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Abstract

This study examines market orientation and service quality constructs within the public
sector sport and recreation providers in the UK. A preliminary review of the literature
regarding marketing as a concept, its implementation and thc constructs of service quality
concludes that two models measure the constructs of market orientation and service quality
adequately. These are the Kohli and Jaworski (1990) market orientation model and the
Cronin and Taylor (1992; 1994) scrvice quality measure. The market orientation mode!l has
been effectively linked to performance in other studies. Related studies concerning marketing
in this sector have cither concentrated upon generic issues, or attempts to measure service
quality, but not the implementation of the marketing concept i.e. market orientation,
simultaneously combined with the measurement of service quality.

This research thus attempts to fill a void in knowledge by examining the market orientation
and service quality constructs, and the link to organisational performance measured directly
by income, expenditure and attendance for this service sector. This is in order to make a
contribution to the morc effective marketing and service quality management practice for this
service industry. Employing a combined research design this study investigates the
dimensional structures of the two constructs and the link to performance via quantitative
means. This approach also determines the existence of other related dimensions via the
qualitative research methods adopted. Finally, evaluating the results against performance
criteria to determine, where appropriate statistical significance. The nature of this service
provision enabled staff to be used for the quantitative study to measure the market orientation
and service quality constructs to gain a surrogate “customer perspective”.

The two construct models proved to be reasonably robust, with many of the elements being
retained in both after the iterative removal of elements via Cronbach alpha reliability tests.
After principal component analysis, the dimensional constructs of both models were
confirmed with the rctained elements, although some dimensions subdivided due to
questionnaire content (negatively worded items) and contextually specific items discovered
in the service quality constructs (staff and physical facilities being considered as tangibles,
but in two dimensional constructs). Multiple analysis of variance identified some significant
differences between the four cases, identifying a statistically significant link with
performance for market orientation and service quality against the more extreme
measurements of income, and attendance. This was only for two of the dimensional
constructs of “Reliability” and “Tangibles” for the service quality dimensions however but
still providing a useful method to determine a “non management” perspective for these two
clements. The qualitative phase identified the possibility of other important dimensions
which included elements of the Narver and Slater (1990) market orientation dimensional
construct, “competitor orientation” and “interfunctional coordination”, and a further
dimension of “resources”, which is probably unique te this service sector.

1t was concluded that use could be made of the statistically significant elements that were
found from this study of thc dimensions of market orientation and service quality as a single
mcasurement instrument. They could provide an indicative means of identifying important
measures linked to functional issues underlying the marketing processes i.e. intelligence
gathering, intelligence dissemination and responsiveness, as well as effective perceptual
measurements of the “reliability” and “tangibles” which make up this service provision,



Market Orientation and Service Quality of Public Sector Sport
and Recreation Providers: A Case Study approach.

Table of Contents

Chapter I INTRODUCTION ... 1
11 The Markctiflg CONCEPE. ....uvvev e ceece e ettt oottt e e b s R m b e b ]
1.2 Markct Orientation i a Service SCHINE ..o e 3
1.3 Market Orientation and Scrvice QuUality........ooon i 4
1.4 Public Sector Sport and Recrcation PLOVIAEIS ...c.c..oc.ooviiiiieiin s e 4
1.5  Aims and Objectives of This Study.......coov i 5
1.6 The Structure 0f he TRCSIS. .o iieie i e e e e e e s es e ean et 6

Chapter 2 MARKETING, “A DEFINED TERM™. ... 15
2.1 TREEOALICEION ... evve et e e oo ettt e ee et st rr e ek eaba e se e £ s e s en e e e e e b T e RS e mebs s e ne s 15
22 Backrotind ..o e et s 15
23 Marketing as a Customer Focus ACHVILY oo e 20
2.4 Marketing as an Applied DISCIPIIRE .....ooieive e 22
2.5  The Demise of the Valuc of Marketing as an ACtVIty ... i 26
2.6 The Status of the Marketing DePartiMCnt. . .. ..o coeeer et s ec e st e as s pasen e saen 30
2.7 Marketing and the Measurement 0f SUCCESS......co.coioiii i 33
2.8 SUIMITIALY cviveemi it ce e et e a s dh it se e s b s e saa s se SR e bbb a4 (1SS e R s R s 35

Chapter 3 THE MARKETING CONCEPT.....ccociiiiiiiiiiit e 37
3.1 L1114 T 1 T OO PS RSO 37
32 Marketing Concept Defined. ..o 37
3.3  The Operationalisation of the Marketing Concept in the Public Sector.........ooo 40
3.4 Marketing and the Public Sector Sport and Recreation SErvices ... 43
35 0] 3 L o OO OO TS O R RO TTUTRUPPIOS 46

Chapter 4 THE MARKET ORIENTATION CONSTRUCT ... 48
4.1 L oo 1T 4 o} 1 T T U PR 48
42 7T 4 T SO OO PP R TUTPPIOTTO 48
43  The Market Orientation Studies of Kohli and Jaworski (1990) ...c.ooovcceiniinn e 50
44  The Narver and Slater (1990} Modcl of Markct Orentation .......ocovimeeniiiiici e 55
4.5 Integration and Generalisation Studics of the Market Orientation Construct ... 58
46  The Relation of Market Orientation to Business Performance...............ccicne 60
4.7 Factors Affecting the Market Oricntation and Busincss Performance Link ... 67
4.8 SUIMIMIELY .ottt ee et bbb fh b e s s Eb L= b b s s ab e s s a0 b o3 Sh e She e e ab e e e bbm g2 es f2 e e sb see e s raes 71

Chapter S THE MEASUREMENT OF SERVICE QUALITY ..o 73
5.1 INEFOAUCHION .. oo e et er e et e b e e 73
5.2 BACKEFOUI ..o\ cviir i st e stesses e sh e e e et e e e er e nb et s e eab e e aaea LR e g n e 73
53 Service Quality Definitions ..o 75
5.4 Service Quality DHMERSIONS ..ocoviiiieci et e e e e 79
5.5 The SERVQUAL MEASUIE . ...ccoviriir i cccciieicrern it st e s s e et teee e e s e e e aara s e e e s arn s &0
5.6  Theorctical Criticisms of the SERVQUAL MEASLITE ... ...ooveieiiee e e e 81
5.6.1 Paradigmatic OBJECIONS ..o et e e s e e e 82
562 Gaps Model MEaSUTEIMCIT ....c...oo et e et e mee bt b st iee e e st m e emame s 85
563 3 LTl Ll 1 11 Y OO RO SPTTPUUOIY 86
5.6.4 DAMENSIONAIEY ...t e e s 88
5.7  Operational Criticisms............ et e et e Attt e rete et rrr e et eeaaat e b e e e e n s ta e 89
5.7.1 IS g T o L 0] - S PO O PP UUUO PP TUUUR PP 89
5.8 eI COMPOSILIONL ety ee ettt e et ec et e e e o e b e e et bbb e ea e et e s 90
581 PO aTI Ry e ey et e s e aaaa s 91
582 SCALE POIMES ...eiitie it et e n et e e e e s e e ebar e et et 91
583 TWO ADMUNISITAIONS ....eooiiieieeeee et it s e a e s e oo st s eme s see e e e enr s 93
584 Variance EXracted ......ooovii e e e 94

ifi



59  QOther Measures which Purport to Mcasure Service Quality.............. PP P S TP 85

5.9.1 SEIVICE VAIUE CHAIM. ooveeeeo et e et tras ch e et e s s e mame e e e abessrat s tae s e 95
592 Modified SERVQUAL MEASLICS. .....oovvimimieeimiiret e iiirerite s s s 96
5.10 SERVPERF: Performance Measure APProach ..o e 97
5.11 Industry Specific Focus of Services Marketing for Sport and Recreation Providers.................... 98
5,12 SUIMIMATY . oooveveereeocem e essrmes e e e s ss e o bt am s 08 e b s b bR o b b St e b e e 100
Chapter 6 RESEARCH METHODOLOGY ..o 104
6.1 TAETOEUETION .. e et cte ettt et ieee e ree s ceefam e neeem s s Ee b fhs 4 e bR L b eb Hd bbb Em e e e bt tr 41 be e eb e e e ebs e mnan e e 104
6.2  Background 10 Rescarch DEsign ..o s e 104
6.3  Combined Research DESIENS. .ot e e s 105
6.3.1 Case StudY ADPIOACI ...oii i et i e 108
6.3.2 Industry Specific Focus of the Study ... 111
64  Stage |: Sclection of Suitable Cases for Further Study. ... cocerieien 112
6.4.1 Exploratory RESEATCH. ..ottt i et e 112
6.4.2 The Analytic Hierarchy Process: Background ... 114
6.4.3 Analytic Hicrarchy Process: Methodology ... ..o 115
6.4.4 AHP : Application, Modcl Development and Structure.......con 124
6.5  Stage 2: Casc Study Analysis Of Sclected Local Authorities. ... 125
6.5.1 Quantitative Phase of Stage 2 of the Study. ..o 125
6.5.2 Qualitative Phase of Stage 2 of the Study. ... 129
6.5.3 Quantitative Phase of Stage 2: Analytical Approach.......c.comnin 135
6.5.4 Qualitative Phase of Stage 2: Analytical Approach ..o 139
6.5.5 Reflections on the Data SOUICES ... .oiov et e rri i e et ee s e 140
6.6 SUIMMITIATY 1 1ecvevee et eusuasmeeme e msees et e caaem b iae s er e e shabm e AR o2 e s n bbb e 1 me s mebbesE R e s e e e e 140
Chapter 7 RESEARCH METHODS ... 142
7.1 LTS 0T 13 e £1v) OO T PP UP PSP 142
7.2 Stage 1: The AHP Multicriterion Modal.........oooooiiiiiniii e e 142
7.2.1 AT (o Ta L B £ T T =3 PO OO T P RRRUR 143
722 AHP Mode! Stmacture for Sport and Recreation Providers ... 144
7.23 Sample Selection for SIAEe Love e 148
7.3 Stage 2a: Questionnaire Decsign (Quantitative Eloments). ..o 150
7.3.1 General Considerations of the Questionnaire Development. . ..o 150
7.3.2 Questionnaire Development: Market Oricntation Construet ... 151
7.3.3 Questionnairc Development: Service Quality Construct.....ooooo i 157
7.3.4 Survey Mcthodology for Stage 2 (Quantitative Elements)......cooooo e 158
7.4 Stage 2b: Qualitative Research Design ISSUES ...ovi i et 161
74.1 Interviews with Management Staff. ... 161
74.2 DOCUIMETI ALION .. oveeeieeeceee et e e e e err et scam e bt bt bbb eb shb s b oo en e abbbb s re b e et s b e s ambne s ssmresraname 163
7.4.3 Archive Records......coceeeeviiiniciennn. S TR PPOTRPPRR 163
7.5 Stage 2c: Quantitative Data Analytical ISSUCS ..o v 164
7.5.1 lterative Removal of Elements via Cronbach Alpha TestS..... oo ivrinicciie e isieccee 164
7.5.2 Reliability Mcasures for the MARKOR and SERVPERF Canstructs. ... 165
7.5.3 Validity Measures for the MARKOR and SERVPERF Constructs..........coovvvvneieccrcvnnnnnnne 166
7.6 Stage 2d: Qualitative Drata Analytical 1SSUES ..o e 167
7.6.1 INEETVICW Dala: ANAIYSIS ..o i iieriers st rieie e eaere b e et e et s e er e e ae b a e e e 167
7.6.2 Documentation and Archive ReCords ... i e i e 171
7.7 RRE 7Yoo T T P PO PP PP PP PP PP PRPPPPPPN 172
Chapter 8 RESULTS OF EXPLORATORY FIELD WORK .........coovervevrrrionenren. 174
8.1 TOEOEUCTION 1.t vievenreess e ee e e eetmeee sbsb e settesem e e aesme o eamsmee eme e as armEes se e £ emes e e e ne et ben srbabesen sasmaaear s bE e e 174
8.2 Analysis of Survey AHP QUESTIONATICS . ..coi. e e sttt b e 174
821 Results: Inconsistency Values (1C). .o 175
822 Comparison of cach of the SUb-Groups..........ocie i 176
823 Overall Evaluation of the Inconsistency Measurement. ... ieciici e e s 178
2.24 Results: Factor Analysis of the AHP Data..........ccoooii e 179
825 Seleetion of Casces for Further Study oo s e 182
B3 SUIMUMIAIY L oooeoiie oo itie et e re e et e ee e e e et e ek s te et b ie s sbbs ot eaneee e s oS be b et C b e e ean b es b e et 183

v



Chapter 9 QUANTITATIVE DATA FINDINGS. ..o 185

9.1 J T s LT3 Te ]« ETERUT OO OO OO SO TSP 185
9.2 Market Orientation Constructs: Reliability Measurement. ..o e 185
9.2.1 Factor Analysis: Market Orientation CONStUCES ...t 186
922 121 Ts s 11 U U U TP SOV PP R FPTOTOTPOP 191
93  Service Quality Constructs: Reliability Measurement. ... 193
93.1 Factor Analysis: Service Quality Constructs. ...ooooovvin s et 194
9.4 SUITHMIATY .o veviev e e e oo an s a bt e s e b1 78 S o1 bS8 S £ b e e cb e e s 199
Chapter 10 QUALITATIVE DATA FINDINGS. oo 201
10,1 IRIEOTQUETION oo eee et e oot ta e et bbb e b £ s et e s s ec e e s oo s e e e e anbe s eb st S bbb b ae e b e b b e brbpe e 201
10.2  Theme Analysis: OVEIVIEW (oo e s e s 202
10.3 Theme Analysis: Market Orientation ConstruSt ... e e 205
10.3.1  Kohli and Jaworsk: (1990) Market Cricntation Construct. ... oo e 206
10.3.2  Narver and Slater (1990) Market Oricntation Construct............ e et a e e ens 207
10,4 Theme Anatysis: Service Quality Construct. . 208
10.5 Theme Analysis: Other Coded El@ments. ... e 209
106 Qualitative Raw Data ARalYSIS oo e 211
LU R0 T D130 s 11 Lol o) | WO OO RTOTTPPRO et b e 211
10.6.2  Local AUthority Cas€ A ..o i reersoe e s e s oo e Lo sba a2 e e aae e c s 211
1063 Local AUthority Case B . it e s 224
10.6.4  Local AUthority Cast € .o sttt bbb e e 234
10.6.5  Local AUthOFITY Cast D oot e s s e e e e 245
FULT  SUIMITIAEY 1. ctnte et e et s et et s e A e S E b8 s s 254
Chapter 11 GENERAL DISCUSSION OF FINDINGS ..o 257
L T T 1T e s 111 11« J OO O U T O USROS TR PP PPTOOR 257
11.2  The Market Orientation COMBINUCT ... ierec e e res st et s e et e b e s 258

11.3  The Service Quality Construct
11.4  Other mpacting Dimensions
11.4.1 Customer Expectations
11.4.2  Customer OTIEIIAHOM. coove o coeeeiei et oo s et e sr s s e e
11.4.3  Total Quality Orientaticn
11,5 Link to PorfOmMMante.. ... e s s b e sr et e e e e
11.6 A Comprechensive Means Of Mcasuring The Market Orientation And Service Quality Construct

F o (=3 T T S TP OO U UOURPR PP TP 267
Chapter 12 PROPOSITION EVALUATION.......cooriii i 271
12,1 IIUTOGUELION vve e cieiiii it e e s it s sttt e e e e s s e bbb ea ca e mhbe s s s s ke e e e e es srm et st e e e e e aa bbb e s s s s e e s 271
12,2 Evaluation: HYPoTheSis Hiuo i s sy 272
12.3  Evaluation: HYpothesis Ha oot 276
12.4  Evaluation: Hypothesis Ha.....ooooooii i st s 279
12.5  Evaluation: Hypothesis Hay.. .ot i e s s s 281
12,6 SUITMIBIY .ot eeeeee e eeeeeeeeetceee e sesees s sesesssses b1 £ eb s e eee et et s oo s bbb sraer st erns 280
Chapter 13 CONCLUSIONS FROM THE RESEARCH PROGRAMME............... 288
13.1 Market Orientation and Service Quality ConstruCtS ... e 288
13,2 MethodoIoZICal ISSUBS......iieivuerit it ienn e et e e et e s oo b e eb b e st e 293
133 Limitations 10 this RESEArCH oo e 295
13.4  Implications for Further STdy.. ... e e 296
BIBLIOGRAPHY ..o it e e et 298
AP PEIN D I E S L e e e 299



List of Tables

Table 1 Eighteen Determinants Of Service Quality (Johnston 1995).....ccimmmeiircsmmernrsmmnssnsncccinmnassces 80
Table 2 Relevant Situations for Different Research Strategies (Yin 1994: p6).
Table 3 Reliability and Validity of Case Study Method. (Yin 1994: p33} ..., 109
Table 4 AHP Decision Making for Leaders {Saaty 1995)....

Table 5 Scaling Method for Passive Judgements within AHP (Saaty 1977) . -
Talle 6 Diagrammatic representation of the AHP model for “Effective Marketing”.

