to meet these expectations, which is the underlying purpose of quality 

management. Lemak and Reed (2000, p. 68) defined quality management as: 
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“A business-level strategy with components of process and 

content that are necessary but not sufficient conditions for 

success.“ 

As is shown, the processes and the content of the strategy of service 

organizations are important and vital for an organization that desires to be 

customer focused. Hackman and Wageman (1995) suggested that quality 

management is built on the fundamental assumptions of quality, people, 

organizations, and management. Dean Jr. and Bowen (1994) viewed the 

underlying assumptions as a set of principles of customer focus, continuous 

improvement, and teamwork. These principles are viewed as norms for how to 

view an organization and its relationship with customers, competitors, and 

suppliers. To make the implementation of these principles possible, practices 

such as analyzing processes exist to support them. In turn, these practices are 

supported by a wide array of techniques that make them effective (Dean Jr. and 

Bowen, 1994).  What here is seen as principles, other researchers refer to as core 

values, factors, and key principles (Hackman and Wageman, 1995; Hellsten and 

Klefsjö, 2000; Wiele and Brown, 2002). Hackman and Wageman (1995), which 

describe interventions as activities supporting the principles, presented five 

interventions that according to them summarizes the core of quality 

management: (i) explicit identification and measurement of customer 

requirements, (ii) creation of supplier partnerships, (iii) use of cross-functional 

teams to identify and solve quality problems, (iv) use of scientific methods to 

monitor performance and to identify points of high leverage for performance 

improvement, and (v) use of process-management heuristics to enhance team 

effectiveness.  

The implementation of quality management is a well-investigated research 

interest; however, no unified view exists to ensure a successful implementation 

in a service organization. In a study of 44 firms, Easton and Jarrell (2000) found 

that the organizations that most succeeded with their quality management 

implementation started to focus on training and management involvement. Other 

researchers emphasized the importance of management involvement (Ahire and 

O’Shaughnessy, 1998; Winter, 2000; Dahlgaard et al., 2005). Thus, successful 

quality management is achieved not only through the involvement and support 

from managers of the organization. Many different principles during the 

implementation are needed, such as, for instance, continuous improvement, 

process orientation, and customer orientation, among others (Ahire et al., 1996; 
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Bergman and Klefsjö, 2004; Gustafsson et al., 2003; Sousa and Voss, 2002). In 

fact, most organizations starting with the implementation of quality management 

accomplish nothing during their quality management journey or come to a halt 

(Ahire, 1996). Weick (2000) meant that those with a focus on the “total” in total 

quality are unlikely to achieve total quality, in contrast to those that focus on, for 

instance, internal processes and ongoing, developmental, or progressive quality.   

Because a service organization has many different quality management 

programs from which to choose (see, for example, Lean production, Six Sigma, 

TQM, and others), it finds itself in a situation in which it must choose the 

program that suits it best. Instead, the service organization should use the best 

techniques from each quality management program that are suitable to its 

internal problems and visualize the program in a manner that is understandable 

for employees, managers, and customers. 

2.2 A quality profile 
The term quality profile has been used in various ways for more than 40 years. 

In the late 1960s, the quality profile was used in psychiatry to measure the 

quality of voices and emotions (Costanzo et al., 1969). Zusman (1972) used the 

term in a service context when operationalizing a service quality profile as an 

agency’s scores on a number of dimensions. The quality profile has also been 

used in a health care service context to assure quality in rehabilitation conditions 

(Farin et al., 2004). Farin et al. (2004) proposed the quality profile to consist of 

four different principles. Edvardsson et al. (1997) explored the relationship 

between a psychosocial work environment and internal service quality and used 

the concept of a quality profile. In this study, the quality profile was based on 

SERVQUAL (see, for instance, Parasuraman et al., 1988) and included 

dimensions such as public image, reliability, responsiveness, confidence, 

sensitivity, and empathy. Martins and Silva (2003) applied the concept of a 

quality retention profile to food engineering. They let the shelf life of green 

beans rely on a quality profile evolution that considered a number of factors that 

affected quality retention. In these cases, the quality profile of the organization 

was based on either the quality dimensions of the delivered services or the 

quality principles that are closely related to the context of healthcare services. 

This approach does not really correspond with the view of a quality profile 

proposed in this thesis.  

However, prior research used the concept of a quality profile in a perspective 

similar to that adopted in this licentiate thesis. The quality profile was then 
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presented as a result of added quality indexes. These indexes were assigned to 

each process and used for weak-point analysis and internal or external 

benchmarking (Jochem, 2009). In another case, the quality profile represented a 

kind of average for the entire organization in which the strengths and 

weaknesses of its various aspects were visualized (Dahlgaard et al., 1994). 

Motwani et al. (1993) based their quality profile on Deming’s 14 principles and 

used the quality profile to determine an organization’s quality position and 

quality improvements. Their view made it possible to investigate the quality 

profile in longitudinal studies of quality, productivity, and competitiveness, 

which corresponds well with the view of a quality profile presented in this 

paper.  

In this licentiate thesis, the quality profile of an organization is viewed as a 

pattern of the performance of a set of quality principles; see Figure 3. 

Accordingly, the quality principle/principles of the quality profile on which the 

organization focuses has/have higher performance levels than other quality 

principles. The principles cannot be directly observed in an organization, 

whereas the quality profile is observed indirectly using different practices and 

techniques. With the quality principles visualized in a quality profile, observing 

the principles emphasized in the organization and, furthermore, identifying the 

principles that the organization should focus on next is easy. These actions 

simplify the situation for an organization that strives to reduce the gap between 

actual and ideal quality management (Benson et al., 1991). Furthermore, an 

organization’s departmental emphasis on different principles is visualized for 

each department as different performance levels in the quality profile. Studying 

the pattern of quality profiles makes finding these diverse behaviors or visions 

within an organization more straightforward. Diversities within the organization 

can hinder the successful implementation of quality management. 

 

Figure 3  A quality profile. 
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By using a quality profile, the service organization can view the quality 

principles that it emphasizes. When the organization wants to change the 

emphasized principles or quality concept, it needs to consider the appearance of 

the quality profile in its present form, compare the profile with what the 

organization wants to emphasize and, thereby, present how it wants the profile 

to look in the future. For instance, the manufacturing organization can use this 

quality profile when it wants to change its focus from simply offering products 

to also offering services. 

2.3 Service quality  
For many, what an ordinary product is and what its characteristics are is rather 

clear; however, what is a service? Grönroos (2000, p. 46) defines a service as 

follows. 

“A service is a process consisting of a series of more or less 

intangible activities that normally, but not necessarily always, 

takes 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.” 

This definition corresponds rather well with the author of this thesis’ definition 

of a service. 

Contrary to products, services often interact with the organization and the 

customer during production. This interaction is vital for the organization 

because it is when an employee can influence the customer. Thus, what happens 

during the interaction has an effect on how the customer perceives the services 

(Grönroos, 2000). Further, the perceived service quality is connected with the 

customer’s satisfaction or dissatisfaction (Berry et al., 1985; Grönroos, 2000). 

For a customer buying services, the frontline personnel represent the 

organization because they are who the customer meets when using a service 

(Berry et al., 1985; Edvardsson, 1997). Therefore, how the personnel acts and 

takes care of the customer and his or her needs has an effect on the perception of 

service quality.  

Furthermore, the perception of quality is connected with customer loyalty. Loyal 

customers that stay year after year are satisfied and believe that the organization 

meet their expectations (Anderson et al., 1997; Fornell et al., 1996; Gustafsson 

et al., 2005). For an organization to solicit a new customer with advertisements 
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and promotions requires more effort than keeping a loyal customer (Reichheld 

and Sasser Jr., 1990; Zeithaml, 1988). Johnson and Nilsson (2003) found that 

reliability is relatively more important for organizations offering services in 

terms of increasing customer satisfaction than it is for organizations offering 

products. This finding corresponds with the study done by Berry et al. (1988) on 

service quality dimensions and their importance to customer satisfaction, which 

found that reliability is clearly the most important dimension. Among the service 

quality dimensions, an interaction between soft and hard dimensions is stated 

that determines the understanding of how customers perceive service quality 

(Edvardsson and Witell, 2012). 