Table 7 Elements of Strategic Varketing.... o . eneerarenineans .. 146
Tahle 8 Elements of Strategic Marketing Planmng .. 147
Table 9 Elements of Markcting Management ... s s sresssseiess 148
Table 10 MARKOR scale items, Market Onentatlon Scale (Kuhl: et al 1993) [ 153

Tahle 11 Service Quality Questions Incorporated within the Questionnaire [nstrnment. .....
Table 12 Responscs for the Market Orientation/Service Quality Qucstmnnmre

Table 13 Qualitative Stage 2, Interview Questions ... OO
Table 14 Overall Incensistency Values: Descriptive Stanstu:s ....................
Table 15 Descriptive Statistics for Incensistency Values ........
Table 16 Facter Analysis of AHP Ontput for all cases (46} oo oveivenvisnssivisicrannns
Table 17 Cumulative Variance, All Cases (46)......ccouaes
Table 18 Priority Values of Top Four Cases......
Table 19 Cronbach Alpha Values for Market Orlem.mon Cnnstructs
Table 20 Total Variance Explained (Market Orientation Constructs)...
Tabte 21 Rotated Component Matrix, Market Orientation Construct Elements.. .
Table 22 Significance Values, Market Orientation Construct EIRTIents o ccoomrm ettt
Table 23 Mean Values For Market Orientation Construct EICments ....oeiammreimnimsmsemsissins
Table 24 Intelligence Generatien, Significance Test. c.cornnecininnns
Tahle 25 Intelligence Dissemination, Significance Test....
Table 26 Responsiveness, Significance Test ..
Table 27 Cronbach Alpha Levels for Sernce Quahtv Dlmensmnal Constructs

Table 28 Rotated Component MatriX ....cccovvivinmmmeeem et e
Table 29 Teotal Variance Explained for Sernce Quality COmPONENLS .. cccverreisrssirerssnnvssnsssssasrsrrosasane
Table 30 SERVPERF Dimension Questions: Tangibles ...
Table 31 SERVPERF Dimensional Elemcnts Found....
Table 32 Tests of Between-Subjeets Effects ....ccoevvviercreeiecnnnnne
Table 33 Meun Values: SERVPERF Constructs for Each Case...
Table 34 Scheffe Test: Construct “Reliability” .uveiveeeeeeerneerenne.
Table 35 Scheffe Test: Construct “Tangibles™...
Table 36 Constructs Derived from First Order Themes ........
Tahle 37 First Order Themes: General Marketing Elements......
Table 38 First Order Themes: General Service Quality Elements .......
Table 39 First Order Themes: Market Qrientation Construct (Kohli and Jaworskn 1990)
Table 40 First Order Themes: Market Orientation Construct (\aner and Slater 1990)..
Table 41 First Order Themes: Service Quality Construct............
Table 42 Service Quality First Order Themes: Other Coded Elemen(s

Table 43 First Order Themes: Market Orientation Construct (Kohli and .Ia“urslu 1990)
Table 44 First Order Themes: Market Orientation Construct (\aner and Slater I99I}) .....
Tahle 45 First Ovder Themes: General Marketing Elements... FRRT—
Table 46 First Order Themes: Service Quality Construct...
Table 47 Financial and Attendance Data for Each Case...
Tahle 48 Principal Cempenent Analysis of Market Orlentannn Elcments
Table 49 Intelligence Generation: Significance Test....ccminiiinnnees
Table 50 Intelligence Dissemination: Significance Test
Table 51 Responsiveness: Significance Test...
Table 52 Comparative [ncome/Expenditnre Statistics......ciiimrenene
Table 53 SERVPERF: Rotated Components Matrix......

Table 54 SERVPERF Dimension Questions: Tangibles ... -
Table 55 * Elements Of The SERVPERF Modet Identui‘ed al’ter Prmcnpal Cnmpnnent Analysns.
Table 56 Tests of Between-Subjects Effects for Service Quality Constructs. . iceeenveveniennens
Table 57 Average Values: Elements of thé SERVPERF CONStruCt....ccrsissnsinscvesmssssisosisssssnesissesaisnnnns
Table 58 Scheffe’s Test: Construct “TangibIes™ .o i ctrrr s rerasn s s bsnisses
Table 59 Scheffe’s Test: Construct “Reliability”

vi



List of Figures

Figure 1 Route Map for Chapter 1, Introduction and Oveerview
Figure 2 Market Orientation and Secrvice Quality Framework Overview
Figure 3 Research Process Adopted in this Thesis

vii

12
13
14



ACKNOWLEDGEMENTS

The author wishes to thank the following:

Professor Edgar Hibbert who has given such positive support over the years this research has
taken to complete.

Professor Alan Cowling who provided excellent support throngh the post-graduate research
programme and the colloquium which proved to be very helpful.

Anne Mathews, Head of Marketing Departrent at the University of Luton for the informal
proof readings during the completion of this research.

Brian Mathews, Professor in Marketing, University of Luton, who turned the light on at the

end of the tunnel on many occasions, especially when the statistics and numbers were getting
very awkward.

Mr Ron Driver, Academic Registrar, University of Luton who provided the patient sounding
board during the development of the multivariate models.

Mr David Kerridge and Mrs Anne Kerridge, my brother and mother who both kept the
machines going when the inevitable computer crashes occurred.

Sandra my wife, who, despite the considerable time this research has taken to complete, has
provided me with continuous support.

The research students at the University of Luton, Andy, Jack, and Jessica who have been
very patient when listening to me articulating the various sections of this thesis and offered
constructive criticism,

Dukey, my dog who kept me company when we went on our long trips to visit all of the
varions local antherities.

And finally to the late Professor Barry Turner, who gave such supportive help in the early
days of this research, he was, and js, very much missed.

vili



Author’s Declaration

1 declare that this thesis is my own unaided work. It is being submitted for the degree of
Doctor of Philosophy at the Middlesex University. It has not been submitted before for any

degree or examination in any other University.

ome b Baunia - Kermde

i (&ﬂ’?ﬁ:}

Date ﬂ‘)r)l 2 2000

X



Chapter 1 INTRODUCTION

1.1 The Marketing Concept.

The role of marketing, either as a “Philosophy” or “Concept”™ has often been argued as
a central facet of business principles; this relationship having bcen discussed for many
years from a number of perspectives (Drucker 1968, Felton 1959; Houston 1586,
Levitt 1969). The marketing concept has been suggested as being essentially a
business orientation (Drucker 1968; McNamara 1972). It has now developed as a
gentral activity of modemn organisations and it is the implementation of the marketing
concept which is purported to be an essential eomponent of the suite of business
activities that enable an organisation to survive and succeed (Barksdale and Darden

1971; Houston 1986; McNamara 1972; Van Egeren and O'Connor 1998).

This relationship betwecen the philosophy of marketing, the marketing concept, their
argued role and implementation within organisations has given rise to a considerable
debate in the academic literature amounting to an almost incalculable number of
articles. The number of definitions of marketing alone estimated at being in excess of
300 (Baker 1996). Other difficulties include the problems of the various measures of
company performance, a variety of aspects of a market or marketing orientation, a
diverse range of rescarch methodologies, measures and the sample frames used have

all resulted in limited validation.

It 1s only morc recently that a theoretical framework for the implementation of the
marketing concept, the market orientation (McCarthy and Perrault 1984), has been
provided (Kohli and Jaworski 1990; Narver and Slater 1990). This scientific

1



approach (Van Egeren and O’Connor 1998) has provided a stable foundation for the
development of research in this area. This has therefore, given rise to a more focused
discussion upon issues concerning market orientation, (Cadogan and Diamantopoulos
1995; Deng and Dart 1994; Gray et al. 1998; Jaworski and Kohli 1993; Narver et al.
1998; Slater and Narver 1994). In particular, authors have often attempted to establish
a relationship between the marketing concept and business performance (Deshpande
and Webster 1989; Houston, 1986; Kotler 1977; Levitt 1960; Shapiro 1988; Webster
1988). This has particularly driven many researchers to reconsider the more recent
construct of market orientation against business performance for given commercial
and industrial scenarios, many of whom have reported positive relationships
(Deshpande et al. 1993; Jaworski and Kchli 1993; Narver, Jacobson and Slater 1993,
Narver and Slater 1990; QOczowski and Farrell 1996; Pelham and Wilson 1996;

Ruckert 1992; Slater and Narver 1994).

Two market orientation models have emerged from the literature over the past decade.
These are the Kohli and Jaworski (1990) and Narver and Slater (1990) constructs.
Both are behaviourally based models (Cadogan and Diamantepeulos 1995) and have
been used in a number of subsequent studies on the subject. It is the Kohli and
Jaworski (1990) mode] which has perhaps received a more rigorous testing, but both
of these models have been tested essentially within commercial and industry areas
which are primarily product based rather than services (Greenley 1995a, 1995b;
Sigaw and Diamantopoulos 1994; Slater and Narver 1994). The exception, but only in
part to this is the Deshpande and Farley (1998) study which incorporated some
aspects of financial and other services. In this study, no differences were found

between the product and services industries under study, and this lack of



differentiation was attributed to the level of aggregation of the data. Although market
orientation studies to date have not differentiated between product and services, this is
by no means the case with regard to the research arena of marketing and services.

This aspect in relation to this study is now considered.

1.2 Market Orientation in a Service Setting

A separate body of study conceming services marketing, has developed its own, albeit
contested paradigms, of the role and implementation of the marketing philosophy and
concept (Berry and Parasuraman 1993; Fisk ¢t al. 1993). This division of study
however is not static, and quality has been a dominant factor that has been determined
to be important in relation to business performance (Buzzell and Gale 1987), and it
being suggested that superior service quality assists to gencrate higher revenue and

greater profitability (Rust et al. 1995).

In what are now considered to be classic studies, early work by Parasuraman et al.
(1985) sought to develop a suitable measure for service quality, this being an
approach by which service companies could develop a measure to enhance and
maintain a sustainable competitive advantage. This concept has met with its
supporters and critics alike, and resulted in a proliferation of articles about the service
quality construct. A significant number concem the expectation/disconfirmation
paradigm based SERVQUAL (PZB), and the more recent performance based
SERVPERF (Cronin and lTaylor 1992, 1994) models, which were an attempt to

measure the dimensional construct of service quality.



1.3  Market Orientation and Service Quality

Although collective wisdom suggests that marketing arrived late to the services
industry, environmental changes have brought about many differences with regard to
how service organisations survive (Lovelock 1995) and develop a marketing
relationship with their clients (Fisk 1994). Because both market orientation and
service quality constructs however would appear to have an impact on business
performance, a question arises with regard to the role these two issues might have in a
service setting. Due to the clements upon which these two constructs are built, this is
a particular issue with regard to consumers who are in an established continuous
repeat purchase situation, are likely to be in a position to influence others via word of
mouth, and where overall measurement of performance can be determined by a means
other than profitability. Such a setting is in the leisure industry of the public sector

sport and recreation providers.

1.4 Public Sector Sport and Recreation Providers

Consistent with the theme of the late arrival of the intreduction of marketing to the
services industry, the relationship of marketing to public scctor sport and recreation
providers has only developed in reccnt years. Marketing has however also been
reported in a number of non-profit areas, to a greater and lesser degree of success.
What has proved elusive over the years is the ability to measure the impact of the
coneepts of marketing and services quality, in the very least with regard to financial
or related performance criteria. The more recent studies which have attempted to
establish the dimensional constructs of market orientation and services quality enable
a better, more reliable and valid measurement. What has not been evalpated however,

is the simultaneous measurement of these two important constructs, and whether they



overlap, duplicate or have a dominating role over one another. This thesis therefore
evaluates these two constructs and applies them to four selected public sector sport

and recreation provider case studies.

1.5 Aims and Objectives of This Study

The overall aim of this study is to explore the constructs of market oricntation and
service quality within a sample of public sector sport and recreation providers with a
view to identifying nsefnl links, if they exist, for example with rcgard to financial
performance. This aim in turn comprises the following objectives which are measured

by hypotheses developed in this thesis:

1. To confirm the dimcnsional construct for market orientation

2. To determine a link, if one exists between the market
orientation construct and organisational performance

3. To confirm the dimensional construct for service quality

4.  To determinc a link, if one exists between the service
quality construct and organisational performance

5. To detcrmine the existence of other marketing or service
quality dimensional constructs

The Hypotheses developed in this study are as follows:

H, “MARKOR” is an appropriate model for measuring the
construct of Market Orientation.

H; Public sector sport and rccreation providers that indicate
Market Orientation as measured by the “MARKOR” model

perform better as indicated by direct measurements of
income and attcndance.

H; “SERVPERF” is appropriate for measuring the construct of
Service Quality.

H, Public sector sport and recreation providers that indicate
good service quality as measured by “SERVPERF”,
perform better as indicated by direct measurements of
income and attendance.

The research objectives are achieved by adopting a combincd research study approach

(Creswell 1998; Yin 1994). In this study, four cases are sclected, and by investigation



theories of market orientation and service quality are applied and evaluated against
the public sector spart and recreation provider service secter in the light of empirical
study. This procedure allows the market orientation maodel and service quality

construct measure to be presented.

1.6 The Structure of the Thesis

Figure I provides a route map which gives an overview of the conceptual approach

adopted in this study.

Chapter 2 reviews the definitions of marketing and the attempts to codify and
implement the marketing concept, philosophy and its operationalisation. Identified
also are the problems that are due to the absence of an agreed taxonomic base for this
subject, such as that exists in the Sciences for example. Marketing as a subject has
often been considered to be a customer focused activity. Some early definitions
particularly emphasised this issue suggesting that the entire organisation activities
should be directed towards the customer, not just the marketing elements. This
chapter also considers some of the difficulties that have surrounded marketing as an
applied discipline, particularly the vast number of definitions that have been attributed
to this subject. Despite the amount of work that has been undertaken in this area by
academies, markcting’s status within organisations has not survived well. Somc
writers have also reported significant “gaps” between academic writers on the subject
of marketing and the pract‘itioners in the field. Also considered are the difficulties of
measurement of marketing and success within organisations. Profit is a universally
used term, but as a derived term it makes problematic any attempt to correlate this

against marketing criteria.



Chapter 2 considers some of the more recent studies of the implementation of the
marketing  concept, evaluates their application and modified forms. The
operationalisation of marketing in the public sector has grown in the last decade, from
what was rcported as “non existent” (Cowell 1979) to a definite presence, but patchy
(Cousins 1990). This is supported by other authors (Collins and Glyptis 1992; Booth
1993; Graham 1994; Kester and Barns 1994; Walsh 1994, Dibb 1995; Doherty, Saker
and Smith 1996, 1998; Day et al. 1998; Rees 1998; Wakefield and Bush 1998;

Novatorov and Crompton 2001).

Discussed also is the role of marketing for public sector sport and recreation
providers. Although these organisations exist within a local government framework,
they rely upon their survival by attracting fee paying customers. There is therefore a
need for them te be market sensitive and to employ techniques that are appropriate to
this end. These would be expected to incorporate the techniques of marketing and
service quality. Some studies have been conducted in this area concemning these two
aspects of activity, but they have been mostly applied to a general leisure context.
These have contained a mixed provision, some of which require customers to pay for
a service, and others not, for example museum and library services. There have not
been any studies to date which consider the public sector sport and recreation
providers as a separate sector. This is despite these services being significant in terms

of capital and revenue levels and also present in every local anthority in the UK.

Chapter 4 considers the marketing orientation construct and provides an extant review

of the literature to date concerning this attempt at a scientific approach to measure the



implementation of the marketing concept by an organisation ie. its market
orientation. Figure 2 provides an overview of the Market Orientation (and Service

Quality) framework identified in this thesis.

Two major works are prominent in this area, the Kohli and Jaworski (1990} and
Narver and Slater (1990) model. Of the twc constructs, the former appears tc have
been, to date, more extensively and rigorously tested, but in the produet industry
arena. Only recently is consideration being given in the literature with regard to
market orientation considerations for service organisations. The two models are
evaluated from the works to date reported in the literature, and the purported links to
performance. It would appear that the market onentation construct has been
effectively linked to a variety of finaneial performance criteria of organisations, but
not the more abstraet forms of measurement such as market share for example. An
overview is provided of some of the factors which may appear to affect this link to
performance. Overall, the Kohli and Jaworski (1990) market orientation construct was

chosen due to it having been more rigorously tested in empirical studies.

Chapter 5 considers the measurement of the service guality as a construct, its
definitions, and dimensions, and an evaluation of the problems which appear to have
besieged this very elusive construct. Figure 2 provides an overview of the Service

Quality (and Market Orientation) framework identified in this thesis.

The SERVQUAL model is evaluated, principally because it formed the base upon

which the eventual model that was chosen for this section of the study i.e. the Cronin



and Taylor (1992, 1994) service quality construct. Theoretical, operational and other
criticisms are offered, for the variety of issues which surround this subject area, which
has had in excess of 3000 studies considering this subject area. What appears to be
problematic are that quality mcasures that have been developed and apply in the
product arena do not transport well to services. Other complex issues arise with regard
to the use of customers in thc measurement of this construct, which appear to give
variable results, and in any event it is not clear from studies in this area whether or not

there is as yet, a proven link to financial performance.

Chapter 6 Provides the basis of the research methodology of this study and an
overview is provided n figure 3 of the full research process adopted in this thesis. A
combined research design was adopted for a number of reasons. A number of authors
(Cousins 1990; Collins and Glyptis 1992; Walsh 1994; Doherty et al. 1996, 1998;
Day et al. 1998; Rees 1998; Wakefield and Bush 1998; Novatorov and Crompton
2001) report that marketing activity, despite its purported benefits appears to be
inconsistent within this service sector. In order to identify cases which considered
marketing and related activity as a high priority, but via 2 method which possessed a
high level of intemnal reliability, the Analytic Hierarchy Process was adopted. This not
only enabled respondents to report their perceived levels of priority for the elements
of strategic marketing, strategic marketing planning and marketing management, but
it also provided an “inconsistency measurement”. Respondents were asked to evaluate
groups of elements via a scrnantic differential design. Each element was considered
against all others within the group. This enabled an internally valid mechanism to
determine firstly the priority which respondents gave, but also whether the decisions

were “consistent”. This enabled the selection of four cases for further study. The



underpinning for the research design of the combined methods is also given, this
being a combination of both quantitative and qualitative metheds. This enabled
effective triangulation between the data sets, and provided a richness of data, and a
valid and reliable evaluation mechanism for this study. The nature of the service
provision also enabled staff to be used to complete the questionnaires for the market
orientation and service quality constructs. These were anticipated to act as “surrogate

customers” to provide an effective means of capturing reliable and valid data.

Chapter 7 This Chapter discusses the rescarch methods adopted in this study as
identified in chapter 6, and the various stages of this study. Presented are the research
instruments that are used and also the methods of analysis adopted. It begins by
ontlining the use of the Analytic Hierarchy Process model that was used to identify
the four cases, its structure and underlying foundations. The development of the
quantitative and qualitative stages are then discussed, incorporating the validity and

reliability issues of the research approach.

Chapters 8, 9, and 10 report the field work findings which evaluate the propositions
and critical findings developed earlier in this thesis. The analysis covers both the

quantitative and qualitative elements of this study.

Chapter 11 contains the discussions which arise as a result of the fieldwork in
comparison to the extant literature review. It covers the areas of the market orientation
and scrvice quality constructs, other impacting dimensions which arose from the

qualitative analysis, the link of the quantitative stage to organisational performance,

10



and combined approaches to measuring market orientation and service quality as a

result of the findings in this study.

Chapter 12 considers the hypothesis which were developed, and where support

appears {o be provided.