Berry et al. (1988) proposed the following five different service quality 

dimensions: 

(i) Reliability–The ability to perform the promised service dependably 

and accurately; 

(ii) Responsiveness–The willingness to help customers and provide prompt 

service; 

(iii) Assurance–The knowledge and courtesy of employees and their ability 

to convey trust and confidence; 

(iv) Empathy–The caring, individualized attention provided to customers; 

and, 

(v) Tangibles–The appearance of physical facilities, equipment, personnel, 

and communication materials. 

These service quality dimensions have their fundamentals in the service quality 

model (SERVQUAL, see Parasuraman et al. (1988)), which is a gap model that 

first consisted of ten quality dimensions before they were decreased to the five 

previously presented. This service quality model has been criticized for its 

difficulty of use in different contexts and for its number of factors found being 

as low as one or two (see, for instance, Babakus and Boller, 1992; Cronin and 

Taylor, 1992). 

Grönroos (1984) suggested in his service quality model that experienced service 

quality depends on two dimensions: technical and functional quality. 

Furthermore, the image of the organization acts as a filter and can thereby 

increase or decrease the experienced quality of the service; see Figure 4. 
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Figure 4  Two service quality dimensions (Grönroos, 1984). 

The technical quality is “what” a customer receives during the production 

process and what remains after this interaction. Customers can relatively 

objectively measure this dimension. The other dimension, functional quality, is 

“how” the customer receives the service and how he or she experiences the 

process of simultaneous production and consumption. Hence, for a service to be 

of high quality, the organization must be aware of the surrounding environment, 

the personnel delivering the service, and the (if there are any) tangibles of the 

service (Berry et al., 1985; Grönroos, 1984). This statement of service quality 

corresponds well with the author’s view.  

Lehtinen and Lehtinen (1991) evaluated service quality in another interesting 

way. They were influenced by the Grönroos service quality model when 

proposing their two different quality dimensions of process quality and output 

quality. Process quality is the customer’s personal judgment of the service that is 

based on how the customer sees the production process and how he or she feels 

it fits into the process. Output quality is the customer’s evaluation concerning 

the result of a service production process. With respect to output quality, 

Lehtinen and Lehtinen (1991) divided service quality into two categories. The 

first category is to be evaluated by outsiders not participating in the production 

process and the second category is more like a feeling or an experience that can 

only be judged by the one participating in the service production process, such 

as with tourism (Lehtinen and Lehtinen, 1991).  

2.4 Product quality 
The importance of product quality emerged when U.S. organizations during the 

1980s believed that their product quality could not compete against that of Japan 

or Europe (Garvin, 1987). Of course, quality management and product quality 
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have been stated long before that; however, their importance and the importance 

of giving consumers what they really asked for were not considered vital 

(Bergman and Klefsjö, 2004).  

Influenced by former quality management gurus such as Feigenbaum, Juran, and 

Deming, Garvin (1987) stated the importance of producing products that did not 

need any rework or repair after the product was completed. In prior work, 

Garvin (1984) proposed five different approaches to looking at product quality: 

transcendent, product-based, manufacturing-based, value-based, and user-based. 

The product- and manufacturing-based approaches are more or less measure, 

demand, and engineering oriented for which quality is objective and everything 

is measured. In contrast, the user-, transcendent-, and value-based approaches 

are subjective and the customer decides how to perceive the delivered product. 

Reeves and Bednar (1994) noted the definition of product quality as “to which 

extent a product meets and/or exceeds customers’ expectations” that grew out of 

the service marketing literature as the one most accepted (see, for instance, 

Grönroos, 2000). 

Certain quality dimensions of products return repeatedly when researchers 

highlight the important quality dimensions. Bergman and Klefsjö (2004) 

suggested eight different dimensions that they believe are part of the product 

quality concept and that are more or less measurable in some way. Measurability 

is an important factor that, for instance, Crosby (1979) pointed out. However, 

when the user-based approach suggested by Garvin (1984) is considered, other 

quality dimensions are stated, as follows: 

(i) Performance–Refers to a product’s primary operating characteristics 

(acceleration in a car, for instance); 

(ii) Features–The characteristics that supplement the basic functioning 

(free drinks on a plane) of products and services; a secondary aspect of 

performance; 

(iii) Reliability–The probability of a product failing or malfunctioning 

within a specified period; 

(iv) Conformance–The degree to which a product’s design and operating 

characteristics meet established standards; 

(v) Durability–The amount of use one gets from a product before it breaks 

down and replacement is preferable to continued repair;  

(vi) Serviceability–Speed, courtesy, competence, ease of repair, and the 

time needed before the service is restored; 
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(vii) Aesthetics–How a product looks, feels, sounds, tastes, or smells; clear 

matters of personal judgment; 

(viii) Perceived quality–The reputation of the product and how the product 

fulfills it; also, personal judgment of the customer.  

The measureable quality dimensions still dominate but the user- and value-based 

approaches are considered vital with respect to the quality dimensions of 

products. The two different approaches have similarities with the service logic 

perspectives of value and value creation. Garvin (1984) may have attempted to 

state that product quality is not that different from the service quality that was on 

its way to its days of glory at the end of the 1980s and beginning of the 1990s. 

2.5 Theories challenging the traditional view of quality 
As stated, service organizations include pure services organizations, public 

authorities, and manufacturing organizations offering services. Because an 

increasing number of manufacturing organizations offer not only services such 

as maintenance but also solutions – a prudent combination of products and 

services – the need exists to clarify how these offerings challenge the quality of 

the offerings of the service organization. This aspect is vital for all service 

organizations; thus, quality encounters new perspectives through the service 

logic approach presented in the following section.  

 Service logic and value creation 2.5.1

Marketing research has long focused on the actual exchange between the 

producer and the customer; however, a shift to a different approach has occurred 

that highlights the customer and value creation through resources or services 

(Grönroos, 2000; Woodruff, 1997).  

Vargo and Lusch (2008) proposed 10 foundational premises for their 

evolvement into a new dominant logic for marketing. From these premises, they 

highlighted certain fundamental aspects, such as the customer is always a co-

creator of value. These fundamental aspects are further highlighted when they 

further stated that an organization cannot deliver value but can only offer value 

propositions. Within these premises, they described the differences between 

goods-dominant and service-dominant logic. A goods-dominant view focuses 

primarily on products and operand resources (a resource on which an operation 

or act is performed to produce an effect) as the units of exchange, whereas the 

service-dominant view primarily focuses on operant resources (resources 

employed to act on operand or other operant resources), and sees marketing as a 
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continuous series of social and economic processes (Vargo and Lusch, 2004). 

Edvardsson and Tronvoll (2011) called the operand and operant resources non-

human and human resources; however, the thought behind the concepts is the 

same. This view is one perspective of service-dominant logic and is difficult to 

apply in context because a manufacturing organization can find it difficult to 

imagine that its product possesses no value until the customer uses it. However, 

Grönroos (2011) had a perspective of service logic that is more applicable in the 

context of manufacturing organizations and their solutions. To present this view 

from Grönroos (2011), value and value creation must first be clarified. 

All products and services are produced to fulfill customer needs and 

expectations. A strong bond between customer satisfaction and customer value 

can be seen and the use situation is vital for both aspects (Oh, 1999; Woodruff, 

1997). Whether the customer perceives value depends on whether after 

consuming a self-service or full-service process, he or she feels better off than 

before; if so, then that service has value (Grönroos, 2011; Woodruff, 1997). This 

value perspective evolved from a preceding view of value that stated that value 

is built into a product. The linkage between those rather separated views of 

value and its creation emerged from value-in-exchange in which value is the 

result of manufacturing and emerges from the value chain. In the value chain, 

every organization has its position and adds value to the inputs before passing 

them downstream to the next actor (Normann and Ramírez, 1993). This 

traditional view of value focuses on the actual exchange and the value created 

by the organization. This perspective has shifted and value creation is now based 

on value-in-use instead of value-in-exchange (Edvardsson et al., 2005b). Value-

in-use means that value is created by the customer during the usage process of 

which the customer is in charge (Grönroos, 2011).  

The value concept is central in the value-in-use model presented by Grönroos 

(2011). He stated that value creation can only occur with the user during actual 

value-in-use (Grönroos, 2011). Additionally, if the service organization joins the 

customer in its value-in-use process, the organization is only there as a value co-

creator. In contrast, the service organization facilitates value for the customer 

and a customer participating in this process plays the role of a value co-

producer; see Figure 5. During the interaction in which the customer and the 

firm meet, either value co-production (from the value facilitator perspective) or 

value co-creation (from the value creation perspective) can occur (Grönroos, 

2011). Hence, the firm only facilitates the customers’ value creation. 
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Figure 5  The value-in-use creation model from Grönroos (2011). 

A manufacturing organization that focuses on selling products may have use for 

a value creation view when they begin to offer services. The organization can 

emphasize the point of interaction with customers, which offers the possibility to 

influence the customers’ perception of the delivered services (Grönroos, 2011). 

Such action implies a change in emphasis by the organization because focus 

changes from only product requirements to also embracing the interaction, 

services, and products.  

 Manufacturing organizations becoming solution providers 2.5.2

Today, many manufacturing organizations offer not only products but also 

include services and solutions in their range of offerings. This expansion of 

offerings often depends on the opportunity for the organization to increase 

revenue, competitive advantages, and customer relationships (Baines et al., 

2009). When the manufacturing organization starts the journey to offer services 

and solutions for its products, researchers stated that these manufacturing 

organizations then focus on service infusion, servitization, or service transition 

(see, for example, Vandermerwe and Rada, 1988; Oliva and Kallenberg, 2003; 

Brax, 2005; Fundin et al., 2012). This thesis calls this journey service transition. 

Traditionally, industrial services were only seen as add-ons or after-sales 

services for the core products offered by the manufacturing organization, even 

by researchers (see, for instance, Samli et al., 1992; Johansson and Olhager, 

2004). In these examples, the physical products still remain the actual core for 

the manufacturing organization. Oliva and Kallenberg (2003) and Gebauer 

(2008) differentiated between two extremes. At one extreme, the manufacturing 

organization sells core products and the service is only offered as an add-on. At 
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the other extreme, services are the core offerings sold and the product is offered 

as only an add-on. The latter extreme resulted from the former; thus, in the 

latter, the customer, the customer’s needs, and value creation are more important 

for the manufacturing organization. These two extremes demand that the 

organization pursue different strategies for the contents of its offerings, how it 

sell its offerings, and how its relationship with the customer is expressed and 

developed. The former extreme is viewed as product-centric and the 

organization attempts to find as many customers as possible for one product 

(Galbraith, 2002). The latter extreme is viewed as customer-centric and the 

organization finds as many products as possible for one customer (Galbraith, 

2002). Although service transition often means that the manufacturing 

organization needs to make an effort to create a good relationship with each 

customer and develop customized solutions, doing so can, in return, result in 

higher profit margins and income stability (Fang et al., 2008; Gebauer et al., 

2011; Wise and Baumgartner, 1999).   

The manufacturing organization realizes benefits if it starts to combine its 

already known core products (of which it often has unique knowledge) and its 

services into solutions. A solution is defined as a customized and integrated 

combination of products and services to meet a customer’s business needs 

(Davies et al., 2006). Therefore, solutions appear as a unique combination of 

numerous elements that contribute to customer value creation (Stremersch et al., 

2001). The service transition deals with a number of challenges, specifically 

when offerings are bundled as solutions to customers (Cova and Salle, 2008). 

They supplementarily identified the co-creation of value as the pillar of an 

approach aimed at providing solutions. The greater the customization of a 

solution, the tighter the relationship between the supplier and the customer will 

become (Fundin et al., 2012).  

When the manufacturing organization sells a custom-made solution for a 

customer, this customer will request more support from the solution supplier 

over an extended period. Therefore, the manufacturing organization must 

familiarize itself with customers’ internal processes almost as well as customers’ 

knows them to be able to create solutions that best fit customer needs and 

processes. Fortunately, today’s networked world enables the collection of data 

on customers’ manufacturing processes through smart technologies, thereby 

enabling useful knowledge to be obtained on these internal processes and on 

how customers use products and services (Ulaga and Reinartz, 2011). In this 
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manner, pure services organizations remain out of the picture when the customer 

needs maintenance or repairing and so forth (Fang et al., 2008; Heskett et al., 

1997).  

During the shift to adopting services and solutions, many manufacturing 

organizations face significant cultural and corporate challenges (Brax, 2005; 

Oliva and Kallenberg, 2003; Wise and Baumgartner, 1999). Therefore, this 

change takes a long time and many organizations get stuck on the way to 

realizing their new strategy (Fundin et al., 2012). The manner in which a 

customer receives help is an important aspect of a solution and is vital for 

manufacturing organizations. 
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3 Methodology 

This chapter starts with a general presentation of the research methods and goes 

on to describe the research process of this licentiate thesis. Finally, the chapter 

reflects on the research process. 

3.1 Research methods  
This section describes a general presentation of the research methods. 

 Quantitative research methods 3.1.1

Quantitative research methods are viewed as a process of observations with data 

collection achieved through processes such as laboratory experiments or 

structured questionnaires that can be either qualitative or quantitative (Field, 

2009; Karlsson, 2008). Some researchers argued that quantitative research 

methods are more suited to verifying already existing theories instead of 

developing new theories (Bryman and Bell, 2011; Meredith, 1998).  

Deductive reasoning is a research approach that links general statements to 

conclusions. When this deductive strategy is used, the researcher starts with a 

theory that is later tested with observations or findings from the data collected. 

However, Ven (2007) pointed out that quantitative research methods may be 

used with an inductive strategy when developing a conceptual model. An 

inductive strategy starts with an observation or finding on which a theory is then 

applied. The strategies may also be connected with one another. When a theory 

is developed based on observations, the researcher may want to collect data to 

establish the conditions in which the theory holds (Bryman and Bell, 2011), 

implying both an inductive and a deductive strategy. 

To obtain a highly reliable and valid questionnaire, thinking through the entire 

research process is important (Bryman and Bell, 2011). Generally, reliability 

refers to the consistency of a measure of a concept. Measurement validity on the 

other hand is used to indicate whether an indicator really measures the concept it 

is supposed to measure (Bryman and Bell, 2011; Malhotra and Grover, 1998). 

Different ways of establishing validity exists, such as internal validity, construct 

validity, predictive validity,convergent validity and external validity . When 

analyzing questionnaire data, some initial issues need to be considered, such as 

handling missing data, coding, and modification to fit the software (Bryman and 
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Bell, 2011; Field, 2009). After these initial activities, actual statistical analysis 

can begin.  

The sample used in the quantitative study should be as representative as possible 

to obtain findings that are not unique for a particular group but are generalized 

to a larger group or population (Forza, 2002). To summarize, the quality of a 

quantitative research study includes generalizability, high reliability, and 

validity.  

 Qualitative research methods 3.1.2

Qualitative research methods are applied to gain an in-depth understanding of a 

specific phenomenon. Typically, these methods involve asking how and why 

questions and not just what, when, and where. Flynn et al. (1990), Voss et al. 