Chapter 13 provides the conclusions concerning the work of this study and covers
concluding issues, methodological issues, limitations to this research and implications

for further study.
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Figure 2: Market Orientation and Service Quality Framework Overview
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Figure 3: Research Process Adopted in This Thesis
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Chapter 2 MARKETING, “A DEFINED TERM".

2.1 Introduction

This chapter seeks to evaluate the background against which marketing has
developed, from its roots as being a “customer focused activity” to more complex
issues. An evaluation of the demuse of the status of the marketing department is
offered. This section also eonsiders the variety of definitions which have proved
problematic in establishing a firm taxonomic base, and the difficultics which the
“academic” and “practitioner” perspectives have caused with regard to the application
of the marketing concept. A discussion of the attempts to eodify and implement the
marketing concept, philosophy and its operationalisation is given and the application

of marketing as applied to the public sport and recreation providers.

2.2 Background
The question of “Marketing is” has long been debated by marketing scholars. The

discussion has been more intense since the work of Alderson (1957). Its fundamental
nature, characteristics, properties and features are variously dcscribed and defined by
a large number of authors. Unlike the sciences however, they do not build upon an
agreed taxonomic structure. Definitions of marketing emphasise a number of
attributes. There is also what appears to be very little consensus among authors with
regard to what attributes constitute an agreed formula, nor how it should be measured.
Researchers have constantly been indicating the need for the development of valid
and reliable measures of marketing constructs (Churchill 1979; Ray 1979). This arose
from many of the discussions of marketing as a science (Hutchinson 1952; Baumol,
1957, Buzzell 1963, Taylor 1965; Hunt 1976; O’Shaughnessy and Ryan 1979;

Ingebrigtsen and Patterson 1986). Aithough some of the studies considered marketing
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as a science, the absence of a taxonomic base and established definitions created

difficulties.

A significant work by Crosier (1975) reviewed some 50 marketing definitions, which
culminated into classifying these into three major groupings; function, philosophy,
and orientation. The first of the groupings, function, consists of the classic elements of
marketing research, targeting, segmenting positioning and the use of the marketing
mix and is probably the easiest to identify in organisations. The second grouping,
philosophy, presents marketing as a concept applied to all areas of an organisation.
This is often espoused as a “total business philosophy”. Orientation, the final category
is suggested as the means by which the previ.oué two are made possible by an
organisation. Since Crosier’s (1975) review, few subsequent authors have als.o
attempted to provide the equivalent of a taxonomical system for marketing and related
areas (Perez-Rivera 1994; McKee et al. 1990), but these have not provided a generally
accepted homogeneity of groupings as that of Crosier (1975). Neither have the
definitions of marketing by contemporary authors provided either an homogeneity of
concept upon which even a minority can agree. Indeed, some definitions do not
incorporate what were previously considered as the basic requirements of the
marketing concept described by important earlier works. A classic example of this
was by Levitt (1960) which placed the focus of the marketing concept upon the needs
of the customer. Subsequent authors suggest that the exchange process and the
transactions that make up, that process have taken priority within the view of the

marketing concept (Bagozzi 1975; Kotler et al. 1997).



This problem 1is further compounded by a differential being created between the
groups that are engaged in marketing activity for business and those who study the
subject of marketing. Hunt (1992: p310) states “Marketing is a University discipline
that aspires to be a professional discipline and that accordingly has responsibilities.”

Hunt (1992: p310) gives these as:

1. To society, for providing objective knowledge and teehnically eompetent, socially
responsible, liberally educated graduates.

2. To students, for providing an educaticn that will enable them to get on the socio-
economic ladder and prepare them for their roles as competent, responsible
marketers and citizens.

3. To marketing practice, for providing a continuing supply of competent,
responsible entrants to the marketing profession and for providing new knowledge
about both the micro and macro dimensions of marketing.

4, To the academy, for upholding its mission of retailing, warehousing, and
producing knowledge, its contract with society of objective knowledge for
academic freedom, and its eore values of reason, evidence, openness, and civility.

These four elements consider the wider view of the transactions and exchange
processes of marketing, adding an important role for stakcholders. [t therefore
provides a framework indicating a number of publics to which “Marketing” ean
provide a beneficial role. 1t is however, devoid of a clear central tenet of marketing

either as a definition or concept. A number of early marketing definitions are well

known, for example:

“The function of marketing is the establishment of contact.”

(Cherington 1920; quoted in Baker 1996: p5)

“Selling is preoccupied with the seller’s need to convert his produet into cash;
marketing with the idea of satisfying the needs of the customer by means of the
product and the whole cluster of things associated with creating, delivering and finally
consuming it.”

(Levitt 1960: p102)
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“Marketing is the process whereby society, to supply its consumption needs, evolves
distributive systems composed of participants, who, interacting under constraints -
technical (economic) and ethical (social), create the transaction or flows which
resolve market separation and result in exchange and consumption.”

(Bartels [968: p137)

Contemporary writers provide marketing definitions as follows:

“Marketing is the process of planning and executing the conception, pricing,
promotion and distribution of ideas, goods and services to create, exchange and
satisfy individual organisational objectives.”

{American Marketing Association 1985: p23)

“Marketing is to establish, maintain and enhance long-term customer relationships at
a profit, so that the objectives of the parties involved are met. This is done by mutual
exchange and fulfilment of promises.”

{Gronroos 1990: p8)

“Marketing is a company wide commitment to providing customer satisfaction. 1t is
alsc a managerial process involving the regular analysis of the firm’s competitive
situation, leading to the development of marketing objectives, and the formulation and
implementation of strategies, tactics, and an organisation’s control for their
achievement.”

(Brooksbank 1991: p22)

“Marketing is the management process responsible for identifying, anticipating and
satisfying customers’ requirements profitably.”

(British Chartered Institute of Marketing, quoted in Wilson et al. 1992: p1)

“The process of planning and executing the various activities which are involved in
selling goods, services, or ideas and which lead to an exchange between a seller and a
buyer.”

(Keegan, Moriarty and Duncan 1992: p6)
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“Micro marketing: is the performance of activities that seek to accomplish an
organisation’s objectives by anticipation of customer or client needs and directing a
flow of need-satisfying goods and services from preducer to customer or client.
Macro marketing: is a social process that directs an economy’s flow of goods and
services from producers to consumers in a way that effectively matches supply and
demand and accomplishes the objectives of society.”

(McCarthy and Perreanlt 1993: p8)

“Marketing consists of individnal and organisational activities that facilitate and
expedite satisfying exchange relationships in a dynamic environment through the
creation, distribution, promotion and pricing of goods, services and ideas.”

(Dibb et al. 1994: p4)

“A social and managerial process by which individnals and groups obtain what thcy
need and want through creating and exchanging products and value with others.”

(Kotler et al. 1997: p6)

Althongh the ranges of definitions are diverse, all but one has the exchange process or
transactions within the tenet of the concept. An element of the consensus of marketing
would appear thereforc to be a sct of activities that assist with transactions or
exchange processes beiween parties (Glynn and Lehtinen 1995). Althongh this
perception gives at the very least a common denominator approach, it only provides a
minimal basis upon which to build a common mecaning either to be interpreted by

academic writers or applied by commercial organisations.

Bemard (1987: p73) noted this lack of trend towards a common opinion, stating:
“...perhaps the more remarkable that there shonld appear so many (seemingly

frequently incompatible) views regarding the very nature and basis of marketing.”

19



This therefore does not provide the same base for the development of an academic
subject that has occurred in other disciplines. For example, Bernard (1987. p85) also

observed:

“The development of codified principles of marketing has not represented the
promulgation of new knowledge in the same way as, for example occurred with
nuclear fission or space travel. No radical experimentation resulted in dramatic,
visible breakthrough.”

Indeed, whereas the majority of scientific laws are not questioned except in extreme
circumstances or new development, marketing definitions are often being brought into
question. Classically, Levitt’s (1960) marketing myopia eriticised the US railroad and
the US movie business for failing to move into business domains which would have
maintained or improved profitability. More recent research by Morris (1990) has
identified that these businesses did indeed attempt to undertake this strategic
direction. They were prevented from doing so, not by failure of a marketing approach,

but almost certainly due to US regulatory authorities.

2.3 Marketing as a Customer Focus Activity
Drucker (1968: p54) linked marketing with company success. The emphasis of the

customer was paramount, with marketing as a company wide influence: “Actually
marketing is so basic that it is not just enough to have a strong sales department and to
entrust marketing to it. Marketing is not only much broader than selling, it is not a
specialised activity at all, It encompasses the entire business. 1t is the wholc business
seen from the point of view of its final result, that is, from the eustomer’s point of
view. Concern and responsibility for marketing must therefore permeate all areas of
the enterprise.” This concept was still applied by writers in marketing in the 1980’s.

For example Goldsmith and Clutterbuck (1984: p63) state: ““A prime function of the
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company having as one of its major objectives, the satisfaction of the customer

requircments.”

In their review of successful companies, Peters and Waterman's (1982: p157) study of
“successful practitioners” also found that they were: “...really close to their
customers...and that the winners secm to concentrate on the revenue generating side.”
Although not completely empirically based, these two latter studics indicate a
consensus of view concerning the customer perspective. It is also noted that since the
publishing of the Peter and Waterman’s text, a number of companies purported to be
successful practitioners have ceased to be so, therefore not satisfying the “long term

success” criteria,

Other cxamples of company practices, proposed that marketing, would be
“...tomorrow’s competitive cutting edge,” (Michaels 1982). Similarly, King (1985)
stated: “Adopting thc markcting concept implies totally reorienting the whole
company such that its strategic planning starts by identifying opportunities created by
the potential for more effectively satisfying consumer wants. This then lcads to the
company’s research, development, engineering and production capabilities being
aligned to developing a product and a marketing mix. This optimally matches the
prior identified opportunity in the market” King's (1985) description was applied to
production orientated companies, the tangible nature of physical products lending
themselves relatively easil)} to understanding the traditional concepts of marketing. At

the end of the 1980’s, this emphasis upon the customer was also commented upon by
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Baker et al. (1986: p40). Summarising upon a variety of marketing studies, it was

suggested that the works had resulted in disparate emphases producing:

“...a pervasion that of a rather vague notion that marketing has something to do with
putting customers’ first in the minds of everybody in the company.”

2.4 Marketing as an Applied Discipline

Many of the modem industrial processes, which have been the foundation of western
society’s material development, have begun as scientific experiments by academics.
This is not a recent phenomenon, it being a process that has been in existence for a
considerable period. As new scientific developments took place over the years,
altering the perception of knowledge, inventions of better mechanical sophistication
were produced to replace the earlier versions. The process and development of
scientific theory to industrial development was therefore tangibly clear. The scientific
basc being described in many cases was in terms of laws, and its content far from
being disputed was used as foundation for further development and enhancement of

products and processes.

This same process cannot be said to exist for the arena of marketing. The goal of
sustainable competitive advantage for companies has been determined as important
(O’Shaughnessy 1995; Johnson and Scholes 1999) and that the adoption of the
marketing concept was one such approach to gaining sustainable competitive
advantage. There have bpen however, clear differences between the marketing
concept as espoused by academic scholars, and that considered by the practitioner
(Hunt 1992). Myers (1979: p62), supporting indirectly the concept of competitive

advantage via marketing argued “Marketing is a ‘Professional discipline’ and not an
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‘acadernic discipline’. Marketing academicians should recognise that the overall
importance of rescarch and knowledge development in this field, over the short-run or
long run, is to improve marketing practice and decision-making, and in general, to
advance the state of knowledge useful to thc profession.” In suggesting that the goals
and direction of academic researchers should be focused upon the needs of marketing
practitioners, this implies that a difference of opinion exists between the objectives of

the marketing academic scholar and the practitioner.

Baker et al. (1986: p41) commented on this observed differential, stating: “Perhaps
the most perplexing aspcct of the ‘Marketing Concept’ is the apparcnt difficulty
cxperienced by those trying implement it. The ‘Gap’ between theory and practice
seems to onginate from the fact that practitioners do not see marketing as a means of
solving their everyday business problems.” This apparent dichotomy between the
marketing academic and the marketing practitioner sees the role of the former moving
away from the nceds of the business forum, whilst the marketing practitioner does not
appear to value the study and application of the marketing concept. Recent literature
has attempted to bridge the gap between the view of the markcting scholar and
organisational perspectives (Piercy and Morgan 1990, Brownlie and Saren 1992,

Piercy 1997).

The lack of clarity of the relationship between marketing academics and practitioners
however, combined with the absence of an agreed taxonomic base upon which to
develop a marketing paradigm, have not helped to alleviate the confusion concerning

this dichotomy. This apparent differcnce bctween academics and practitioners
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regarding the marketing concept and its application to the commercial and other
environments however has had no restraining effect upon the methods which
organisations within the marketplace have sought to gain sustainable competitive
advantage and where appropriate, profit. It could be argued that from the
practitioners’ perception, marketing as an activity has taken place since the first

exchange of goods and services took place.

One of the earliest recorded “Marketers” concerning the formalised concept of
marketing was reported by Drucker (1968: p53), citing “Cyrus McCormick™: “The
first man to see marketing clearly as a unique and central function of the business
enterprise, and the creation of a customer as the specific job of management, was
Cyrus McCormick. The history books mention only that he invehted a mechanical
harvester. But he also invented the basic tools of modern marketing: market research
and market analysis; the concept of market standing; modern pricing policies; the
modern service salesman; parts and service supply to the customer and instalment
credit. He is truly the father of business management. And he had done all this by
1850. It was not until 50 years later, however, that he was widely imitated even in his

own country.”

The ultimate purpose of this business approach was to gain sustainable competitive
advantage. Marketing is but one process among many in the commercial environment.
If the pluralistic nature of organisations is accepted and marketing is not the pre-
eminent force but onc of several important functions, then effecting any form of

organisational change becomes a complex political and mechanical process. This is
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unlikely to be driven by sophisticated market analysis or intelligence alone (Brownlie

and Saren 1992).

Marketing ideotogy in its various forms, when present, although identified as an
essential competitive tool within companics, is normally considered to be an
operational component of thc larger corporate or business strategy. As a result it is
alongside other functional elements such as operations, finance, human resources ete.
(Webster 1988). The use of marketing is often only seen as an operational tool and
therefore scen  competing  with  other  business  disciplines (Lorenz 1986}
Consequently, markcting does not usnally provide the choice of strategic direction.

External measures, such as market share often provide this.

Even measuring what appears to be the most basic of marketing issues, that of
“satisfying customer requirements profitably” is a compound, extemally derived item.
The methods of obtaining rcliable and valid data of such customer requirements are
complex. Matching these to fiscal measnres such as turnover are difficult. A variety of
individual circumstances, for example asset acquiring polices, can causc the methods
of profit calculation to vary from company to company. Comparisons to indirect fiseal
measures such as profit in terms of equating successful marketing practice is tenuous.
Further to this, the majority of Western government administrations require detailed
annual financial retums for limited companies, or companies limited by gnarantee.
For example, within the UK these arc underpinned by complex statutes, and are

almost exclusively financial in their nature, reporting the activities of a company.
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This emphasis has led to marketing and its method of general reporting being

sublimated to a second tier importance compared to the financial reviews.

2.5 The Demise of the Value of Marketing as an Activity

In the competitive arena of workplace disciplines, the confusion of marketing and its
measurement, along with the other difficulties stated have not assisted in the
promotion of marketing as a worthwhile activity. Despite this, the marketing concept
has remained a powerful and consistent ideology “..but, as with analogy of
monetarism and Marxism, this does not mean that it (the adoption of the marketing

concept) is correct.” (Brownlie and Saren 1992: p38).

Marketing is but one of many processes which occur in organisations and by itself
could not provide a complete answer to corporate success. Further to this, the linkage
of marketing to organisational business processes has not been integrated either easily
or with clarity. Bonoma (1985: p24) stated: “...marketing for a number of years has
been long on advice about what to do in a given competitive or market situation and
short on useful recommendations for how to do it within a company, competitor and
customer constraints...experiences with both managers and students argue strongly
that these parties are often strategy-sophisticated and implementation-bound.” Classic
marketing textbooks have also reported upon, and identified this problem of
implementation (Kotler et al. 1996; O’Shaughnessy 1995). Piercy (1986: p285)
identified three areas that were apparent barriers which marketing executives

cxperienced. These were:
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1. The diversity of organisational structures in which marketing executives
operate and the impact of confliets of interests with other functions.

2. The interaction between organisational structure and the effectiveness of
marketing activities.
3. The manipulation of marketing information.

The pluralistic nature of organisations also provides a competitive environment in
which often it is the political processes that determine which organisational functions
take precedence. There has therefore been a lowering of perceived value of marketing
since the mid 1980’s as a business activity which has been reported by a number of
authors (Brownlie and Saren 1992; Gummerson 1987; McKenna 1991; Nilson 1992;
Rapp and Collins 1990; Thomas 1993). It appears therefore that a growing number of
writers are observing a lowering in the perceived value of the traditional coneept of
marketing. There have been some reports of a general adoption of the marketing
concept. For example Cavanagh and Clifford (1986) noted that a customer
orientation emphasis as a philosophy was evident by being highlightcd within the

written mission statements of many successful companies.

This bland view however has not gained wide recognition as general practice within
commercial organisations and other writers have been more critical with regard to the
uptake of marketing by organisations, identifying a significant difference in the nature
of marketing activity currently undertaken with that of the much wider arena
suggested in 1960 by Levitt (Lerenz 1986). This study noted that marketing had only
rcally becn extensively adopted in the packaged goods industry, other industries only
cmploying a restricted ran'ge of the marketing techniques available. O’Connor and
Galvin (1997: pl2) provided five scrious criticisms of the use of marketing by

companies as follows:
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Existing customers are continually short-changed.

Promotional resources continue to be squandered needlessly.

The traditional brand - management system can now no longer cope.
Marketing departments are not coming up with new ideas.
Marketing fails to leverage the strengths of the company.

Il ol o

This view on the apparent lack of marketing efficacy coincides with a pereeption of
the demise of the status of marketing within organisations. Day (1992: p323) states:
“Marketers appcar comfortable with the assertion that marketing should play the lead
role in charting the strategic direction of a business. The logie behind this assertion is
straightforward. Strategic planning is about keeping the business in step with the
anticipated environment, and marketing has traditionally served as the boundary
function between the firm, its eustomer, channel and competitor environment. It
follows that marketing should have the most to say about the mateh of the
competencies of the business with the opportunities to exploit and threats to avoid.
However, their business fuunctions and academic disciplines don’t share this
assumption and have been actively eroding the influence of marketing in the strategy
dialogue.” This provides a dichotomous view about the role of marketing and its

relative value.