(2002), and Siggelkow (2007), among others, argued that qualitative research 

methods could be descriptive or explanatory as long as what should be done is 

determined in advance.  

A case study is an analysis of empirical reality that involves an in-depth review 

of an event or case that can be longitudinal or momentan. Using a case study, a 

researcher can gain an understanding as to why or how an event or case appears 

as it does. To a greater extent, case studies can help academics understand 

empirical reality, permitting the development of relevant and valid theories 

(Eisenhardt, 1989; Voss et al., 2002). Single case studies can provide a rich 

description of the existence of a phenomenon (Eisenhardt and Graebner, 2007; 

Siggelkow, 2007; Yin, 2008). The process of a case study can be iterative, in 

which the researcher goes from the foundations of theory to empirical reality 

and back again to change the research questions (Dubois and Gadde, 2002; 

Siggelkow, 2007). Eisenhardt (1989) and Voss et al. (2002) suggested that the 

analysis of case data should be carried out from a holistic perspective. 

Triangulation is a method used to validate the empirical data during the case 

study. This method is performed using multiple sources of evidence, such as 

interviews, archived data, surveys, and observations (Flynn et al., 1990). When 

all these sources correspond and draw the same or similar conclusions, then the 

validity of those findings and conclusions have been established (Silverman, 

2006). 

Most analysis in a qualitative study is done using words. However, surveys and 

questionnaires can also be used during the data collection stage (Flynn et al., 

1990; Miles and Huberman, 1994). For the qualitative research method, the 
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reliability of the consistency of the method is often address through the question 

of whether a result is reproducible at another point in time and by other 

researchers (Kvale and Brinkmann, 2008). Bryman and Bell (2011) denoted this 

concept as external reliability. Internal reliability refers to the  extent to which 

different researchers agree on one event in their assessments or judgments. The 

validity of a qualitative study represents whether the researcher observes, 

identifies, or measures what he or she is supposed to measure (Bryman and Bell, 

2011; Kvale and Brinkmann, 2008; Miles and Huberman, 1994). Furthermore, 

validity is separated into external and internal validity (Bryman and Bell, 2011). 

Internal validity concerns whether or not a relationship exists between 

observations and the corresponding theories. External validity concerns 

generalizability across social and organizational settings. 

3.2 The research process 
This section presents the research process, including detailed information on 

each study’s methodological choices. This section also describes the relationship 

to the appended papers.  

The research process of this licentiate thesis consists of three studies, which are 

presented more accurately in this section. The first study, Swedish Institute for 

Quality (SIQ), performed in April 2010, used quantitative data. The second 

study, Värmlandstrafik AB, performed during the autumn of 2010, used 

qualitative data. The third study on the conceptual model of solution quality is a 

conceptual study; see Figure 6.  

 

Figure 6  The research process of this licentiate thesis. 

The third study addresses the development of a conceptual model. The notion 

for the model grew out from a doctoral course taken during the spring of 2011. 

Because the researcher was on maternity leave for a year after, the notion of 

solution quality remained inactive. In the autumn of 2012, the model was further 

developed during another doctoral course and it continued to evolve throughout 

the work of this licentiate thesis.  



Managing quality in a service context 

26 

 

Additional detailed information on the three studies is presented in subsequent 

sections and in Table 2. Table 2 provides information on the studies and their 

relation to the relevant research question, appended papers, method, and 

research materials.  

Table 2  Overview of the studies. 

Study 

Research 

question Paper Method 

Research 

material 

SIQ RQ1 
Appended paper 

I 
Questionnaire 

Quantitative,  

> 5,000 

respondents 

Värmlandstrafik 

AB 
RQ2 

Appended Paper 

II 
Interviews 

Qualitative, 

longitudinal case 

study with a five-

year duration 

Conceptual 

model on 

solution quality 

RQ3 
Appended paper 

III 

Literature 

review 
− 

 SIQ 3.2.1

The data collected from SIQ were based on responses to a questionnaire. The 

questionnaire was carried out for the purpose of distributing the Swedish Quality 

Award among Swedish organizations for their work on developing their 

organization into a world-class entity (SIQ, 2012). The award was established in 

2004 and a winner is selected each year.  

The data set covered the period from 2004 to 2010. The SIQ study concerned 

the first research question of what a service organization’s quality profile looks 

like and how it evolves over time. The study provided the opportunity to use a 

large set of data that, after some modifications, was analyzed to explore and 

determine the important relationships among various quality management 

variables and constructs.  

The data were based on a number of self-assessment studies conducted at 138 

Swedish service organizations. Each self-assessment study used a questionnaire 

for managers and employees throughout the organization. Between 10 and 300 

respondents participated in each service organization, resulting in more than 

5,000 respondents. The main organizations in the sample were educational, real 

estate, and consulting organizations. Eleven organizations conducted several 
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self-assessment studies during a five-year period, making it possible to divide 

the sample into two parts. 

The developed self-assessment instrument was based on the SIQ model (the 

Swedish alternative to Malcolm Balridge) and included more than 100 items. 

Each item was scored on a six-point scale ranging from “0” to “100”, and a 

“don’t know” alternative was included. The individual items (not provided here 

for the sake of brevity) all followed a similar structure, such as “We have modes 

of operation and methods that make our decisions based on facts.” Sixty-five 

items were used in the quantitative study to operationalize constructs of 

leadership, employee orientation, process orientation, and customer orientation. 

The concept on leadership contained 19 items, employee orientation contained 

12 items, process orientation contained 11 items, and customer orientation 

contained 14 items. In addition to these mentioned items in the constructs, items 

concerning results were also included.  

Before conducting the actual analysis, the researcher sorted the data in Excel to 

make it compatible with SPSS. This working procedure took approximately two 

months because of the need to re-sort and exclude data that did not fit.  

SPSS was used to test the reliability and validity of the data. Because eleven 

firms conducted the self-assessment study more than once, the data were divided 

into two samples: (i) organizations that performed one self-assessment study and 

(ii) organizations that performed two or more self-assessment studies. A factor 

analysis was performed on the first sample to separate the constructs from one 

another. Therefore, the constructs were included to maintain high consistency 

without any cross loadings among the final factors. Thereafter, the constructs 

were clustered into three different performance levels and then ANOVAs were 

conducted to identify possible differences in quality principles and the results 

between the different clusters. For the second study, the data were analyzed 

using a mixed-design ANOVA to identify possible differences in quality 

principles over time. This method allowed the inclusion of an interaction effect 

that captured changes in the quality profile over time.  

 Värmlandstrafik AB 3.2.2

The second study was part of a larger research project conducted over a five-

year period, from the beginning of 2006 to the end of 2010. The project was 

conducted at the traffic organizer for public transport in Värmland County, 

Värmlandstrafik AB. The purpose of the study was to investigate how different 
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interventions develop and change an existing quality profile. Therefore, we 

chose the case study method for the research approach, which helped determine 

how the quality profile develops and changes by using interventions. 

This study was conducted with a colleague and addressed the second research 

question of this licentiate thesis on how different interventions develop and 

change an existing quality profile. The colleague collected the data through 

interviews, a document study, a literature review, and other observations. During 

the data collection period, the colleague conducted 28 five-hour sessions with 

the management team, several cross-functional team meetings, meetings with all 

employees of the firm, and meetings with the CEO and other representatives of 

the organization and its partners. An interview study was also conducted in 2006 

and 2007 that covered 26 managers and employees at both the case company 

and its largest partner. An additional interview study was conducted to 

investigate the role of quality in the public procurement process and covered 

eight participants with different roles in this process. Parallel to these studies, 

participant observations and interviews were conducted to explore and describe 

the design and evolvement of the quality profile. 