Notable failures however, attributed to marketing reported in the academie press also
have not assisted in marketing’s perceived value. For example Ricks (1993) lists and
describes a large number of blunders, which resulted in either loss of profit or serious
embarrassment. Larger, more sucecessful companies with the greater resources to
devote to marketing would be expected not to have such difficulties and possess

sueeessful and effective marketing aetivities. This is not the ease as eited by Ricks
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(1993), who cites many prestigious biue chip companies that encountered significant

marketing difficulties including Hoover and McDonalds.

A cotnerstone of industrially developed countries, and an important test is that of
confidence by shareholders, who can voice their opinion in classic supply and demand
of shares for publicly listed companies. Value can be reflected by the rating of the
shares themselves or their movements between owners, exampie reports discussing

the resuits of marketing activity are not always posttive:

“....of 432 large companies in the US found that, in many cases, value was being
destroyed rather than being created.” (The Economist Dec 1995: p35)

“General motors in the decade from 1980 to 1990 lost nearly $100 million in

shareheclder value, and similarly Ford managed to lose £25 million.” (O’Connor and
Galvin 1997:p 9).

Other economic factors may have affected the share value of Ford and General
Motors. There are however, many other motor manufacturers. Some are very small,
without the large resources to spend on marketing activity, which were not in
recession at the time. Piercy (1997. pS5) while discussing the changing role of
marketing, stated: *._basically, traditional marketing is dead in the water.” Brown
(1995: p27) however considers that the essence of the marketing fabric for an
organisation is set at a more subtle level and states: “There are now two types of
corporation: those with a marketing department and those with a marketing soul. Even
a curscry glance at the latest Fortune 500 shows that the latter are the top performing
companies, while the former, steeped in the business traditions of the past, are fast
disappearing.” This observation was not unique amongst marketing practitioners and

academics The status of the marketing department within companies appearing to
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become more untenable as a result of apparent and perceived conflicting pressures

both internal and external to organisations.

2.6 The Status of the Marketing Department

The presence of marketing in an organisation in the 1980s was normally within a
marketing department (Piercy 1995). The activity of marketing had been reported as
having become marginalised. “It is relatively, and probably increasingly, rare in real
organisations to encounter the integration of all marketing activities under a single all-
powerful marketing director and organisation. For example, the evidence suggests that
decisions like advertising spend and allocation are decided in the boardroomn not the
marketing department. Frequently, the main movers on price are accountants and
chief executives, not marketing executives. Distribution (and often customer service)
decisions are made elsewhere in the company. Issues of quality and service often
exclude marketing ‘specialists’, particularly when key account management operates

outside the marketing area.” (Piercy 1995: pdd).

This view of the problematic role and status of marketing with respect to the other
major functions is not new. For example, Anderson (1982: p18) had prophetically
stated: “Strategic conflicts will arise as functional areas vie for the financial resources
necessary to occupy their optimal long-term positions, corporate management as the
final arbitrator may occasionally favour one area over another. Indeed, it is possible
that marketing consideratiqns may not have a significant impact on strategic plans
unless marketers adopt a strong advocacy position within the firm. In order to ...adopt
a strong advocacy within a firm, marketing as an activity requires at least clearly

perceived benefits, and this has not occurred.” Although not explicit about the
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benefits, these arc implied to be tied to the profit motive. Anderson (1992) and Piercy
(1995) do not consider the possibility of measuring the processes of marketing, rather

advocating the necd to establish the perceived results of the activity.

Without these clearly identified benefits, the political processes that establish the
priority of functions within the pluralism of interests that determine the strategic
direction of an organisation, it 1s difficult to conceive how marketing could hold its
status against the other disciplines. Pfeffer (1981) considers resource dependence
theory and presents an argument for a “constituency-based theory of the firm”™ where
the strategic planning influence varies with regard to the importance of the resource
held and contributed. The discipline of marketing under this scenario, holding no
tangible assets in comparison to finance and Marketing would therefore lose out. A
view given by a major accountancy company, Coopers and Lybrand contained within

a study in 1993, identified difficulties of marketing as:

Undertaking an ill-defined mixture of activities.

Being short sighted and missing business opportunities.
Lacking clecarly defined responsibilitics and accountability.
Rarely leading the drive to enhaace business performance.

L

The lack of responsibility of tangible assets could have a direct bearing upon items (1)
and (3), resultant decision making being made as a consequence of internal company
political processes. Under this scenaric, assignment of important issues such as
leadership of major projects assigned to a marketing group would be unlikely (item
4). Also, the weakness of being unable to measure the marketing function would

prevent key decision makers linking marketing to business performance.
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In supporting a political influence within a company however, Anderson (1982: p19)
suggested a clear role for a marketing group within a company: “..the chief
responsibility of the marketing area is to satisfy the long-tenm needs of its customer
coalition™ and further stated: ... marketing’s role in strategic planning must be that of
a strong advocate for the marketing concept.” This view was similar to other writers,
and has not been clearly translated over the years into the form of a causal linkage of

marketing activity to business performance by companies.

Recognising the complex and political processes that occur, a number of reasons have
been cited in the literature for the inhibitory effects upon the creation of marketing
organisations. These include: structure (Weitz and Anderson 1981), power (Pfeffer
1981), interactions with other groups (Walker and Ruekert 1987; Wind 1982) and
bureaucratic issues such as formality, centralisation and standardisation (Ruekert et al.

1985).

The resultant demise of the perceived importance of marketing, the lack of clarnty of
the marketing concept and definitions, have all coninbuted to a considerable debate
over the value of marketing as a diseipline and the role, existence and function of a
marketing organisation. As a consequence, decisions are made by some companies to

consider whether a marketing group should even exist (Piercy 1995).

Notwithstanding the majonty of the criticisms of marketing, as a function, a
philosophy or of the marketing organisation, research studies into this subject have

gencrally however, been qualitative in their approach. The previously cited comments
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are also often holistic in their perspective, which does not assist in identifying a
rcmedy or replacement for the systems or procedures that have been in place within
companies, often for a significant number of years. If marketing is to have value, one
of the basic premises therefore would be the ability to measure success or failure

against its activity.

2.7 Marketing and the Measurement of Success

The studics that have attcmpted to measurc the uptake of marketing in its vartous
forms have been via qualitative measures of which the literature is repletc with
examples of the apparent lack of, or the limited diffusion of the adoption of the
marketing concept (Webster 1981; Ames 1970; Hise 1965; McNamara 1972; Morgan
and Morgan 1991; Whittington et al. 1994; Graham 1995). Some studies have claimed
to show an adoption of the marketing concept, for example Liu (1995), who found an
association between firm size and extent of adoption This contrasts against other
studies howcver, (Meziou 1991) who argued that smaller companies were adopting
the marketing concept. These two examples typically show the lack of consensus

amongst academic scholars over this topic.

Many different problems are cited where studies have specifically investigated the
poor diffusion of the marketing concept within organisations. One major conclusion
drawn however is the requirement for the marketing philosophy to pervade all of the
organisation and transcendl any functional department or title. Organisational barriers

and company culture have, amongst other issues, been claimed to have prevented this

(Lorenz 1986).
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Until relatively recently (pre 1990) there has been a lack of quantitative approaches
within the gencrically used marketing relatcd analysis tools to effectively equate
marketing activity with success in the marketplace. Even as early as the 1960,
measurement for marketing was charactcrised by concepts, rather than by quantitative
measurement methods. For example, Bartels (1962) identified a number of

dimensions upon which marketing could be measured. These were:

I. The Intellectual Dimension, indicating the extent of its development along scientific and

philosophie lines.

The Temporal Dimension, indicating its relationship to the times in which it has evolved.

The Spatial Dimension, indicating its correlation with other social sciences.

The Interdisciplinary Dimeasion, indicating its correlation with other social sciences.

The Ethical Dimension, indicating its co-ordinancy with ethical and spiritual concepts in

human thought.

6. The Spintual Dimension,, indicating the extent to which the devclopment of marketing
thought coincides with the spiritual forces unfolding in the world.

o

These follow the lineage of marketing as a philosophy, but it is difficult to see at first
glance how the business community could consolidate these easily into effective

management procedures, measured by linked input and output dimensions.

Other writers also have maintained a qualitative philosophic or conceptual approach,
even though the business community has required more pragmatism. Various
measurcment methods that exist within commercial organisations are not often based
upon marketing driven parameters. In a classic production company, product stock
levels, rate of production, work in process etc. can and are all measured by time,
number and monetary value. Individval employees are also often all measured on a
unit output basis. This is often combined with quality assessment that also measures
whether or not the product items are meeting the required pre-determined

specifications. These may, or may not, be integrated with customer specifications.
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Finance has a number of measurement methods. Within the UK there are the required
annual statutory measurements to produce information for Companies House. Annual
returns are compulsory, and failure to comply can result in heavy financial and
criminal penalties. The statutory tools are comprehensive, covering a number of Acts
and supplementary ordcrs by various secretaries of state. Against this background,
financial and related measurements vary with there being almost no standards or
benchmarks set. Even the basic criterion of simple cash flow for detailing income
against expenditure is averlooked in some instances, resulting in bankruptcy (Brock

et al. 1986).

The voluntary process within organisatious of performance measurement produces a
number of approaches. The most common marketing performance indicators,
according to Day (1990) and Greenley (1995a), arc market share and profitability.
Other forms of measurement include, return on investment (Rol), return on sales
(RoS), management accounts measures, customer satisfaction, customer loyalty,
purchase intent and perceived quality. The benchmarks of measurement are also not
static. Corporate pcrformance, when combined with marketing factors is
problematical (Rhyne 1986, Chakravarthy 1986). Rol for example, may be good in
one industry area, and only mediocre in another. lmprovements to Rol may therefore

be attributed to many factors within a company including marketing.

2.8 Summary

Marketing measurement methods would also appear to be of a descriptive nature and
often provide correlative data, not the causal relationships sought that would create

the link between marketing activity and a firms markets. The absence of such causally
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linked quantitative measures may be a contributory factor with regard to the fall in the
perceived value of marketing as an activity. This lack of measurement preveats the
ability to measure marketing activity as a value against business performance.
Marketing related measures also are unable to eliminate uncertainty, either due to bias

of judgement, environmental elements or competitor actions (Rao and Steckel 1995).

Despite this apparent confusion regarding the definitions, applications, status and
measurement of marketing, the number of writers and journals this subject has to its
credit still indicate that it holds significant importance (Baker 1996). The translation
of marketing into a business activity, or philosophy: “..centre around the various
academic and practitioner attempts to codify, define or redefine the “marketing

concept” (Harris 1996: p21).
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Chapter3 THE MARKETING CONCEPT

3.1 Introduction

The marketing concept has been widely discussed, particularly since the 1950’s. Such
writcrs as Levitt (1960) and Kotler (1967) have enhanced its status. Since thesc early
times, this concept has been discussed quite extensively in the literature (Felton 1959,
Keith 1960; King 1965; Hise 1965; Bell and Emory 1971, Mc¢Namara 1972; Webster
1981; Austen 1983; Wensley 1990). 1t has been upheld as a methodology to improve
corporate succcss (Kotler et al. 1996; Kotler and Levy 1973; Kotler and Zaltman
1971) as well as a reason for company failure (Bennett and Cooper 1979, 1981, 1982;
Haycs and Abernathy 1980; Michaels 1982; and Hirschman 1983), Marketing as a
philosophy however, does not clearly provide the management rubrics of how to
implement and maintain the marketing approach. Consequently, this delineates
marketing into the main areas of the marketing function, the marketing concept, and

the operational implementation of markcting in its various forms.

3.2 Marketing Concept Defined

The marketing function can be considered to consist of some or all of marketing’s
components. The marketing concept on the other hand consists of all aspects of
marketing combined to create a group or class of objects with its own identity. Felton
(1959) provided the following early definition: “A corporate state of mind that exists
on the integration and co-ordination of all of the marketing functions which, in tum,
are melded with all other corporate functions, for the basic objective of producing
maximum long range profits.” This provides a platform to consider that the adoption
of the marketing concept relies upon all the marketing functions being encompassed,

but integrated to the other major corporate elements. It does assume also a major
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corporate goal is the successful achievement of the profit motive. This differs from
the earlier discussion in which marketing is seen as one of a number of business

functions, which competes for importance in a pluralistic system.

The marketing concept as such has remained reasonably robust over the years as
shown by the definitions and descniptions of contemporary authors, who essentially

do not differ from these carly definitions of which the following are examples:

“The Marketing Concept holds that achieving organisational goals depends on
determining the needs and wants of target markets and delivering the desired
satisfactions more effectively and efficiently than competitors do.”

(Kotler et al. 1996: p15)

“The marketing concept means an organisation aims all its efforts at satisfying its
customers - at a profit.”

(McCarthy and Perreault 1993: p34)

“The marketing concept stresses consumer orientation, long run profitability, and
integrating marketing functions with other corporate functions,”

(Zikmund and d’Amico 1996: p20)

“The marketing concept is a corporate orientation to business that starts with
consumers and integrates marketing into every other corporate function.”

(Keegan, Monarty and Duncan 1992: p20)

These all-encompassing approaches are seen by some as essential to success,
extending to all parts of an organisation. “Thus, whilst the marketing functions are
important, it is the adopticlm of the marketing concept that is a prerequisite to their
successful implementation. The marketing concept can be adopted not only by people

in marketing functions, but also by others in other specialisms, for exampie,
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accountants, production staff designers, etc.” (Lorenz 1986: p12). A utopian ideal, but
Lorenz (1986) was also critical of the extent of the adoption of the marketing concept,
implying that for other industries there was a lack of clarity or definition over the

marketing concept and marketing tools.

The poor diffusion of the suppased beneficial marketing concept is difficult to
understand given the stated benefits by many authors. Lorenz (1986) gives two
reasons; firstly that the marketing concept is harder to undcrstand than its functions,
and secondly is the confusion of market research and the domination by it. An
additional possibility is the difficulty of integrating the various functions and
professions within a firm. The marketing concept requires that all corporate functions
are melded. This is a significant task in organisations driven by complex internal

demands and political pressures (Piercy 1995).

Earlier work in this area considered the difficulties of the uptake of the marketing
concept. McNamara (1972: p52) reviewing consumer and industrial goods
manufacturers, specifically considered the marketing concept across two major
dimensions; adoption and orientation. Adoption was stated as: *“...whether a company
has embraced the concept’s philosophical implications for business management.”
This placed the marketing concept very cleatly as a part of the business philosophy,
not as one replacing it. Implementation was stated as: ““...the specific organisational
methods for incorporating this philosophy into actual business practice.” This latter
dimension was an early recognition of the marketing concept's operationalisation,

which had been identified as a weakness by this work.
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McNamara (1972: p53) defined the marketing concept as: “...a philosophy of business
management, based upon a company-wide acceptance of the nced for customer
orientation, profit orientation, and recognition of the important role of marketing in
communicating the needs of the market to all major corporate departments.”
Interestingly, this definition was given at the time without reference almost in the

style of an accepted norm.

There was a subtlc difference {rom Felton’s (1959) definition of the marketing
concept that resulted in a lowered perception of the marketing concept’s status, from
an integrative to a communications role. The former would place the role of the
marketing function at the centre of decision making processes, whereas the latter
would be onc of influence and persnasion with a much lower status. The resulting
management difference is therefore significant with regard to the implementation and
operatignalisation of the marketing concept and its resultant position and function
within an organisation. The next section will thcrefore consider aspects of the

operationalisation of the marketing concept in the public sector.

3.3 The Operationalisation of the Marketing Concept in the
Public Sector

From the earlicr discussion conceming the marketing concept, underpinning this
important element is the exchange process (Alderson 1957; Bagozzi 1975; Kotler et

al. 1996). This is defined by Kotler et al. (1996: p9) as consisting of the following:

There are at least twa parties.

Each party has something that might be of value to the other party.

Each party is capable of communication and delivery.

Each party is free to accept or reject the offer.

Each party believes it s appropriate or desirable to deal with the other party.

Yok
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Kotler et al. (1996) views that exchange is one of marketing’s units of measurement,

1t does not however allow comparisons to be made casily against such broad criteria.

In terms of broadening the domain of the marketing concept however, the concept of
“exchange” as a mechanism of measurement introduces problems from earlier
coneepts, particularly those of Kotler and Levy (1969). In this earlier 1969 article, it
was suggested that the macketing concept could be beneficially applied to other non-
business activities. Examples were given such as a police department and a school
using television to heighten its status. This approach however was not new, Wiecbe
(1951-2: p679) posed the question of. “why can’t you sell brotherhood like you sell
soap”, which was simply resolved at the time as “you can” This widened the scope of
marketing to including societal issues, not just remaining within the domain of the

commercial environment.

The difficulty with this universal application of the marketing concept to some non-
profit activity lay in two issues; firstly in the definition of the exchange process, and
secondly with the proposition of the consumer oricntation as its base. Kotler et al.
(1996) states that the exchange proccss can exist in two fornms, monetary exchange
and barter. This implies a determinable and tangible return from both sides. Some
non-profit activity does not require payment. In fact, same could be considered to be a

determinably measured return of exchange in only one direction e.g. religion.
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There does arise however at this point a fundamental issne with regard to the of
marketing of services (discussed in more detail later in this thesis). On the face of it,
regarding the issues of exchange and the definitions of marketing, there is little
difference between the consumer paying for a theatre seat, or the individual going to
church. Concering the second issue of the customer orientation, the providing
organisation meets its objectives by identifying potential customers’ needs, and by
keeping abreast of these to maintain a supply of appropriate goods and services. This
method theoretically enables a company to maintain a profitable relationship over a

long period of time (Baker et al. 1986).