The collected data were analyzed in two stages. Firstly, the observations and 

interviews used to design the quality profile were studied, including the selected 

principles, the order in which they were adopted, how the quality profile 

developed over time, and the role of the different interventions. Secondly, to 

capture the evolvement of the quality profile pattern, the study was separated 

into three periods. Thereafter, the interventions used at Värmlandstrafik AB 

were identified and were then described and sorted into the period in which they 

were applied. Furthermore the targeted quality principles and other only 

supported principles that also was affected of the performed intervention was 

identified. During the writing procedure of the appended paper, telephone 

meetings and additional meetings were conducted.  

 Conceptual model on solution quality 3.2.3

The third and final study focused on the development of a conceptual model and 

the dimensions for solution quality. The study is based on a synthesis of 

theoretical propositions from product quality, service quality, service logic, and 

solutions. Therefore, this work developed the conceptual model from theory and 

later works will test it on empirical grounds. This study investigates the third 

research question of the licentiate thesis on how the quality concept of solution 

quality in manufacturing organizations can be described.  
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Many different methods exist to present a conceptual model. For instance, a 

conceptual model can be envisioning, explicating, relating, or debating 

(MacInnis, 2011). The notion of the concept of solution quality grew out of a 

doctoral course and was further developed during another doctoral course in 

which a brief literature study on the different quality areas was performed. The 

conceptual model was exposed for critique during the doctoral course, resulting 

in some revisions for clarification (MacInnis, 2011; Summers, 2001). This 

exposure to a critique showed that clearly defining the conceptual constructs and 

clarifying the steps involved in the model to improve understanding were 

necessary (Summers, 2001).  

The author of this thesis further developed the model and the proposed quality 

dimensions through discussions with other researchers. Furthermore, the quality 

dimensions evolved throughout the work of this licentiate thesis.  

3.3 Reflections on the research process 
Some important issues related to the methods and data material used in this 

licentiate thesis require highlighting.  

The data used during the SIQ study were based on a questionnaire developed to 

evaluate organizations’ maturity with respect to business excellence. This 

questionnaire was used for practical purposes at SIQ for several years and 

resulted in rich data that made it possible to perform the quantitative study of 

this licentiate thesis. However, because the questionnaire was compiled by 

practitioners, its purpose was targeted to satisfy their goals for performing a self-

assessment. Therefore, from a research point of view, the research material 

required modifications and the research question stated needed to be adjusted. 

When analyzing the data, items existed that did not measure what they were 

supposed to measure; this issue was handled through the modifications, and the 

final exploratory factor analysis showed a high loading within the factors and no 

cross loading between the final factors (Field, 2009). Consistency within the 

measures – implying a reliable data set – was high (Jr. et al., 2009).  

The second study based on data collected during the Värmlandstrafik AB study 

was the result of collaboration with a colleague on a research project. The 

colleague collected the data from the case study during a five-year period, and 

she stated the study’s aim and perspective. However, the author of this licentiate 

thesis conducted the analysis for this present study based on the perspectives of 

her work. During the analysis of the research material, three researchers were 
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active to increase the study’s reliability; therefore, discussions were held on how 

to interpret the results and connect them to the theoretical perspectives (Bryman 

and Bell, 2011). Furthermore, the validity of the case study was strengthened 

through the use of multiple sources of evidence, such as interviews, 

observations, and meetings (Flynn et al., 1990; Silverman,2006). 

The third study of this licentiate thesis, which presents the conceptual model, 

make a theoretical departure with respect to product quality, service quality, and 

service logic and solutions. Until now, this model was not tested empirically in 

any business (Summers, 2001). However, the process of developing a 

conceptual model can be iterative. That is, a model may first be proposed based 

on theoretical propositions and then be tested empirically for later reworked. 

This process implies that the model still is in the process of development and 

needs to be exposed for evaluation. 

The same can be said for the quality dimensions proposed for solutions. Stating 

the external validity of the conceptual model and the dimensions is difficult 

because prior research did not highlight this area to a great extent. However, the 

model and dimensions were presented and tested during doctoral courses and 

will be further tested in the future.  
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4 Summary of appended papers 

This chapter includes summaries of the appended papers to this thesis. The 

presentation of each paper contains the aim, background, empirical material, 

main findings, and contributions of the paper. For more detailed information on 

the papers, the reader is referred to the full papers in the appendix. 

4.1 Paper I: Changing quality initiative – does the quality 

profile really change? 
The purpose of this paper was to identify specific quality profiles in service 

organizations and to understand how (or whether) these quality profiles evolve 

over time. 

Organizations have used many different quality management programs, such as 

Lean and Six Sigma, over the years to improve organizational performance. 

These programs were first used on the manufacturing floor and later throughout 

the organization, not only within manufacturing organizations but also within 

service organizations (Gustafsson et al., 2003). Most previous studies focused 

on the influence of quality management on business results. This paper stresses 

the quality profile of the organization and each principle’s contribution to this 

profile. The quality profile of the service organization is seen as performance 

patterns related to a set of quality principles. The quality principles emphasized 

in this paper are leadership, employee orientation, process orientation, and 

customer orientation. Figure 7 shows the proposed model for the evaluation of 

quality profiles from the paper. 

 

Figure 7 The evolution of quality profiles in service organizations. 
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The data used during this research were from the self-assessment studies of SIQ, 

and 138 Swedish service organizations filled out the survey. Each service 

organization had between 10 and 300 responses, for a total of more than 5,000 

respondents. Eleven of the participating organizations took this self-assessment 

study several times over a five-year period, making it possible to perform a 

study over time.  

The main contributions of this study are as follows. Firstly, a quality profile that 

recurs over time seems to exist among service organizations. Secondly, the 

unevenness of the quality profile seems to decrease over time. That is, the 

quality principles not emphasized during the first initiative of quality 

management catch up with the quality principles that were emphasized. Finally, 

the quality principle leadership is emphasized among all service organizations in 

the quality initiative. This emphasis corresponds well with what other 

researchers noted as important when starting to work with quality management 

(Ahire and O’Shaughnessy, 1998). This study also found that quality principle 

are emphasized after leadership in no particular order during the evolvement of 

quality management. 

4.2 Paper II: Using interventions to change the quality profile 

of an organization 
The purpose of this paper was to investigate how a quality profile evolves over 

time and how different interventions can develop and change an existing quality 

profile. 

As previous research showed, for an organization to change its quality profile 

can be difficult; see Paper I. Organizations that have worked for a long time 

with quality management focus on the same quality principles as those immature 

in quality management (Ahire, 1996). Thus, no dramatic changes seem to take 

place during the implementation of quality management. Moreover, no united 

framework exists for how to implement quality management or to identify the 

quality principles to emphasize in an organization, making it difficult for an 

organization to select a strategy to develop and change a quality profile (Sousa 

and Voss, 2002). Therefore, an organization must find and use the right 

interventions that support the development of the quality principles that 

organizations want to emphasize. This paper developed a model (see Figure 8) 

in which interventions, techniques, and practices support the changes in a 

quality profile (see Dean Jr. and Bowen, 1994; Hackman and Wageman, 1995). 
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Figure 8  The framework for developing and changing a quality profile. 

The data for this research were collected during a five-year period when one of 

the researchers for this case study engaged in a tight collaboration with the case 

organization, Värmlandstrafik AB. During this period, the researcher collected 

data through interviews, a document study, a literature review, and observations. 

The study was divided into three different periods to evaluate the evolvement of 

the quality profile. During each period, the interventions used were highlighted 

and the quality principles targeted by each intervention were investigated.  

This study supported Paper I’s finding that the pattern of the quality profile 

starts out uneven and that it becomes more even with the maturity of quality 

management. The interventions used provide an explanation for this process, 

which not only influence the target quality principle but also support other 

quality principles of the quality profile. The main contribution of this paper is 

that a quality profile can surely change as long as the organization uses the right 

interventions to support the specific quality principle in the quality profile. This 

contribution partly contradicts Paper I as previously summarized because that 

study concluded that changing a quality profile could be difficult. However, the 

organization must choose the right interventions; thus, the study showed that if 

the wrong interventions are used, the target quality principle will not change.  

4.3 Paper III: What is quality in a manufacturing firm? 

Understanding the quality of products, services, and 

solutions 
The purpose of Paper III was to investigate the possibilities and difficulties that 

manufacturing organizations face in providing quality of offerings along the 

goods-to-services continuum. In particular, the paper identifies different quality 

dimensions for products, services, and solutions. 



Managing quality in a service context 

34 

 

For manufacturing organizations, competition with eastern low-price 

organizations delivering cheap products is here to stay. The competitive 

opportunity, the aspect of developing a long-term relationship with the 

customer, and the possibility of increasing revenue makes the organization enter 

the goods-to-services continuum (Baines et al., 2009). However, for a 

manufacturing organization, emphasizing the reliability of internal processes 

through this shift can be frightening. Manufacturing organizations with a 

reputation of providing high quality products are currently working to translate 

their production standards to also cover their service offerings and, thereby, 

enabling them to offer the same quality for their services and solutions as they 

offer for their products. Furthermore, this shift is not a dramatic change; rather, 

changing from a product-centric to a customer-centric organization takes time 

(Galbraith, 2002; Fundin et al., 2012). In this goods-to-services continuum, 

manufacturing organizations meet the expectations, demands, and wishes from 

all perspectives when they offer products, services, and solutions. 

This paper is based on an empirical illustration in which a proposed conceptual 

model is visualized and tested. The model is founded on the view that value is 

created by the customer and that the organization facilitates value with its 

produced resources (Grönroos, 2011). Based on this view, the model shows the 

type of offering that a manufacturing organization can decide to focus on: 

product quality, service quality, or solution quality; see Figure 9. One vital 

aspect on which the organization must reflect is the different expectations that a 

customer has depending on the offering that he or she purchases. The 

importance of high quality is vital for all offerings; however, different quality 

dimensions exist that are important for each type of offering. Because well-

grounded theories exist for both quality of products and quality of services, 

quality dimensions for solution quality are presented. 
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Figure 9 A manufacturing organization’s different customer offerings. 

The main contributions from this paper are as follows. Firstly, the following 

proposed solution quality dimensions are viewed as vital when delivering 

solution quality. 

(i) Reliability is the extent to which the solution can be relied on to provide 

what is needed at the right time.  

(ii) Flexibility is the extent to which the solution meets the initial needs 

stated by the customer and changes the customer’s changing needs. 

(iii) Consistency is how well informed and knowledgeable firm employees 

are of the entire solution and how well they know what content of the 

solution the organization is able to deliver.  

(iv) Empathy represents how keen an organization’s employees are to paying 

attention to and helping each individual customer and, thereby, building 

a long-term relationship. 

(v) Approachability represents how easily a customer can contact the 

manufacturing organization and how quickly the organization repairs 

anything that is broken or that has gone wrong. 

(vi) Tangibility is the extent to which the physical resource lives up to what 

the manufacturing organization promised for its solution and how well 

the solution works.  

Secondly, the proposed model of different quality approaches that a 

manufacturing organization can offer notes that offering only solutions does not 

mean that the organization must give up on the quality of its products. 

Separating the different approaches is not required, and the same organization 
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can still combine offerings. Yet, the customer will expect different things from 

the organization depending on what it purchases and uses. Therefore, the 

manufacturing organization must work to satisfy demands, expectations, and 

wishes with respect to different types of offerings.  
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5 Discussion 

This licentiate thesis started with a reflection on how the Swedish police 

prioritize reported crimes. This reflection was highlighted for the purpose of 

raising the vitality of the quality of the delivered offerings and quality 

management in all types of service organizations. The thesis then continued by 

raising issues that manufacturing organizations face from new offerings and 

other competitive organizations around the world. The aim of this thesis, 

developed on theoretical propositions connected to these highlighted problems 

and issues, is to contribute to the knowledge on how to manage quality in a 

service context.   

5.1 Quality profiles in service organizations 
The first two research questions concern the investigation of quality 

management in service organizations and its evolvement over time. These two 

research questions were investigated using two studies, SIQ and 

Värmlandstrafik AB. In particular, this study investigated the effect of quality 

management on a quality profile over time. The change in service organizations’ 

quality profile pattern implies that the quality principles that are emphasized 

change over time. The studies identified some interesting aspects, which are 

discussed in the following text. 

For the majority of the organizations of the SIQ study, the evolvement of a 

quality profile over time does not experience major transformations. The service 

organization sticks to the same quality profile during the implementation of 

quality management. In other words, the pattern remains the same although the 

performance of all quality principles improves over time. The study showed that 

the majority of the service organizations found it difficult to change the quality 

profile pattern. This finding corresponds with findings from previous research 

(Ahire, 1996). However, the study of Värmlandstrafik AB showed that a service 

organization’s focus on emphasizing various quality principles during the 

quality management work changes the pattern of the quality profile. Thus, if an 

organization uses interventions to influence a certain quality principle, the 

principle will be affected. However, the research also noted the importance of 

using the right interventions for the specific principle that needs to change 

because, although interventions were performed to affect a specific quality 
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principle, the quality profile sometimes did not change. Another interesting 

aspect that occurred during the study of the case organization was that, because 

the researcher was absent during a longer period, an improved quality principle 

again decreased to the same performance level as when the project started. This 

phenomenon could indicate that, although a quality principle improved during a 

certain period, the organization needs to continue to emphasize this quality 

principle. Otherwise, its performance may decline.  

Among the quality principles that this researched used to build a quality profile, 

service organizations often emphasize leadership. Most such organizations start 

by emphasizing the leadership quality principle when initiating the 

implementation of quality management. In addition, this specific quality 

principle is often identified as one of the most important to the success of quality 

management (Ahire and O’Shaughnessy, 1998; Hansson and Klefsjö, 2003; 

Wiele and Brown, 2002). Värmlandstrafik AB was followed for five years, and 

the emphasis also began with leadership, closely followed by continuous 

improvement. This pattern concurs with prior theory and other results from this 

thesis. The order of the prioritized quality principles after leadership is not vital; 

however, researchers agree on the importance of avoiding shortcuts when 

implementing quality management (Oakland, 1995; Hardie, 1998). 

The two studies showed that when a service organization has immature quality 

management, the quality profile starts out uneven. That is, the organization starts 

out emphasizing one or two particular quality principles when beginning to 

implement quality management. Thereafter, quality management spreads to 

other parts of the service organization. One reason for this dispersal is that the 

interventions used not only affect the target quality principle but also support 

other quality principles, implying that quality principles not emphasized in the 

beginning also improve in performance through quality management efforts. 

This improvement can be seen particularly in the study of Värmlandstrafik AB. 

Another reason why quality principles not emphasized in the beginning catch up 

is because leadership is a quality principle used among immature quality 

management organizations (Dahlgaard et al., 1994). Thereafter, the service 

organization also focuses on other quality principles. A previous study on both 

less and more experienced quality management organizations (Ahire, 1996) 

contradicted this statement and concluded that more quality management is not 

always better for the organization.   
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5.2 Solution quality  
The third research question of this licentiate thesis concerns the introduction of 

the term solution quality. Manufacturing organization that begin to offer 

solutions often do so because of financial drivers (revenue), strategic drivers 

(competitive opportunities and advantages), and marketing drivers such as 

customer relationships (Baines et al., 2009). In the theoretical frame of 

reference, the customer is illustrated as a person with different demands, needs, 

and wishes depending on what the organization offers. Manufacturing 

organizations that offer products often focus on the quality of their products. 