Societal issues involving social change do not however normally involve this
exchange process, 1.e. needs and wants are not identified to modify or refine products
or services to match consumer needs, as happens in the economic exchanges of the
business market. Often, quite the reverse process is adopted, and an approach is taken
to persnade the consumer what is best for them (Launffer 1984). The beneficiaries of
this process are often not those who arc exposed to the supposed marketing process.
Classic contemporary examples of these are the Aids and safer driving campaigns.
Adoption by recipient audiences of the principles given in these campaigns, do
provide benefit, but not necessarily directly to the target andience. The benefit of this
process is therefore to someone beyond the campaign’s watching audience i.e. those
who are not infected with HIV because of the safer sex practices, or those prevented

from being involved in a road traffic accident due to safer driving,
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The degree to which the implementation of the marketing concept, and how it would
purportedly benefit the activity of a non profil organisation has not becn clearly
established, and wouid depend for exampie upon the nature of the service provider.
Within this category, the sport and recreation providers of the public sector are an
example which require customers to pay directly for the service that is provided.
Provision and use of these facilities by customers is therefore based npon a
commercial model, which can be influenced by marketing methods (Cowell 1979;

Collins and Glyptis 1992).

3.4 Marketing and the Public Sector Sport and Recreation
Services

Local Government is one part of the very large public sector provision in the UK.
This sector accounts for approximately one quarter of the central government
expenditure of the UK which amounts to some £80.3 billion in 1998, of which Sport
and Rccreation as provided by Local Govemment in the UK. accounts for
approximately 2% of this total (£1.6 billion) (Torkildsen 1999). This is substantive in

both value and provision.

Many anthors have emphasised the benefits of marketing, and the need for non profit
organisations to nse these techniques (Kotler and Levy 1969, Mokwa 1981; Cousins
1990, Kotler and Andreason 1991, Loveday 1991; Collins and Giyptis 1992, Booth
1993; Graham 1994; Kester and Barns 1994; Walsh 1994; Doherty, Saker and Smith
1996, 1998; Day et al. 1998; Rees 1998; Wakefield and Bush 1998; Novatorov and
Crompton 2001). Research concerming marketing issnes do not often however

differentiate between various types of public sector organisations. This diversity has

43



in itself presented problems with regard to the application of marketing. Smith (1988)
diffcrentiates public sector organisations which may be driven by market forces and
argues that best use for these can be made by integrating and developing proactive

marketing activity to benefit strategic decision making.

The discretionary provision of sport and recreation services by Local Government in
England and Wales, and the part financing by charging for facilities has resulted in a
“quasi market sensitive” approach. As a result, although the benefits of marketing
have been reported in the leisure market as provided in the public sector, the
development of the use of marketing in this arena has not been consistent (Smith
1988; Dﬁherty et al. 1996). Studies by Smith (1988) and Cowell (1979) were critical

of the uptake of marketing within sport and recreation centres.

Other writers at the time were not so eonfident of the role of marketing in such an
environment, Luck (1969) eonsidered such logic as dangerous and believed it would
lead to both the dilution and discrediting of markcting. This was not a consensus view
at the time however, other writers suggesting that marketing as relevant in the context
of the British non-profit seetor (Octon 1983). Other studies also reviewed non-profit
bodies such as the post office (Wesil 1975) and libraries (Condous 1983), finding
marketing technigques to be a positive benefit to service provision. Smith (1988)
coneluded that it was where marketing could be applied best to the public sector,

rather than whether it eould be applied at all .
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Early studies in the public sector sport and recreation market indicated problems with

regard to the uptake of marketing techniques, and Cowell (1979) concluded:

1. Most centres did not have objectives or they were “vague, non-operational,
and idealistic”.

2. Planning aclivity was, as a result, vague.
Demand assessment through customer surveys was rare.

4. Dividing the market into segments was limited to broad socio-demographic
groups or by time and activity slots rather than based on customer’s
preferences or benefits to the provider.

5. No manager had control over pricing which was set by the Council.
6. Promotional benefits were small and channels limited.

7. As a consequence of the above, performance evaluation was very subjective.

Later studies in this area discovered that markcting techniques had improved. Cousins
(1990) reported that marketing, and in particular marketing planning was more likely
to be carried out in the public sector, but that its (marketing) presence was “patchy”.
Doherty et al. (1996, 1998) also concluded a much more positive view with regard to
the uptake of marketing than when the public sector leisure industry was surveyed by
Cowell (1979), finding that some sport and recreation providers underiake a high
level of marketing activity. This is confirmed by others (Collins and Glyptis 1992;
Booth 1993; Graham 1994; Kester and Barns 1994; Walsh 1994; Dibb 1995; Day et

al. 1998; Rees 1998; Wakefield and Bush 1998; Novatorov and Crompton 2001).

The nature of the sport and recreation provision via the local authorities does mean
that uptake is not uniform across the UK. Adoption of marketing techniques is
dependant upon the decision making body of the local authority and the means to
implement it by management. This complex mechanism does not permit an easy

search to identify those organisations purporting to embrace the implementation of the
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marketing concept. Amongst the plethora of activities undertaken by management,
there is a need for a mechanism to identify public sector sport and recreation
organisations which place marketing on a high pricrity, to be able to determine

subsequently whether this is the case.

3.5 Summary

The preceding chapters have indicated that the literature focusing upon marketing,
marketing as a philosophy and marketing as a concept is far from homogenous in both
industrial and public sector industries. Further to this, there appears to be a rift
between practitioners and academics with regard to the perceptions of the use, value
and operationalisation of marketing in its various forms. Other difficulties have also
been observed such as implementation problems, changes in the priority and an
apparent lowering of the status of marketing organisation within companies. Such
negative reports and studies over the time scale of some 50 years would usually lead
to a general consensus that marketing was not an activity that could be positively
attributed to business suecess. This difficulty 15 not umexpected, since marketing
provides a scenario “what to do” but not “how to do it” in management terms and
functions. The methods of implementation and maintenance of this activity within

companies are determined tnostly by political processes, especially because almost all

arc in a pluralistic setting.

The pursuit of a reliable and valid causal link between marketing and business success
has eluded academics and practitioners alike, although this has not prevented many of

the latter to earn significant sums of money in the pursuit of a business goal via

46



supposed “marketing approaches”. It has also not stopped many from suffering

significant losses of income due to classic marketing blunders (Ricks 1993).

Difficulties have also been experienced in translating marketing as an activity to
public sector services. Studies had advocated both positive and negative effects on the
uptake of marketing by such organisations. Early studies also considered that public
sector was one homogencous organisation, to which management, marketing and
related processes conld be uniformly applied . More recent studies have however
segmented the public sector, identifying some that would be more likely to benefit
from a marketing approach to the provision of their service. The public sector sport

and recreation provision is one such example.

Early studies however, were mostly qualitative in their approach to establish or verify
the marketing concept’s operationalisation level in an organisation. More recent
studies (post 1990) have attempted to articulate a more scientific and quantitative
measurement method for the measurement of the adoption of the marketing concept.

This topic is now considered nexi.
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Chapter4 THE MARKET ORIENTATION CONSTRUCT

4.1 Introduction

The previous chapters evaluated the difficulties experienced in the various atternpts to
codify and implement the marketing concept. This chapter builds wpon this by
considering the various important works in this area by considering market orientation
construct models, and various subsequent modified forms. The relation of the market
orientation to the elusive business orientation link is also considered, as well as
factors which affect this link. The purpose is therefore to identify a suitable method
for measuring the level of adoption of the marketing concept by public sector sport

and recreation providers.

4.2 Background

The evolution of marketing is suggested as; “progression from production orientation,
to sales orientation, to product orientation and finally to marketing oricntation”
{Wong and Saunders 1993: p20). These indicate the onentation of the organisation
with regard to the needs and wants of the consumer (Kotler et al. 1996). More
recently, studies havc investigated market orientation in more depth. These can be

grouped under five major headings:

1. Studies which have reported on the extent of the adoption of the market or
marketing orientation (Barksdale and Darden 1971; Dunn, Birley and Norburn
1986; Greenley and Matcham 1986; Hise 1965; McNamara 1972; Meziou 1991,
Norburn, Bierly, Dunn and Payne 1990; Parasuraman 1983; Peterson 1989).

2. Studies which explore the relationship between market or marketing orientation
and output i.e. profitability, customer orientation, or resource attraction (Day and
Nedungadi 1994; Naidu and Narayana 1991; McCullough, Heng and Khem 1986,
Narver and Slater 1990, Pelham and Wilson 1996; Ruekert 1992; Qureshi 1993;
Wong and Saunders 1993).

3. Studies which have sought to develop a scale for measuring market or marketing

orientation (Kohli et al. 1993; Narver and Slater 1990; Wrenn 1996; Wrenn,
LaTour and Calder 1994).
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4. Studies which have attempted to identify and determine the moderating effects of
environmental influenees which affect market or marketing orientation’s
performance (Jaworski and Kohli 1993; Slater and Narver 1994).

5. A study which investigated the different forms of market or marketing orientation
(Greenley 1995b).

The consistent interest in this field has centred on establishing the benefits of a market
orientation (Jaworski and Kohli 1993; Day and Negunadi 1994). Benefits have been
reported to include improving internal performance (Sigaw, Brown and Widing
1994), as well as organisational performance generally (Narver and Slater 1990;
Naidu and Narayana 1991, Jaworski and Kohli 1993; Day and Nedungadi 1994;

Slater and Narver 1994; Pelham and Wilson 1996).

More recently however, models have been developed to measnre a “market
orientation” {Jaworski and Kohli 1993; Slater and Narver 1994; Deng and Dart 1994;
Liu 1995). Similar to the interest with regard to the marketing eoncept, many authors
espoused its (the marketing concept) value but did not develop a generally accepted
method of measuring its efficacy and/or relation to business performance. Whilst the
early interest considered the market orientation important, few studies attempted to
develop a valid measurement method: “.since the concept (market orientation)
represents the foundation of high quality marketing practice. What is noteworthy,
hawever, is that relatively little systematic effort has been devoted to developing a

valid measure of market orientation” (Kohli et al. 1993: p467).

Meehan’s (1996), review of marketing orientation identified two major themes, an

information based approach and a culture based approach. The former was determined
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by the work of Kohli and Jaworski (1990) and Jaworski and Kehli (1993), whilst the
latter was determined by the work of Narver and Slater (1990) and Slater and Narver
(1994). Further work by Deng and Dart (1994) and Cadogan and Diamantopoulos

(1995) applied an integrated approach in an international context.

4.3 The Market Orientation Studies of Kohli and Jaworski (1990)

Kohli and Jaworski (1990) begin by summarising their review of the literature base of
this subject by stating: “The literature reflects remarkably little effort to develop a
framework for understanding the implementation of the marketing concept.” Using
the discussions and conclusions of McCarthy and Petreault (1984), they define the

term market orientation to mean the implementation of the marketing concept.

Similar to previous findings in this thesis, Kohli and Jaworski (1990) are highly
critical of the extant literature concerning the marketing concept. Concerning market
oricntation they state: “Given its widely acknowlcdged importanee, one might expect
the concept to have a elcar meaning, a rich tradition of theory development, and a
related body of empirical findings. On the contrary, a close examination of the
literature reveals a lack of clear definition, little careful attention to measurement
issues, and virtually no empirically based theory. Further, the literature pays little
attention to the contextual factors that may make a market orientation either more or
less appropriate for a particnlar business.” From their (Kohli and Jaworski 1990)
summary of the extant litgrature, an hypothesised model of market orientation was

developed.
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Three main elements for a market orientation construct werc given as: (1) customer
focus, (2) co-ordinated marketing and (3) profitability. According to Kohli and
Jaworski (1990: p3): “.a market-oriented organisation is one in which the three
pillars of the marketing concept (customer focus, co-ordinated marketing,
profitability) are operationally manifest.” This conclusion provided the starting point
for their research to identify and create a market orientation construct via an ¢xtensive
literature review and empirical findings based upon field interviews in four U.S.
cities. The findings of the Kohli and Jaworski (1990) study provided a different
emphasis of components than initially given for a market orientation construct. Each

of these will be considered.

{a) Customer Focus

A major element was the importance of the customer as a central element of a market
orientation. This included finding information about all the aspects of customers, not
just their nceds and wants. This wider view included exogenous market factors as well

as current and future needs of customers.

(b) Co-ordinated Marketing

Market oricntation was seen by respondents as important for a variety of departments
to be cognisant of, and responsive to customer needs. The pluralistic nature and
political decision making of organisations emphasises the effective implementation of

this element within a market orientation construct.

Whilst discussing the differential emphasis between the terms “marketing orientation”
and “market orientation”, the latter was interpreted as preferable by respondents
within the study. The major reason for this was the more likely adoption of the
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orientation by other “non marketing” departments in the organisation duc the implied
meaning of the title. This concurs with the literature findings cited earlier in that
matketing departments were perceived as being relatively ineffective and were
generaily losing status against other functional departments within commercial
organisations. 1t also highlights the perceived importance of terms when applied to the
commercial scenario. Academic authors often use the terms “market orientation” and
“marketing orientation” interchangeably. 1t is in the applied situation where there is a

significance in interpretation.

(c) Profitability

A tangential view to the received literature, the Kohli and Jaworski (1990) study
concluded that profitability was a consequence of market orientation and not a
component of it. In a later study, Jaworski and Kohli (1993: p65) indicate support for
a rclationship between market orientation and a judgmental nature of performance
which did not include market share. This siudy is also one of the few to note the
complex nature of measuring business performance and stated: “In this regard it is
important to note that business performance is a multidimensional construct and may
be characterised in a number of ways, including effectiveness, efficiency, and
adaptability. Furthermore, performance in one dimension may run counter to

performance in other dimensions.”

The implication therefore, was for market orientation to be considcred against
different dimensions of performance. Although this acknowledgement of the variety
of performance measurement casts doubt on studies devoted to establishing a

relationship between market orientation and business performance, more simplistic
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approaches or business relationships were not discussed, for example consumer based
sales comparcd to business to business scenario. Indeed, eliminating vanability within
the dimension of business performance does not seem to have been considered as
important in any of the market orientation studies. This fundamental aspeet of the
market orientation, i.e. its ability to indicate a superior business performance, has
been shown td be an area requiring further work. Whilst this and other related studies
have provided the base for a body of research, it would appear there are difficulties

with the methods of measuring business performance. .

There are a number of accountancy measurement methods available which are
available to determine the performance of a commercial organisation in a free market
system. If a relationship is to be established however, between market orientation and
business performanee, the central aspect of eustomer orientation should lead to
consider only those business performance elements which are correlated directly with
customer activity. This would ensure that market orientation measurement is not

masked by the variety of accountancy reporting and measurement methods.

The research findings of Kohli and Jaworski (1990, 1993) provide additional
perspectives to that of the reviewed literature for the market orientation construct. The
previous components are retained, namely ecustomer focus and co-ordinated
marketing, but extend the domain of these concepts. They also satisfy some of the
criticisms of other writers in that marketing provided the means of what to do in

organisations, but not how.
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The first of the three constructs presented is that of intelligence generation. Kohli and
Jaworski (1990) view this as the starting point for market onentation. They also
provide a view that market intelligence is wider than customers verbalised needs and
preferences, giving exogenous factors that influence neceds and preferences of
consumers. The second construct, intelligence dissemination recognises the political
nature of decision making, and its often pluralistic setting by emphasising the need, in
some instances, for market intelligence to be “sold” to other departments to encourage
their adoption of the marketing concept. The third construct, responsiveness is
recognised as the “cnabler” of the previons two, because: “..unless it responds to
market needs, very little is accomplished.” (Kohli and Jaworski 1990. p7).
Responsiveness, in the view of Kohli and Jaworski (1990) involves many areas of the
organisation. It is also under tis heading that according to Kohli and Jaworski (1990)

that the tools of marketing are perceived to be implemented i.¢.

o

Selecting target markets.
2. Designing and offering products/services that cater to their current and anticipated needs.

3. Producing, distributing, and promoting thc products in a way that elicits favourable cnd-
customer response.

As a consequence, the definition of market orientation presented by Kohli and
Jaworski (1990: p8) is given as: “Market orientation is the organisation wide
generation of market intelligence pertaining to current and future customer needs,
dissemination of the intelligence across departments, and organisation wide
responsiveness to it.” This definition and study however was not the only work in this
area. A similar study, which also produced a behavioural model to measure the

market orientation construct was developed by Narver and Slater (1990).
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4.4 The Narver and Slater (1990) Model of Market Orientation

This empirical study considered the observed difficulties of equating the implemented
marketing concept with a valid measurement method. Their (Narver and Slater 1590:
p20) introductory view was given as: “Marketing academicians and practitioners have
been observing for more than thrce decades that business performance is affected by
market orientation, yet to date there has been no valid measure of a market orientation

and hence no systematic analysis of its effeet on a business performance™.

The Narver and Slater {1990) hypotheses was initially developed by reviewing the
tajor conceptual literature, but also included studies relating to snstainable
competitive advantage (SCA) and market orientation with a view: “to identify the
principle common threads.” (Narver and Slater 1990: p21). The Narver and Slater
(1990: p21) model also adopted a behaviourist approach, thus with the intention of
being driven by the concept of creating supertor value for customers, a fundamental
clement of sustainable competitive advantage. As a result, they define market
orientation as: “Market orientation is the organisation culture...that most effectively
and efficiently creates the necessary behaviours for the creation of superior value for
buyers and, thus, continuons superior performance.” The Narver and Slater (1990)
model consistcd of three behavioural components: (1) customer orientation, (2)
competitor orientation and (3) inter-functional co-ordination. Two additional criteria

were also identified as: (1) long-term focus and (2) profitability.

The customer orientation element was based upon a two dimensional construct of
perceived relative costs and benefits by the customer directly linked to the continuons
creation of superior value. Competitor orientation involved the understanding of the
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strengths and weaknesses of key current and potential competitors. Inter-functional
co-ordination implies that all personnel within an organisation can have an effect
upon the firm’s output. The co-ordinated function of all resources combines to
produce superior value “continuously”. Any element in this area therefore, which
does not either harmonise or work effectively, will reduce the capability of the
organisation. As a result the entire business thcrefore has an effect on this element,

not for example, one marketing department.

This is consistent with customer focus ideals reported in earlier related studies on the
marketing concept and its implementation. Narver and Slater (1990) indicated that
differences existed within companies conceming the third element, and offered
suggestions of basic reward systems and streng lcadership methods as solutions for
re-orienting an organisation with the purpose of harmonising the workforce with a
unitary direction for the benefit of the organisation. These suggestions however arc
somewhat simplistic, and it would be difficult to envisage how they could be applied
in their stated form generically across commercial and public sector organisations.
The presence of these does indicate firstly the nced for such management attention,
and secondly brings to light an element which has been previously ignored i.e. when
considering how an organisation should implement the marketing concept with the
intention of improving staff morale towards the goals of customer orientation and

other related process.