They see the customer as a passive receiver with some requirements for product 

characteristics (Garvin, 1984; Bergman and Klefsjö, 2004). With the entrance of 

quality of service, the customer plays a more central role that highlights the 

interaction between organization and customer and through which the customer 

became a co-creator of value (Berry et al., 1985; Grönroos, 1984). This 

phenomenon has evolved further. The customer is now seen as the one creating 

value, and the supplier only acts as a value facilitator or the one making value 

propositions for the customer (see, for example, Edvardsson, Enquist et al., 

2005; Vargo and Lusch, 2008; Grönroos, 2011). The role of the customer is a 

vital aspect for manufacturing organizations that faced a transition from offering 

core products to offering unique combinations of products and services as 

solutions. This aspect yields that the manufacturing organization finds itself in 

deep water because it is encountering certain issues for the first time. The 

literature review showed that the concept of solution quality has not yet received 

as much attention; therefore, a discussion follows on some of its vital aspects 

and a presentation of its quality dimensions. 

 What is a solution? 5.2.1

A solution can be explained through three aspects. Following Tuli et al. (2007, 

pp. 3–4), a solution can be described as: (i) involving a combination of resources 

and services, (ii) having resources and services designed to address a customer’s 

particular requirements, in other words, that are customized, and (iii) having 

resources or services that must “work with” other resources and services in the 

solution; that is, a solution consists of an integrated set of resources and 

services. These aspects of a solution give us a foundation when developing the 

dimensions for solution quality. Firstly, each solution is customized, indicating 

that the organization needs to have a unique understanding of the customer and 

its value creating processes. Secondly, the organization creates a solution by 

combining products and services that have synergies. Thus, the integration of 
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products and services in a solution needs to deliver better outcomes than the sum 

of the individual components (Nordin and Kowalkowski, 2010). Thereby, the 

organization needs to have knowledge of its products and services and be sure to 

deliver these with quality. When describing solution quality, some issues need to 

be highlighted. 

One essential aspect that a manufacturing organization that deliver a solution 

must achieve is the long-term relationship it develops with the customer (Oliva 

and Kallenberg, 2003). Every person delivering a part of the solution, service, or 

product, has more or less a customer interaction (Johnson and Gustafsson, 

2003). Therefore, each role of the solution and aspect around it is important in 

giving customers a good perception of the solution. Hence, the organization 

must enlighten its employees and other solution suppliers of this vital aspect. 

The message that Galbraith (2002) gave a manufacturing organization that wants 

to organize to deliver solutions is the need to be consistent with its strategy. That 

is, for a manufacturing organization, the solution should consist of well-known 

products and services; otherwise, it will contradict with the organization’s 

former strategy. This recommendation indicates that the manufacturing 

organization must have control over as many parts of the solution as possible 

and must have knowledge of the products and services that make up the solution 

to solve any related problems that arise and to answer questions from customers. 

The purpose of this recommendation is for the organization to be approachable 

by the customer if the solution fails or breaks down, or if anything is missing or 

misunderstood.  

Furthermore, a need exists within the manufacturing organization to 

communicate between functions to deliver a consistent and reliable solution 

(Storbacka, 2011; Ulaga and Reinartz, 2011). For instance, the sales department 

must have knowledge of what the manufacturing organization is able to offer 

when designing a solution for a customer to avoid making promises that the 

organization cannot later keep. The same is true for the maintenance department 

and its need to inform the construction and production department of problems 

that a customer faces with, for instance, products within the solution. The 

purpose of communication within the manufacturing organization is to ensure 

consistency with and improvements to offered solutions. When this consistency 

within the organization is achieved, the customer will perceive a better solution.   

A manufacturing organization may need to expand its offering and include more 

services to continue to deliver to certain customers (Löfberg et al., 2010); 
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otherwise, a service supplier may start selling its services directly to the 

customer. Therefore, the manufacturing organization must be aware of its 

internal processes and the products and services that it delivers as a solution to 

the customer. Furthermore, the customer experiences the entire solution; 

therefore, the manufacturing organization must understand how value is created 

through the eyes of the customer (Brady et al., 2005). Manufacturing 

organizations that use external service suppliers for their solutions may face 

uncertainty over the level of quality of the service delivered. Alternatively, some 

service suppliers may have significant knowledge of a specific part of the 

solution that could improve its quality. Therefore, the manufacturing 

organization must consider the risks of letting a service supplier deliver that 

specific part of the solution or do it by itself.  

Every solution sold has the objective of being customizable; therefore, the 

manufacturing organization must have knowledge of customers’ own processes 

when selling a solution (Mathieu, 2001; Ulaga and Reinartz, 2011). Having this 

knowledge implies that the manufacturing organization knows how to adapt its 

solution to satisfy customer needs. Because the manufacturing organization 

understands the possibilities that its solutions offer, it can more easily propose 

useful and feasible changes that fit customers’ processes. Doing so requires 

good collaboration between the manufacturing organization and the customer 

because the organization needs access to customer data and other internal 

information. Therefore, the variety of the solution’s content must be great 

enough to fit each customer need and flexible enough to change if anything does 

not work correctly. Therefore, some difficulties exist when standardizing or 

modularizing solutions (Brady et al., 2005) because doing so can improve 

overall quality but can decrease the degree of customization.  

Furthermore, every customer perceives the delivered solution differently, how 

he or she was treated during interactions with the manufacturing organization, 

and how the solution works when used. When the customer contacts the solution 

supplier it is important to enable the customer to contact the right person who 

has knowledge of an actual part of the solution. Either all employees involved 

must have consistent knowledge of or one person must be responsible for the 

entire solution and must be able, and have knowledge of whom, to contact about 

certain aspects of the solution. All of these considerations influence how a 

customer experiences the quality of a solution. 
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 Dimensions of solution quality 5.2.2

With input from these problems and some theoretical contributions from product 

quality, service quality, and the service logic area, six solution quality 

dimensions are proposed. 

(i) Reliability is the extent to which the solution can be relied on to 

provide what is needed at the right time.  

(ii) Flexibility is the extent to which the solution meets the initial needs 

stated by the customer and changes the customer’s changing needs. 

(iii) Consistency is how well informed and knowledgeable firm 

employees are of the entire solution and how well they know what 

content of the solution the organization is able to deliver. 

(iv) Empathy represents how keen an organization’s employees are to 

paying attention to and helping each individual customer and, 

thereby, building a long-term relationship. 

(v) Approachability represents how easily a customer can contact the 

manufacturing organization and how quickly the organization repairs 

anything that is broken or that has gone wrong. 

(vi) Tangibility is the extent to which the physical resource lives up to 

what the manufacturing organization promised for its solution and 

how well the solution works.  

The three quality dimensions of solution – reliability, tangibility, and empathy – 

are similar to the quality dimensions of products and/or services.  

Reliability is a quality dimension similar to the dimensions of products and 

services. For the quality dimensions of products, reliability is reflected in the 

probability of a product failing or malfunctioning (Garvin, 1987), whereas for 

service quality it is reflected in the ability to deliver the promised service (Berry 

et al., 1988). In this study, reliability is a quality dimension that means the 

correctness of the solution, the precise time of delivery, and the accuracy of its 

functionality. With respect to solution functionality, the quality dimension of 

tangibility is represented not only by the surrounding environment and the 

appearance of the personnel of the service, as Berry et al. (1988) stated, but is 

also represented by the product delivered. This physical product should be in 

line with customer expectations and should not break down after a certain 

period.  
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The frontline personnel of the manufacturing organization are often the first 

persons the customer meets when beginning the purchase process for a solution. 

If frontline personnel show empathy and are eager to provide a customized 

solution, the customer will feel like he or she is being taken care of. However, 

customer service does not stop with the first interaction because if something 

wrong occurs with the solution and the customer contacts the manufacturing 

organization, employees need to show empathy and willingness to help even 

after some time has passed after the purchase. Doing so continues the 

development of a long-term relationship between the customer and the 

organization. The service quality dimension of empathy only concerns the one-

time interaction during the exchange of the service (Berry et al., 1988).  