Narver and Slater (1990) also found problems with the categorisation of profit as an

element within the model, stating that the literature indicated profitability was a
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component of market orientation. Fieldwork by Kohli and Jaworski (1990) however
determined that profitability was a cansequence of market orientation, not a part of it,
a position with which Narver and Slater (1990) concurred. It was therefore separated

from the other three behavioural components of market orientation.

Customer and competitor orientation were described as being based upon all of the
activities invalved in acquiring information about buyers and competitors in the target
market and disseminating it thronghout the business(es). Inter-functional eo-
ordination was stated as involving the businesses’ combined efforts, typically
involving more than the marketing department to create superior value for the
customers. Further to these, Narver and Slater (1990) presented eight situational
variables from the industrial organisation and marketing strategy literature that they
eonsidercd could place considerable emphasis upon the business profitability, and
hence possibly to a link with market orientation. These are discussed under the section

“Factors Affecting Market Orientation”.

The Narver and Stlater (1990) is one of the two classic stndies which bronght about
the lineage of the attempt to study and quantify the implementation and
operationalisation of the marketing concept within organisations via the market
orientation model. A number of weaknesses have been identified however, and this

approach has not been replicated effectively well in other studies.
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4.5 Integration and Generalisation Studies of the Market
Orientation Construct

Since the raised awareness of the market orientation construct studies of Kohli and
Jaworski (1990, 1993), Kahli et al. (1993), Jaworski and Kohii (1993), Narver and
Slater (1990), Slater and Narver (1994), a number of studies have been condueted
which attempt to integrate the various market orientation constructs (Deng and Dart
1994; Cadogan and Diamantopoulos 1995; Pitt et al. 1996). None of these are as
extensive as the Kohli and Jaworski (1990, 1993), and Kohli et al. (1993) studies
however. Deng and Dart (1994) present a more extensive question set initially, some
questions then being sereened out for pragmatic reasons. In some cases due to
question reversal, which was reported to have had a negative reaction from

respondents in early pre-tests.

The components being measured by this madel mirrored those of Narver and Slater
(1990), i.e. customer focus, competitor focus, inter-functional co-ordination and
profitability. The questions relating to the last of these were sub-divided into the two
elements of accounts system responsiveness and sales markets potential. This final
element however was determined by just one question, “We have a good idea of the
sales potential for each of our markets” (respondents were required to rate their
response on a five point seale). This subjective view of the respondent does not
appear t0 have been validated by any other measure in the study. The other questions

under this section of profitability refer to the accountancy system responsiveness as

follows:

29. Our aceounting system could fairly quickly determine the profitability of each
of our product lines.

Q30. Our accounting system could fairly quickly determine the profitability of our
sales territories.
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Q31. Our accounting system could fairly quickly detenmine the profitability of each
of our customers.

Q32. Our accounting system could fairly quickly determine the profitability of each
of our distribution methods.

The perceptual term of “fairly quickly”, does not provide a satisfactory measurement
since there is no relative benchmark with regard to time, or to the needs of the
responding organisation. The profitability element of the market orientation construct
of most studies {except that of Narver and Slater 1990) generally considers that the
higher the market orientation of an organisation, the higher the correlation of
profitability. These questions do not appear to measure this construct, rather they
would appear they refer to the responsiveness of the organisation’s accountancy
system, similar to one of the major constructs of the Kohli and Jaworski (1990)
Market Orientation Model. Therctore these questions could be more appropriately
considercd as aspects of information responsiveness {Kohli and Jaworski 1990). The
remaining design of the measurement tool is similar to the Narver and Slater (1990)
model. The Cadogan and Diamantopoulos (1995) construct attempted to genuinely

integrate the models of Kohli and Jaworski (1990, 1993) and Narver and Slater

(1990).

Whilst comparing the constructs and operationalisations of each model, the only two
conceptual constructs which did not overlap significantly were those of
responsiveness in the Kohli and Jaworski (1990) model with customer and competitor
orientation of the Narver and Slater (1990) model. Cadogan and Diamantoponlos
(1995) went on to comment however that there was significant overlap of these
concepts in the operationalisation of the two constructs via the measurement tools that
were used, thercfore identifying a weakness in the Narver and Slater (1990)
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measurement tool. Mostly, both models were viewed as measuring similar constructs
via a behavioural approach and at an operationalisation level the overlap between the
two models is high {Cadogan and Diamantopoulos 1995). In comparison of the two
however, it is thc Kohli and Jaworski (1990, 1993) model which has received the
greater attention in the literature and has been used as a basis for a significant number
of further studies concerning market orientation. It has also been subjected to a more
rigorous process of scale development and testing (please see Scale Development of

the Marketing Orientation Construct)

4.6 The Relation of Market Qrientation to Business Performance.

A key element of the market oricntation, and some would argue almost its most
important purpose, 1s the abijlity to at least correlate against some mcasure of business
performance (Felton 1959: McNamara 1972). This traditional viewpoint implies, that
if this is not possible, market oricntation almost has no purpose other than being
management information which is “nice to know”. This type of information can be
considered to have no material functionality within the marketing stratcgy and

objective sctting process of an organisation (McDaniel and Gates 1996).

Business performance is not however a uni-dimensional construct sinee a
considerable number of items determine its measurement. A variety of studies have
considered this aspect of market orientation. These include profitability (Narver and
Slater 1990; Ruekert 1992; Slater and Narver 1994), customer service and retention
(Narver et al. 1993), sales growth (Slater and Narver 1994), new product success
(Slater and Narver 1994), growth in sales revenue, employce satisfaction,

commitment and trust (Ruekert 1992), overall business performance and employees

60



organisational commitment (Jaworski and Kohli 1993), nnovation-marketing fit,
product advantage and inter-functional teamwork, project impaet performance and
new produet success (Atuahene-Gima 1995, 1996). Narver and Slater (19%0: p22)
also identified that business performance for non profit organisations was analogous
to: “...survival, which means caming revenues sufficient to cover long term expenses
and/or otherwise satisfying all key constituencies in the long run”. This was a
definition derived from Kotler and Andreason (1987). There have not however been
any studies which have attempted to evaluate the role of market orientation in the

publie sector.

Conceming the measurement of market orentation and business performance in a
commercial context, in their key study, Narver and Slater (1990) used the top
managers assessment of the SBU’s return on assets {ROA) in relation to that of all
other competitors in the area. Respondents were directed to consider return on
investment, return on assets and retum on net assets as equivalent. The key studies of
Kohli and Jaworski (1990, 1993} and Kchli et al. (1993) used two measures, one
subjective according to managers perception on a five point scale, the other an
objective measure of the dollar share of the served market. A difficulty arises however
in the Narver and Slater (1990) methodology for measuring return on assets (ROA).
Net assets is a derived term, Accounting practices vary from company to company
and, in the case of the USA also from state to state. The net effect is a variety of
methods available when determining equivalent performance results from company to
company, each giving a different resnlts under generic headings. 1t may be noted that
in most cases, accountancy practices and procedures normally remain the same within

a company over a period of years, and changes are reported within end of year annual
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reports where commercial organisations are required so to do. Therefore, although
accountancy policies may vary, sharcholders and potential buyers of shares usually
accept this variation in practice. Net profit quoted is accepted as a benchmark, and
rarely are the methods of its calculation disputed. The statutory financial reporting
methods are also at best six monthly. Respondents perception of competitor

assessment in relation to the key studies is therefore subject to unknown variation.

The market orientation models of Kohli and Jaworski (1990, 1993), Narver and Slater
(1990) and Kohli et al. (1993) make no mention of allowances being made for fiscal
changes in either accounting methods or taxation variation imposed by Government.
In view of the previous discussion, it is therefore understandable that it was not
possible to develop a valid measure of profit (and long range focus) “...as part of a
one dimension of market orientation” in the Narver and Slater (1990: p20) study. The
Kohli and Jaworski (1990) study was unable to determine a relationship between
market orientation and market share. This aspect is however more difficult to dismiss

as a result of measurement differences.

In the first instance, in view of other correlations that have been identified, with
regard to this aspect of dimensional constructs, market orientation would be cxpected
to relate to that of market share, this (market share) being a direct measurement of
customer response. No reason has been identified for this apparent failure of the
market orientation maodels to correlate with market share measures. The measurement
methods of market orientation in the Jaworski and Kohli (1993) modcl attempt to

establish measurement dimensions with regard to market share but with no other
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influencing factors. It is apparent that other forces may cause variation with regard to
the profit/return on investment and market share construct. Market onentation of a
firm may therefore be only one factor which effects change on market share. As a
result, market share/market orientation relationship tnay not be the only elements of a
function algorithm which determine the relationship, and an attempt to correlate the

two in isolation was therefore not, understandably, successful.

The effects of the variety of accountancy measurement methods has further possible
consequcnces. They could invalidate or mask the measurement of small variations in
market orientation and performance. Next, if the relationship of market onentation
and performance mcasured against net asset is tcnuous or weak, then spurious
conclusions may be drawn. Worse, where a negative relation is noted, the lower
performance in relation to other companies in the industry for that year may be due to
a change in accountancy practice or substantive items being “written off in the

books”.

Both models of Narver and Slater (1990) and Kohili and Jaworski (1990, 1993)
consider that the market orientation construct is not a binary measurement, i.e. a
company is not measured as being cither market oriented or not. Rather, market
orientation can be measured on a continuum and this in tun can theoretically be
equated to business performance. Narver and Slater (1990) suggest a U shape
relationship of market orientation and profitability, with high profit retum rates at
each end of the continuum for companies with cither very low or very high market

orientations. No empirical evidence is given to support this although the costs market
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orientation being unecanomic in some environments has been suggested by Miles and

Snow (1978).

At the lower end of market arientation, aithough profits may be relatively high, either
the costs of achieving market orientation outweigh the benefits gained, or factors
related to internal orientation are an important element of the competitive strategy e.g.
a strong price competition marketing strategy emphasis on similar quality goods
(Narver and Slater 1990). Narver and Slater (1990) also suggest further that differing
types of industries will present different market orientation/business performanece
relationships. This is shown as an example by Narver and Slater (1990) in the form of
a market orientation leverage weakness, within the dimension lumber and plywood
companies. Narver and Slater (1990) state that superior value for customers was
traditionally offered by competitive pricing strategies for given qualities of product,
and that the eonsumers were actively mobile between suppliers, dependant upon price
of the commodity. Narver and Slater (1990: p31) state: “Today, to some degree,
virtually all forest products companies understand that they can create superior value
for buyers of commodities on a basis other than price. Nevertheless, they differ
greatly in their success in implementing non-price-based buyer-value strategies.” This
scenario is business to business based, and Narver and Slater (1990) do not indicate
whether or not a difference exists in terms of application with regard to market
orientation for consumer based companies or business to business based companies.
They (Narver and Slater 1990) do suggest differing business groups would exhibit
different relationships, but expectedly, do not suggest any hypotheses ontside that of

their empirical research base covered in their 1990 study.
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Narver and Slater (1990) initially assumed equal weighting for each of the market
arientation components, computing a score by a simple average of the three
componenis, customer orientation, competitor orientation and inter-functional co-
ordination. Becanse this was a new type of study, no other empirical base provided
any indication for a variation to these ratios. This assumption of equal weighting is
questioned later in the study (Narver and Slater 1990} as an item for further
investigation suggesting that industries may have different ratios or balance of the
three market orientation components, implying some ratios may produce better
market orientation and business profitability leverage. They (Narver and Slater 1990)
did however expect the relatton of market onentation and business profitability to be
generally positive, although not the same for all types of industry. It is also stated that
this general positive trend is expected “all things being equal” (Narver and Slater
1990: p34). This ceteris paribus condition implies that differing outside conditions

may have an effect that will prevent this positive relationship existing.

It is diffienlt to envisage how these conditions could be created to control elements of
an environment other than via an experimental methodology which is almost
impossible to implement in a dynamic and changing workplace. This relationship
however is similar to the moderating elements described within the Kohli et al. (1993)

stndy, althongh Narver and Slater (1990} are not explicit eoncerning this matter.

Both sets of authors (Kohli and Jaworski 1990, 1993; Narver and Slater 1990)
emphasise a strong relation between market orientation and profitability, and Narver

and Slater (1990) specifically state this in terms of market orientation being an
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important determinant of business performance. Other empirical studies have
indicated that positive linkages exist between mcasures of market orientation and
performance (Ruekent 1992; Deshpande et al. 1993; Jaworski and Kohli 1993; Narver

et al. 1993; Deng and Dart 1994; Slater and Narver 1994; Pitt et al. 1996).

These studies have not as yet however, been effectively replicated, or as a whole do
not provide a specific measure of consistently stated performance. In all of these
studies, performance 1s measured across a variety of items including return on assets,
capital on assets employed and sales growth. There appears to be no consensus as to
what would be an appropriate performance measurement, and this is compounded by
empirical studies using performance measurement instruments in terms of both self
reportcd perceptions and measures in relation to other companies “within the

industry”.

Self reported measures have been reported to be problematic and in many instances
inaccurate (Mathews and Diamantopoulos 1995). There is not therefore a consensus
with regard to a definition of performance for the purposes of market orientation
measurcment. Two types of performance for the purposes of measurement exist,
firstly direct parameters which are provided as a result of straight forward transactions
and include output measures such as; market share, growth rate, size of business in
relation to its most important competitors, and secondly indircct measures such as
profitability, and return on capital employed. The issue of performance also raises
such considerations about long vs short term, and financial vs relationship building

factors (Deshpande et al. 1993). Tactical issues within the control of a company could
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vary depending upen the strategic outcome required, e.g. long term profit requiring
short term cash investment. These issues conld influence significantly market

orientation factors and their relationship to performance.

4.7 Factors Affecting the Market Orientation and Business
Performance Link

The Kohli and Jaworski (1990) study initially provided three antecedents, or
organisational factors which “..impede or enhance the implementation of the business
philosophy represented by the marketing concept.” (Kohli and Jaworski 1990: pé6).
Three hierarchically ordered categories of antecedents were identified as: (1) top
management, (2) organisational systems and (3) interdepartmental factors. As a
consequence within the Kohli and Jaworski (1990) study, market orientation was
hypothesised as being related to employee commitment morale, and to business
performance. These concepts are not new. Other studies within the marketing arena
have also found that barriers to implementation occur if positive approaches are not

present, particularly concerning top management (McDonald 1996).

The individual, inter-group, and organisation wide factors were labelled as scnior
management factors, interdepartmental dynamics and organisational systems
respectively, It is through these major factors that Kohli and Jaworski (1990) argue
that a market orientation can be significantly influenced. These factors were further
refined in the Kohli and Jaworski (1993: p476) study, which defined categories under
each of the three headings. Since these factors are under the control of senior
managers, “...a deliberate engendering of a market orientation is possible.” From the

Kohli and Jaworski (1990, 1993) studies, each of the elements of the antecedents is
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given, with their respective relationship to the market orientation construct. A positive
relationship indicates support for the market orientation construct, whilst a negative

relationship indicates a hindrance of it.

1. Top Management
Top management attitude (positive relation),
Risk aversion of top management (negative rclation).
2. Inferdepartmental Dynamics
Interdepartmental conflict (negative relation).
Interdepartmental connectedness (positive relation).
3. Organisational Systems
Farmalisation of the organisation (negative relation).
Centralisation of the organisation (negative relation).
Departmentalisation of the organisation (negative relation).
Market based factors for evaluating and rewarding managers (positive relation).
1t is appropriate therefore to snggest that certain conditions ean assist an organisation
to become “market oriented”, and the list identified by the Kohli and Jaworski (1990)
studies provide the main areas 1o consider for an organisation. Market orientation
studics also de-emphasise the role of the marketing managers and departments, (Gray
et al. 1998) which is particularly important in view of the perceived lowering of their
status, discussed earlier in this thesis. The Kohli et al. {1993) study also identify a
number of consequences of a market orientation. Firstly the frequently stated (by
academic scholars) aspects of the positive relation between market orientation and
business performance. The approach, at this stage does not allow for the concepts of
new product innovations, market turbulence or the nature of the customer company
relationship e.g. the difference between capital purchase items which is often made
only occasionally, and the frequent purchase of victuals, Kohli and Jaworski (1993)
acknowledged this need and considered a number of other consequences that impinge
upon market orientation and business performance. The first of these, after the market

orientation/business performance relation, was the focus on employees of the

organisation.
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A market ovientation afforded employees with social and psychological benefits, and
as a consequeunce, results in commitment to the organisation. This has resource
implications in terms of work output and quality. The next consequence of market
orientation considered was the effect of the environmental conditions. Three are stated
in the Kohli and Jaworski (1993) study as market turbulence, competitive intensity
and technological turbulence. The first is characterised by the rate of change in the
composition of customers and their preferences. The second is charactensed by
customers remaining, or not with organisations because they have to duc to the level
of competition. The third item is characterised by the rate of technological change.
These three factors arc stated as moderators that can affect the relationship of market
orientation and business performance in a positive or negative manner. These three
elements of market turbulence, competitive intensity and technological turbulence are

suggested as being robust of such extemal influences in the Jaworski and Kohli

(1993) study.

This particular issue is difficult to isolate in that some of the business performance
measurements in the Kohli and Jaworski studics (1990, 1993) are both subjective and
relative to other companies in the industry, according to the respondents view. Firstly
there is the problem of managers self bias, which may not provide and accurate
perception of the reality of the situation (Mathews and Diamantopoulos 1995).
Therefore, respondents may not have been able to take account of such moderation
and the range of other fagtors. Also, as business performance was relative to other
companies within an indusiry sector and if the moderation mfluences have had the
same influence con all organisations within the sub groups of the study, market

orientation would theoretically have been obscrved not to be influenced by these
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external influences, in relation to the other companies in the industry sector. Their
effect could have been perceived by the respondents therefore to have been eliminated

or non existent, hence the result in the Jaworski and Kohli (1993) study.

The Narver and Slater (1990) study initially identified eight moderators which
impinged upon the market orientation business performance link. These were stated as
being situational variables and needed to be controlled “...in analysing the effect of a
market orientation on a business's profitability.” (Narver and Slater 1990: p28). This
implied a measurable and determinable effcct of these external influences upon the
market otientation/business performance link. The indirect approach of Narver and
Slater (1990) to identify the moderating effect of external influences used an ordinary
least squares regression method of analysis. The eight situational variables considered

as independent vaniables were given as:

1) Buyer power: the extent to which the customers of an SBU are able to
ncgotiate lower prices from it.

2) Supplier power: the extent to which an SBU is ablc to negotiate lower prices
from its suppliets.

3) Secller eoncentration: In an SBU’s prineipal served market scgment, the
percentage of total sales aceounted for by the four competitors with the
largest sales (including the SBU if appropriate).

4) Ease of entry of new competitors (new sellers): The likelihood of a new
eompetitor being able to earn satisfactory profits in an SBU’s prineipal
served market segment within three years after entry.

5) Rate of market growth: over the last three years, the average annual growth
rate of total sales in an SBU’s principal served market segment.

6) Rate of technological change: the extent to whieh production/service
technology in an SBU’s prineipal served market segment has changed over
the past three ycars.

7) Relative size: the size of an SBU’s sales revenues in its prineipal served
market segment in relation to those of its largest competitor.

8) Relative costs: an SBU's average total operating costs (administrative,
production, marketing/sales, ete.) in relation to those of its largest competitor
in its principal served market segment.
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Although accepted within the Narver and Slater (1990) study as influencing factors
upon the business performance of a company, these eight situational variables were
required to be integrated to the measurement tool of market orientation in order to
give some indication of the eorrelated value to the market orientation/business
performance link. Some of these however, could not be considered as independent
variables. A widely accepted definition of an independent variable by Hawkins and
Tull (1993: pl162) 1s given as: “The variable that is manipulated by the researcher in
an experiment.” It is difficult to see how, from the definitions given in the Narver and
Slater (1990) that variables 4 through 7 could be considered as independent, upon

which a researcher might have control.

This brings some doubt as to the method of identifying external factors within the
Narver and Slater (1990) model which required some form of assessment, to be able
at least t0 determine a comrelation between market orientation and business

performance. As a result of the forgoing, it is therefore hypothesised that:

H, “MARKOR" is an appropriate model for measuring the
construct of Market Orientation, for the Public Sector Sport and
Recreation providers, and

H, Public Sector Sport and Recreation providers that indicate
Market Orientation as measured by the “MARKOR™ model
perform better as indicated by direct measurements of income
and attendance.

4.8 Summary

One of the primary motivations behind the studies of market orientation is its link to
business performance. What emerges therefore from the literature is the need to

establish a direct measure of performance as a variable which can be measured
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against the tools used for market orieniation for those companies wishing to pursue an
objective of market orientation. Other factors however need to be taken into account
which may influence the measurement or indeed the operation of market orientation.
These may include internal and external factors, inside or outside the control of an
organisation. Narver and Slater (1990) also identify early on the linkage to non-profit
organisations by suggesting a similar relation to this concept. No studies yet however
have been conducted in the public sector arena which consider the role and function
of market orientation. There are some aspects which alsc surround the concept of the
market orientation, identified, but not confirmed in other studies to date about the
antecedents and consequences of this topic. The influence of top management,
interdepartmental dynamics and organisational systcms elearly have some bearing

upon market orientation and its operationalisation.

The extent of the testing of the Kohli and Jaworski (1990, 1993) Kohli ct al. (1993)
MARKOR scale and its subsequent use in other studies suggests that this is an
appropriate research instrument to use within this study. At this stage services
marketing has not been considered, and it 1s appropriate that this aspect is now
considered to determine what if any amendments to the research instrument are

required to incorporate this topic.
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Chapter 5 THE MEASUREMENT OF SERVICE QUALITY

5.1 Introduction

The previous chapter evaluated the varions forms of the market orientation construct.
This study however is based upon a service industry, the public sector sport and
recreation providers. This chapter therefore evaluates the background of services
quality, its definitions and purported measurements, and then considers the
dimensional aspects of this construct. The SERVQUAL model is evaluated against
the theoretical and operational criticisms followed by a consideration of a

performance based approach using the SERVPERF model.

5.2 Background

Conventional wisdom suggests there is a difference between the marketing of goods
and services (Sasser et al. 1978; Parasuraman et al. 1985; Glynn and Barnes 1995).
Further to this, some researchers have suggested that competitive advantage may be
gained by cxploiting aspects of service quality. This can be as a topic in isolation, as a
part of strategy, or when services form part of the elements of an augmented product
(Quinn et al. 1990; Martin and Horne 1992; Wright 1995). It is also suggested the
gains that can be obtained by improving the level of services can apply to both the

manufacturing and service industries (Berry et al. 1988).

Service Quality has been linked with a number of marketing and business processes
which include an apparent relationship to costs (Crosby 1979), profitability (Buzzell
and Gale 1987; Rust and Zahorik 1993; Zahorik and Rust 1992), customer satisfaction

(Bolton and Drew 1991; Baulding et al. 1993), and customer retention, (Reichheld
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and Sasser 1990). Service Quality is widely regarded as a driver of corporate
marketing and financial performance (Caruana et al. 1999). Within a marketing
context, the characteristics of services (intangibility, heterogeneity, perishability, and
the inseparability of production and consumption) which differentiate services from
products have been relatively well established in the literature (Shostack 1977,
Parasuraman et al. 1985). What has not been so well established by academic
rescarchers is the role in the marketing process that these characteristics take and the
methodology of measurement. Product quality can be determined by a number of
physical measured parameters. Services on the other hand do not necessarily lend
themselves as casily to these forms of measurement criteria and methods, particularly
wherc no tangible evidence remains after the service has been provided.
Consequently, studies have attempted to establish some form of measurable
parameters that can be used to establish a link with marketing and related issues.
Early contemporary work by Parasuraman et al. (1985: p42}) infer that three basic
considcrations emerge from the literature:

1. Service quality is more difficult for the consumer to evaluate than goods quality.

2. Service quality pecrceptions result from a comparison of consumer expectations
with actual service performance.

3. Quality evaluations are not made solely on the outcome of a service; they also
involve evaluations of the process of delivery.

Iltem 1 is probably a major influence with regard to the interest that the subject of
services marketing holds. This issue being measured by the significant number of
journal articles and books produced on the subject. For example Berry and
Parasuraman (1993) cite éERVMARK, an early database developed in 1988 which
contained a computerised index of the services marketing literature developed by

Fisk, Tansuhaj and Crosby (1988), and contained over 3900 references. Items 2 and 3
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are less well established, and have resulted in a number of themes or different

approaches to this area of research.

5.3 Service Quality Definitions

The literature on scrvice quality and its application to marketing is vast. As a result,
service quality has been defined in a variety of ways by marketing practitioners and
academic scholars. Examples of alternative definitions include value (Abbett 1955;
Feigenbaum 1991}, conformance to expectations (Levitt 1972), and conformance to
requirements (Crosby 1979). Customer experience has also been an important issue
within this subject. For example Garvin (1987: pl04) views service quality as
“synonymous with innatc cxcellence, a mark of uncompromising standards and high
achievement”. He argues that “...people learn to recognise quality only through the
experience gained from repeated exposure”. Others have focused upon the customer

expectations, considering the link between this aspect and delivery.

The role of the customer has also not been clear. In some instances deemed as a static
entity, wherc service quality is defined as “conformance to expectations” implying
that “customer expectation” is an attribute, which can be determined and matched in
terms of delivery. Parasuraman et al. (1988: p15) have suggested that service quality
is “similar in many ways to an attitude” whercas others have criticised this vagueness
(Cronin and Taylor 1992, 1994), although studies have yet to be developed which
explore this topic fully. Others do not view consumers in such rational, predictable
terms (Buzzell and Gale 1987). Thus, if services are considercd to be variable, as are

people, then considerable difficulty is introduced, since it is the equivalent of finding
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a methodology which can determine some usefu]l form of measurement within a

scenario of two moving goalposts i.e. the service quality construct and the customer.

Notwithstanding, assuming that some form of useful measurement of service quality
could be determined from within a marketing perspective however, to be of pragmatic
value the components of service quality need to be determined. Then, if possible, their
relation to marketing and related strategic business processes, particularly elements

which can be understood and manipulated by management (Garvin 1987).

This operationalisation of the service quality construct has proved illusive over the
years and has resulted in a variety of approaches. This difficulty of the
operationalisation of the service quality construct has largely been stated as due to the
nature of services themselves i.e. intangibility, heterogeneity, perishability, and the
inseparability of production and consumption (Shostack 1977; Parasuraman et al.
1985). The inability to measure the customers’ viewpoint directly in relation to
service quality, and the lack of empirical evidence which links this topic to attitude,

have resulted in approaches which use the term ‘perceived service quality’ on the part

of the consumer.

These have given rise to a comparison between consumer expectations and consumer
evaluation of actual service delivery (Lehtinen and Lehtinen 1982; Grénroos 1984;
Parasuraman et al. 1988). An early expectations model “Concept of Perceived
Service Quality” was presented by Gronroos (1983), refined later to show “how the

quality experiences are connected to the traditional activities resulting in a perceived
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service quality” (Grénroos 1990). According to this, good perceived quality is
obtained when the experienced quality meets the expected quality of the service by a
customer. What a customer perceives as quality can depend upon a number of factors
such as market communication, word of mouth, corporate/local image and customer
needs. Other measurement methods of service uality are based upon the dimensions
of expectations and performance perceptions (Babakus and Inhofe 1991). Researchers
in this field have therefore established a number of methodologies upon which to
consider service quality, particularly with respect to the involvement of the customer.
These are initially considered under the hcadings of input or process quality and

output or output quality (Gronroos 1982).

(a) Process Quality

This is viewed as the customers’ qualitative evaluation of their participation in the
scrvice production process. It is therefore based upon how the customer sees the
production process and how well they sec themsclves fitting into that process
(Lehtinen and Lehtinen 1991). Similar definitions of perceived service quality
incorporate the importance of clients/customers perceptions of quality (Lewis 1991;
Takeuchi and Quelch 1983). Other studies have also concluded with this view that
clients/customer perceptions of quality arc consumer attitudes or judgements arising
from comparisons by consumcrs of expectations of scrvice with their perceptions of
actual service performance (Gronroos 1982; Lewis and Booms 1983; Berry ct al.
1988). Studies so far however consider the participation by the client/customer as an
integral part of the service. process. This involvement could be either very significant
(heavy), or incidental (light) depending upon the nature of the service in question.

This provides further aspects of the clicnt/customer service interaction:
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1. Thercis a difference in the nature of a client/customer due to style because of the
level and degree of participation.

2. Other relevant and non-relevant expericnces may have an effect upon the
client/eustomers’ attitude, irrespective of the participation process.

3. The studies so far considered do not apply to services which arc intended to
benefit those who are perhaps not its dircet recipicnts (c.g. drink drive campaign
by the Police).

(b) Qutput Quality

The consumers’ evaluation concerning the rcsult of the scrvice production process
may be complex, involving others, particularly where tangible evidence is available
after the production process e.g. visit to the hairdressers. Evaluation can therefore be
very subjective, influenced by others, and where no tangible evidcnce exists after the
service production process, output quality can only be measured by the participating
client/eustomer, and in conjunction with other undefined variables such as group
norms. This therefore makes benchmarking measurement of output quality very
tenuous, and in the case of client/customer non-participatory service production,
almost impossible. In addition to this, there have been problems determining whether
service quality is an “attitude” on the part of the consumer or some other form of
psychological state. Early work by Parasuraman (1988: pl5) suggested that scrvice
quality was “..similar to attitude”. This ambiguity which, although has given rise to
criticism (discussed further later in this thesis} to date, has still not been empirically
determined. These difficulties have resulted in a lack of an established baseline
benchmark for mcasurement of input (process) and output quality. Consequently,
there have been a significant number of studies to identify useful dimensions of

measurement that can be applied to the service quality measurement issuc.
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5.4 Service Quality Dimensions
Gronroos, (1983}, early work of Berry et al. (1988) and Parasuraman et al. (1988)

proposcd that perceived quality is a customer judgement, or a “form” of attitude. This
results from comparisons by consumers in terms of their expectations of services
compared against their perceptions of actual serviee performance of a providing
organisation. This study of the relationship between expectations and pereeptions has
been used often by academic researchers in an attempt to understand eustomers’
service assessment and its role in the marketing proeess. Studies that have considered
serviees in terms of expectations inelude: realistic evaluation (Spreng and Maeko
1996); subjective belief (Olson and Dover 1979); highest standard ideal (Tse and
Wilton 1988); desirc (Swan and Trawiek 1980), and minimum emotional state
(Zeithaml et al. 1993). A number of models have been proposed which determine

service quality in the form of dimensions, which can be summarised as follows:

1. Two dimensional models. The dimeunsions of experienced quality
presented in this model are Technical and Functional Quality (Gronroos
1982), which are also proposed by Parasuraman et al. (1985), and
Lehtinen (1986), and Cowell, D (1984). Lehtinen and Lehtinen (1991)
proposed the dimensions of process quality (the customer’s judgement
during the service production process) and output quality {the customer’s
Jjudgement of the result of a service production process.

2. Three dimensional models. Lehtinen and Lehtinen (1991) also proposed a
threc dimeusional model consisting of physical quality, (the physical
elements of scrvice, including physical product and physical support)
interactive quality (the interaction between the customer and interactive
clements) and corporate quality (the dimension of quality developing
during the history of service organisation). The mode! of Grénroos,
(1982, 1984) consisted of functional quality (the service process, how the
service was provided), technical quality (the outcome of the service
cncounter, what is reccived by the customer) and corporate image (the
result of how consumers perceive the firm).

3. Other multi-dimensional models are proposed by Parasuraman et al.
(1985), initially by a 10 dimension model (1985), and subsequently by a
refincd 5 dimension model (1988). More recently however, Johnston
(1995) proposed an 18 dimension model. These are listed in the
following tabie, cach dimension is provided with a brief description.
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Access Physical approachability of service location,

Aesthetics The service package is agreeable or pleasing 1o the customer.

Attentivencss /helpfulness The service and contact staff, provides help to the customer or gives the
impression of interest in the customer and show a willingness 1o scrve.

Availability The availability of scrvice facilities, staff and goods to the customer.

Care The concem, consideration. sympathy and patience to the customer.

Cicanliness/tidiness The cleanliness, and the neat and tidy appearance of the tangible components
of the service package

Comfort The physical comfort of the service enviroament and facilities.

Commitment The staff’s apparent commitment to their work,

Communication The service providers communicate with the customer propeidy.

Competence The skill, expertise and professionalism of the service exccuted.

Countesy The politencss, respect and propricty shown by the service (staff).

Flexibility To amend or alter the service to meet the needs of the customer.

Friendliness The warmth and personal approachability of the scrvice providers.

Functionality The serviceability and fitness for purpose or “product quality” of service
facilities and goods.

Integrity The honesty, justice, fairness and trust of the service organisation.

Reliability The reliability and consistency of the scrvice, including punctuality,

Responsivencss The speed and timeliness of service delivery.

Sceurity The personal safety of the customer during the service process.

Table 1 Eighteen Determinants Of Service Quality (Johnston 1995)

From the foregoing, the number of dimensions identified from a research perspective
is growing in number and it is difficult to envisage any form of commonality
developing, which could act as a base from which to develop a measure of service
quality that has generic applicability. One measure however has gained significant
attention in the literature which has attermpted to achieve this and is known as

SERVQUAL.

5.5 The SERVQUAL Measure

Although therc are a variety of mecthodologies available to purportedly measure
service quality, SERVQUAL has received considerable attention in the literature, not
least by the authors themselves (Parasuraman et al. 1985, 1988, 1990, 1991, 1993,
1994, Zeithaml et al. 1990, 1992, 1993, 1996). It has acted however as a base for
many other studies and it is therefore appropriate at this time to review this measure

in some detail.
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The measurement of service quality was based upon work undertaken in 1984 and
published in 1985 which identified a *gap” which consisted of the perceived
difference between customer expectation and the service which was actually received
(Parasuraman et al. 1985). Subsequent to this, and built upon previous research the
service quality assessment tool SERVQUAL was developed by Parasuraman,
Zeithaml and Berry (1985, 1988). This was founded on the view that the customers’
view is paramount. This assessment is conceptualised as an expected service-
perceived service gap. Initially, ten dimensions served as the structure of the service
quality domain for measuring consumer perceptions of service quality. These were
namely reliability, responsiveness, competence, access, courtesy, communication,
credibility, security, understanding/knowing the customer, and tangibles. These were
then reduced to 5 dimensions (which encapsulated the previous ten dimeusions) and
according to Parasuraman et al. (1988: p30): *...it provided a basic skelcton through
the expectations/pcrceptions format, encompassing statements for each of the five
service quality dimensions. The skeleton could be adapted depending upon the

requirements of specific research needs for a particular organisation implying a

generic application”.

5.6 Theoretical Criticisms of the SERVQUAL Measure
Other authors were not fully supportive of SERVQUAL . Cronin and Taylor (1992

1994) for example, as a result of developing a pcrformance based measurement of
service quality (SERVPERF) noted: “Our results are incompatible with both the one-
dimensional view of expeétations and the gap formation for service quality. Instead,
we find that service quality is directly influenced only by perceptions f[of

performance]”. This view was supported by Babakus and Boller, (1992) and Babakus
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and Mangold, (1992). Other criticisms were also offered by authors with respect 1o
replication studies that have been conducted since the original measure was first
published (Wright 19935). Indeed Parasuraman (1995) comments: “Replication studies
have not been able to reproduce as “clean” a five-dimensional factor structure as was
obtained in the original study that produced the instrument (PZB 1988)”. Buttle
(1996) provides a useful structure with regard to the criticisms of the SERVQUAL
measure under theoretical and operatiounal headings. These are considered under: (1)
Paradigmatic Objcctions, (2) Gaps Model Measurement, (3) Process Orientation, and

(4) Dimensionality.

5.6.1 Paradigmatic Objections
Buttle (1996) suggests that SERVQUAL has been inappropriately based upon an

expectations-disconfirmation rather than an attitudinal measure of service quality. A
short discussion ensues regarding the operationalisation of customer satisfaction in
terms of expectations and outcomes, but no evidence suggcesting the benefits of this
approach, nor indeed any indication that customer satisfaction can be linked to
important criteria such as business performance. No empirical evidence is offered to
underpin this view, other than a further criticisim that the SERVQUAL measure is not
built upon ., extant knowledge in economics, statistics and psychology”. The lack of
supporting references makes this argument somewhat weak however, although
Buttle's (1996) discussion uses Cronin and Taylor’s (1992, 1994) outline of the
difficulties which have arisen over differences between consumer satisfaction and
service quality literature. Iacobucci et al.’s (1994) view is similar, concluding that
these isstes: “...have not been consistently defined and differentiated from each other

in the literature”. These arguments thcrefore suggest that the expectations-
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disconfirmations as an appropriate base fails to substantively materialise if

contemporary research is used.