The additional three quality dimensions of consistency, approachability, and 

flexibility have no actual similarity to the quality dimensions of products or 

services. Storbacka (2011), among others, pointed out that a manufacturing 

organization must have clear communication across departments to achieve high 

knowledge of the solution provided. Therefore, the consistency of the solution is 

key, which Brady et al. (2005) stated when discussing value creation through the 

eyes of the customer. Furthermore, the customer must receive the same 

information from all involved with providing the solution and must be able to 

easily contact a person with accurate knowledge of the solution.  

The manufacturing organization must have knowledge of the solution and the 

customer must be able to contact the organization to get help as quickly as 

possible after something wrong or questionable happens with the solution. 

Therefore, the organization must be available, approachable, and quick to repair 

what has broken or gone wrong.  

Because the solution is often customized, a need exists for the manufacturing 

organization to be able to offer a high variation of offered solutions. Therefore, 

the risk exists that the degree of customization will decline if the organization 

offers standardized or modularized solutions (Brady et al., 2005). If the 

organization offers a flexible solution that fits customers’ initial needs and can 

change the content of an already delivered solution, the availability of such a 

solution will give the customer a more valuable experience.  
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6 Conclusions, contributions, and future 

research 

This licentiate thesis contributes to the field of quality and, in particular, the 

quality concept in a service context. The aim of this chapter is to make some 

conclusions and note the contributions of this licentiate thesis. The following 

text presents a model that connects quality management and the proposed 

concepts of quality. Finally, future research in the areas highlighted in this thesis 

is discussed. 

6.1 Conclusions 
The overall aim of this licentiate thesis was to contribute to the knowledge on 

how to manage quality in a service context. Firstly, the two studies investigated 

the evolvement of quality management in service organizations. In particular, 

the ability of a service organization to change its quality profile and quality 

principles over time was investigated. Some of the findings from these two 

studies can be viewed as prerequisites for the service organization if it seeks to 

change its offerings. Such change is a major challenge for many manufacturing 

organizations that begin to provide their customers with combinations of 

products and services as solutions instead of core products and services as only 

add-ons. The challenge lies in the ability to maintain high quality for all of the 

offerings because the quality dimensions that the customer expects differ 

depending on which quality concept is selected. In the following model 

proposed, these connections are further described. 

 A quality concept model developed to meet upcoming challenges 6.1.1

The proposed quality concept model developed to meet upcoming challenges 

contains contributions from all three studies conducted during this licentiate 

thesis; see Figure 10. Firstly, at the bottom of the model, the connection between 

interventions and organizations’ quality profile is presented, which is from the 

study of Värmlandstrafik AB. Secondly, the quality profile based on quality 

principles is one of the outcomes of the study of SIQ. Finally, at the top of the 

quality concept model is the contribution from the conceptual study, which can 

be seen as the concept of solution quality. This model is a further development 

of Figure 2 presented in chapter 2. 
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The initial activities at the bottom of the model are prerequisites for a service 

organization’s ability to deliver high quality services, products, and solutions. 

The quality profile of the service organization is developed using quality 

principles that are the norm of the organization and its relationship with 

customers, suppliers, and competitors. These quality principles chosen by the 

service organization are supported by activities and operative methods, or 

practices and techniques (Dean Jr. and Bowen, 1994). In turn, these practices 

and techniques in the model are enhanced by interventions that act with the 

purpose of influencing the quality principles. The interventions include activities 

such as cross-functional teams and identification of customer requirements 

(Hackman and Wageman, 1995). These interventions, techniques, and practices 

are all operative activities that support the principles of the quality profile, 

which is the foundation of the quality concept of the service organization. The 

following three different quality concepts are in the final step of the model: (i) 

product quality, (ii) service quality, and (iii) solution quality. The solution 

quality concept is the combination of the other two concepts and depends on the 

prerequisite that a solution be developed from a combination of products and 

services (Galbraith, 2002; Davies, 2004).  

 

Figure 10  Quality concept model meeting new challenges. 
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Although solution quality is the final concept of the model, not all service 

organizations need to emphasize this concept and its position. Service 

organizations have different prerequisites. Some simply do not offer solutions 

because they have no product portfolio or it is not profitable to offer. Of course, 

they should not focus on those two supplementary quality concepts. However, 

the other parts of the model are still valid for these types of service 

organizations. Hence, the service organization can emphasize one, two, or all 

three concepts presented in the model. 

This model contains different hierarchical levels within the organization, from 

operational activities with interventions, techniques, and practices at the bottom 

of the model, to the principles of the service organization (Hackman and 

Wageman, 1995; Hellsten and Klefsjö, 2000), and up to the overall strategic 

level where long-term planning of the organization is discussed. Despite closure 

with solution quality at the top of the model, the service organization needs to 

continuously work with quality. The performance of one or more quality 

principles can always be improved to increase the quality of any of the three 

presented quality concepts. All parts of the model are well connected with one 

another. However, for the service organization, understanding the connection 

among the quality profile, its principles, and the three different quality concepts 

is vital because the quality profile sets the prerequisites for the success of the 

quality concept that the service organization chooses to provide. Therefore, 

when the organization expands its offerings to include more quality concepts, 

the quality profile first need to be expanded because of the need to shift or 

enhance emphasized quality principles. Furthermore, active operational work 

must enable a change in quality principles; hence, the bridge connecting the 

interventions and emphasizing quality principles is important. Without support 

from the operational work, no changes can occur in the quality principle, the 

quality profile, or the emphasized quality concept. 

6.2 Contributions 
This licentiate thesis makes three main contributions, which are presented as 

follows.  

Firstly, the two studies of a quality profile contribute to the knowledge that a 

service organization immature in quality management emphasizes one or two 

different quality principles. After a certain period, the performance of other 

quality principles improves. These studies also suggested that the overall 

performance of quality principles and the quality profile of the service 



Managing quality in a service context 

 

48 

 

organization improve through quality management, implying that quality 

management spreads to all parts of the organization in which it was 

implemented. Additionally, the studies showed that if a service organization 

emphasizes the change in performance of a certain quality principle, it would be 

influenced if the right interventions were used. These two studies also showed 

that some quality principles seem to be emphasized more than others, 

particularly during the immature phase of quality management. One of these 

quality principles is leadership, which many organizations view as the entrance 

into quality management.  

Secondly, the solution quality concept is presented in the conceptual study. This 

often-customized combination of products and services is one way for 

manufacturing organizations to compete with, for instance, products from low-

cost countries. This study suggested that solution quality consists of six different 

quality dimensions: (i) reliability, (ii) flexibility, (iii) consistency, (iv) empathy, 

(v) approachability, and (vi) tangibles. Using these quality dimensions helps the 

service organization deliver solution quality.  

Thirdly and finally, this licentiate thesis connects the empirical findings in a 

quality concepts model to meet upcoming challenges. This model links the 

operative work of interventions with the choice of strategic issue as an 

emphasized quality concept. The model shows that a need exists to change work 

activities if the service organization changes strategic direction because the 

performance of the quality principles in the quality profile must be improved or 

modified through a change in offerings.  

6.3 Future research 
As always, digging deeply into an area uncovers a number of questions related 

to the research area. Two of these questions and propositions for future research 

are as follows. 

The first of these questions is how a change in organizational offerings affects 

the quality of the delivered offerings. A service organization that begins to offer 

services as add-ons to products must enter the new market of services with high 

quality services if they want to achieve success. Thereto, they need to maintain 

the quality of their products and not lose any customers in that market, thus 

presenting an interesting aspect. 

A second important question is how manufacturing organizations by themselves 

perceive solution quality. This question is important because an increasing 
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number of manufacturing organizations are beginning to deliver solutions and 

they must, therefore, consider the quality of all of their offerings.  
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