The second argument under this heading identifies that the SERVQUAL measure has
not been based upon appropriate extant knowledge from the fields of eeonomics,
statistics and psychology (Anderson 1992). Although Buttle (1996) offers very little
support for the criticism of the lack of the psychological rescarch field base, he
(Buttle 1996) suggests that costs ar¢ not taken into account concerning improving
quality. This indirectly links to the argument of what the consumer perceives as what
a provider “should” offer, compared to what some anthars state as “would” offer in
service quality literature (Teas 1993). There appears to be some ground in this
criticism, in that what a eonsumer perceives as “ideally should be offered” eould in
many instances be too expensive for the company to provide, and does not neeessarily
link to a reality view in the consumers mind. This weakens considerably the purpose
for which the SERVQUAL measure was based, and links substantively to the
difficulties of the consumers’ view of quality identified by expectation which could be

variable and as a result be diffienlt to measure effectively.

The third argument suggests difficulties with regard to the scaling method adopted.
Buttle (1996) eriticises SERVQUAL for coliecting data using Likert style scales,
suggesting that they are non-metric ordinal scales, inappropriate for second order
analysis such as factor ahalysis (Labovitz 1970). Much of the work of attitude

measurement depends upon scales such as these (Malhotra 1996; Churchill 1999) and
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it has not been possible to prove eonclusively that using scales measuring attitude

related issues are either ordinal {(non-metric) or interval (metric).

Studies which measure attitude for example via Likert type and semantic differential
scales assume that they are interval scales, to do otherwise would invalidate the scale
itself. Indeed some of the discussions which determine whether the scale should be §
point or 7 point are subjective and not based upon empirical research with regard to
scale measurement itself. Respondent bias could be due to either extremism, or
conservatism; the former causing respondents to use the ends of the scale to a greater
cxtent than should be, or the latter in which the respondent shies away from the

extremes and replies only to a mid range of answers.

Respondents’ replying with “what the interviewer wants to hear” can also result in a
positive bias (McDanicl and Gates 1996). All of these could imply that the distance
between each point of an attitude related scale is not equal across the full range,
thereby making it ordinal or non-metric. Based upon the extcnt and the method of use
of the scales in the literaturc however, this is not the conventional wisdom view,
Nunnatly (1978) argues strongly in favour of testing the scales via reliability and
validity techniques, which would determine their suitability and appropriateness.
There are not however any studies which categorically query the validity of the Likert
type scales and state, based upon an empirical study that the scale is fatally flawed. In
fact, to accept this premise- would bring into question a great many of the empirically
based studies in this area, which have treated this as an interval based scale. Buttle’s

(1996) criticism in this area is therefore not well founded or confirmed.
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Further criticisms however arc offered by Buttle (1996) in that the balance and
symmetry of the SERVQUAL instrument are questioned. The argument is offered that
extremes of expectation are more significantly affected when failure occurs (Hardie et
al. 1992 cited by Buttle, 1996). A subjective view is offered that customers will be
critical of poor service but remain silent when exceptional service occurs. This may
be a result of the method of recording of such items. Service quality systems that
request customer feedback on a self reported basis do certainly appear to receive a
higher level of complaint than commendations. This however does not seem to be the
case if respondents are asked directly and the information is recorded on their behalf.
It would appear that Buttle (1996) is making the same complaint about the nature of
the scales being used for measurement, in that depending vpon the circumstance i.e.
generally poor service or catastrophic failure, the range of response of the customer
will not be proportionate to the level of service. Again, very little evidence is offeréd
for this view, and usually an appropriate research methodology would underpin the
validity and reliability issues of a study, establishing a true and appropriate

measurement.

5.6.2 Gaps Model Measurement

Buttle {1996) provides a set of related criticisms which consider that the gaps model
does not offer a meaningful or measurable dimension due to two main difficulties.
Firstly, difference scores are “notoriously unreliable” (Jacobucci et al. 1994), and
secondly that expectations may or may not be fully formed in the mind of the
consumner (Tacobucci et al. 1994). Although this may or may not be true, there is not
the presence of either norm based measurements to identify the nature or extent of this
second weakness, nor when expectations might be developed (Babakus and Inhofe

1991). Babakus and Inhofe (1991) also raise the issue of changed expectation due to
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third party validation, or “social desirability response bias”. This aspect of human
behaviour i3 very difficult to measure either from a relative or absolute standpoint,
since the formaticn of this expectancy can only occur as a result of interaction with
others. These arguments are somewhat persuasive and weaken the strength of the

SERVQUAL measure considerably.

Of very sigunificant importance however is the recent work which involves
performance based measures (Cronin and Taylar 1994) which appears to explain
mor¢ of the variance than the expectancy based measure of SERVQUAL, 1t is
assumed however that the arguments of scale development that were offered with
regard to SERVQUAL apply also to the performance based measure of SERVPERF
(Cranin and Taylor 1994) and although this approach may offer a more meaningful

scale, it 15 not without its critics.

5.6.3 Process QOrientation

Some authars have considered service quality under the parameters of input and
output elements, or process and outcome quality (Lehtinen and Lehtinen 1991; Lewis,
1991; Takeuchi and Quelch 1983). With regard to SERVQUAL, it has been argued by
some that the outcome quality is not present, and as such is weakened compared to
other measures which incorporate directly, outcome quality (Cronin and Taylor 1992;
Mangold and Babakus 1991; Richard and Allaway 1993). This conclusion has been

indicated in a modified form of SERVQUAL which appears ta incotporate outcome

elements.
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The combined elements of process and outcome quality accounted for a very
significant level of the variance (71.5%), more than for the process elements alone
(45%). By incorporating such an outcome process within the measure, Richard and
Allaway (1993) claim that this modified version has a predictive capability of
consumer choice. The predictive quality of the SERVQUAL variant has yet however
to be replicated consistently in other studies. Despite the claims, the issue of process
and outeome quality docs weaken the validity of the SERVQUAL measure in its
original form. Other authors of service quality measures, for example Grénroos,
(1982), even though this was earlier than Parasuraman et al.’s (1985, 1988)
conception, it incorparated both input and output elements by considering service
quality under the dimensions of technical, functional and quality of reputation. The
technical quality attended to the outcome issues of the serviee, whereas the others

eonsidered the proeess of the serviee encounter.

There 1s the difficulty however which does not seem to be identified by some of the
key researchers in the field of serviee quality, in that the customers may not be able to
determine or measure service quality, and its outcome may not be controllable.
Mangold and Babakus (1991) argued that outcome quality is missing from
Parasuraman et al.’s (1988) measure, basing their research on a U.S. hospital service.
The outcome quality of a patient’s stay in hospital may or may not be dependent upon
the skill of the medial team. It is unlikely in the majority of eases that patients will
have detailed knowledge about the medical issues surrounding their situation.
Judgement may be signifieantly more dependant therefore upon proeess rather than

outcome, since the patient would take cognisance if the tangible evidence such as
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comfort, hospital food, timeliness of the nurses’ routine and the interpersonal skills of

the medical staff.

It would appear however that in the process of assessing the SERVQUAL measure,
some are identifying that outcome elements of quality are important and provide a
better fit and account for a greater degree of variance than considering process quality
elements alone. The naturc of the service would need to be faken into account to
determine whether or not measurement is possible, desirable or the holding of such

knowledge can be used to change or influence service quality issues.

5.6.4 Dimensionality

This issue, as has been discussed earlier in this section has attracted considerable
research work and is probably one of the most potent areas which determines that
service quality measures in whatever form are not generically applicable across a
variety of services. Although Parasuraman et al. (1988) have claimed that the measure
can be modified or supplemented to “..fit the characteristics or specific research
nceds of a particular organisation”, there does not seem to be any form of consensus
gained through replicated research which has determined that there are a finite
number of dimensions that can be applied to service quality. lndeed, it has not been

possible to determine this for a particular industry.

It does not appear therefore that any form of measure at the present time could be
used generically across service industries mostly due to this difficulty of dimensional
constructs. It appears also that the service quality construct of the SERVQUAL

measure itself can be represented by a number of different factors. Buttle’s (1996)
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review of the literature uncovered a variety of factors in a number of studies all
purporting to underpin the service quality construct. The number of dimensions of
SERVQUAL appeared to vary according to the contextual circumstances and
analytical proeesses that were employed in each study. Supporting this, Carman
(1990) identified differences with regard to unexpected loadings upon factors within
the service quality construct. This led to Carman (1990) eoncluding that there were
validity and reliability problems with SERVQUAL. It would therefore appear that
dimensions aspect of the service quality construct is significantly dependant upon the
contextual application of SERVQUAL and its validity is weakened due to the

differences produced via similar analytieal procedures (Carman 1990).

5.7 Operational Criticisms

Operational eriticisms are considered under the headings of (1) Expectations, (2) Item
Composition, (3) Polarity, (4) Scale Points, (5) Two Administrations, and (6)

Variance Extracted.

5.7.1 Expectations

The element of “expeetation” is a fundamental element of the design of the
SERVQUAL measure, which has been questioned by some authors because of its
(cxpectations) interpretation. Buttle (1996: pl9) suggests that “expectations” plays no
significant role in the coneeptualisation of service quality on the part of the consumer.
The original design of SERVQUAL by Parasuraman et al. (1985) defined
expectations as “...desires or wants of consumers, i.e. what they felt a service provider
should offer rather than ‘;vould offer”. This differentiation between “should” and
“would” has attracted the aftention of critics in that the cognitive evaluation by

consumers may not be consistent. For example Teas (1993) identifies six different

&9



interpretations of how consumers may evainate what a service provider “should”
offer. This therefore causes difficulties with regards to the measuremeut instrument

interpretation and consequently provides discriminant validity problems.

Although Parasuraman et al. (1991, 1994) modified the mcasure to incorporate this
identificd weakness, it did not allay others who were cntical of the presence of the
dimension of expectations altogether. The weakness 1dentified was with regard to the
variability of consumers whose experience, cultural and contextual setting could
significantly influence measurement outcomes (lacobucci 1994). These measurement
difficulties were identified in the form of absolute and relative measurement
problems. Relating services over time for example could give au expectancy score for
a cafe which would not correlate against the same expectancy score in a high status
restaurant, In addition, a score obtained in one year would not necessarily equate with
the same score some 10 years later. In addition to these problems, consumers could
exhibit “tolerance zones”, in which “ideal”, “above minimum” and “far exceeded
expectation™ respondents’ views; provided all were above a minimum level could be
interpreted as favourable irrespective of prior expectation (lacobucci 1994). This
implies that any expectancy measuremeut is likely to be relative with regard to a short
time period and not comparable service industries i.e. the expectancy dimension

within the SERVQUAL measure is not gencerically applicable.

5.8 Item Composition

The SERVQUAL scales each consist of four or five items (Parasuraman et al. 1988,
1991), and as such this is below the minimum needed in many instances to obtain a

valid measure of variance, or the context specific meaning of each dimension (Hair et
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al. 1998 p98; Buttle 1996). Other studies reported by Buttle (1996) which purport to
mcasure service quality, used between 15 to 48 items {Babakus and Mangold 1992;
Bouman and van der Wiele 1992; Carman 1990; Saleh and Ryan 1992). Parasuraman
et al. (1991) acknowledge this weakness, but do not substantially alter SERVQUAL,
indicating that it can be madified provided “that new items should be simiiar in form
to the existing SERVQUAL items”. This does not resolve the problem of the

weakness of the SERVQUAL mecasure with regard to this issue.

5.8.1 Polarity
Babakus and Boller (1992), in their research found bias within the nature of the

design of SERVQUAL and negatively interpreted itcms appeared to load heavily on
one factor. Babakus and Mangold (1992) therefore employed a modified form of
SERVQUAL with only positively worded items. This is a difficult issue to quantify
and verify within results, Parasuraman et al. (1991), in view of this reversed all
negatively worded statements to positive ones. This fundamental issue of bias by
influencing respondents at the point of information capture can only be effectively
measured by triangulation. Any research design must therefore have some other

measurement {0 be able to eliminate this polarity issue if the SERVQUAL instrument

is to be used.

5.8.2 Scale Points

Likert type scales of five, six and seven points have been criticised by authors, and
each has been supported by others as ideal. Key researchers in the field have not
identified which are appropriate, rather suggesting that a contextual situation will
determine which is appropriate (Churchill 1999; McDaniel and Gates 1996). Lewis

(1993), although not based on substantive empirical evidence, criticises the
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SERVQUAL instrument c¢n thrce major issues. Firstly, questions stating that the
omission of descriptions to the numbers 2,3,4,5, and 6 on the scale may influence
respondents to extreme values. This aspect is supported by Teas (1993) research in
that “non-extreme (non-7) responses” were coded. Some 454 responses of 1200 (120
respondents answering 10 questions each) were classified as “non extreme”. This
indicates that 62% of the responses were extreme, (i.e. 7). On face value this is a very
high proportion, although this aspect would appear not to have been investigated by
other researchers as yet. The second issne identified suggests that the mid-point may
cause ambiguity in the mind of the respondent. Further research will have to be
conducted via controlled research methods to determine whether or not this problem
exists. If present, does it materially cause reliability problems, or can this difficulty be

adjusted or eliminated by calibration methods.

An issue identified by Lewis (1993) considers that the scales themselves may not
reflect true valuce because of the itemised rating nature of the scale (only integers are
available, eg, 1, 2, 3 not 4.8, 6.7 etc). This criticism is not well justified. ltemised
rating scales are an extensively used marketing research tool that have been in
existence for a considerable number of years. Where they have been used correctly,
they have been established as a valid and reliable means of measuring consumer
attitude (Dillen et al. 1994; Churchill, 1999). Although justification was given in the
original development of the SERVQUAL scale for the itcmised scales used
(Parasuraman et al. 1985, 1988), subsequent verification to assess the validity and
reliability of the scales themselves via contro] methods and other methods does not

seem to have been nndertaken.
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This is particularly important in relation to the definition that service quality appears
to hold i.e. “similar to attitude” (Parasuraman et al. 1988), or “an attitude” by others
(Cronin and Taylor 1994). Substantive evidencc is generically available which attests
to the use of attitude scales in marketing research theory, (Dillon et al. 1994;
Churchill, 1999}, but contextual and other issues can render an itemised scale reliable
and valid, or useless. This issue is therefore at the present time unresolved. If service
quality is conventionally accepted to be an attitude, well established metric
measurement scales are available. If it is some other form of cognitive process, it will
require a new or different form of valid and reliable scale mcasurement. In the
meantime, attitude scales are used in most instances to measure service quality. It
would appear therefore that most authors consider service quality to be an attitude,
and intcger scales best represent the method of measuring such cognitive processes of

consumers, interpreted as interval scales.

5.8.3 Two Administrations

From a pragmatic point of view, two questionnaires are in danger of not being
completed well from a respondent who may have a low interest level. Indeed much of
the design principles offered by researchers for such paper questionnaires are due to
minimising the time taken, and to remove bias due to the design of the instrument
(Churchill 1999). With regard to the SERVQUAL instrument, Bouman and van der
Wiele (1992) discovered that respondents appeared to be bored and sometimes
confused by the administration of E and P versions of SERVQUAL. Others were also

critical of the timing of the administration of the SERVQUAL instrument.
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Carman (1990) viewed the expectation responscs, “of little value” since they were
entirely ex-post and relied upon respondent’s memory of the previous three months. A
logical extension to this approach would be to attempt to combine the questionnaires.
This approach was criticised however by Clow and Vorhies (1993) whe found that
respondents tended to over or under estimate their expectation/perception response
gaps depending upon a positive or negative experienee respeetively. Respondent
fatigue is one of the prime driving forces behind questionnaire design, and although
research designers may have good reason to provide a very long research instrument
in terms of questionnaire design, pragmatic issues often need to be taken into
consideration to obtain results that are accurate from respondents, even though it may
not be the complete set of results that arc being sought (Churehill 1999). 1t is
important however that in the design of the research tool, in terms of administration,
respondent fatigue does not influence the response, and some means of control is
identified to verify the responses to eliminate this problem. With regard to the
SERVQUAL instrument, although this issue has been criticised, the negative effect, if
it exists, of the two administrations has not been either quantified or a means found of

eliminating the difficulty.

5.8.4 Variance Extracted

The mathematical processes involved via principal component analysis to reduce the
variety of components of a model into a group of factors, which themselves have
described the single eonstruet of service quality has been the most commonly adopted
approach. Further to this, Kline (1994) has also suggested that this approach, via
“variance extracted” acts as a good method of providing an adequate measure of
construct validity. This implies therefore that the greater the varianee extracted, the

better the measure to describe the construct of service quality. The variance reported
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by researchers using the SERVQUAL measure varies from 56% to 71.6%
(Parasuraman et al. 1988) and 58.3% (Babakus and Boller 1992). Consistency has not
been achieved with regard to the SERVQUAL measure variance measures either
across industries or with regard to the methods used. Replication therefore has not
been possible. In addition to this, using the SERVQUAL instrument, it has not been
possible to achieve higher values of the variance extracted given above, nor has it
been possible to effectively replicate these studics either within similar or dissimilar
industries. What is left therefore is some abstract component(s) which account for a
range of variance of some 30% to 50% after thc measure’s constructs have been

removed which 1s a substantive value.

5.9 Other Measures which Purport to Measure Service Quality.

Later methods consider a range of approaches which include service value chain
(Heskett et al. 1994, 1997), modified SERVQUAL approaches (Carman 1990; Saleh
and Ryan 1992; Bouman and van der Wiele 1992; Teas 1994) and performance
evaluation approach (SERVPERF, Cronin and Taylor 1992, 1994). These will be
dealt with under three hcadings, firstly service value chain, then those which have
modified the SERVQUAL measure incorporating other components, and finally those

which have adopted performance evaluation methods.

5.9.1 Service Value Chain.

Heskett (1994, 1997) proposed a service profit chain model that attributes a service
organisation’s performance with its customers and employees. Their research was
based upon a number of ﬁcld studies of scrvice organisations. Although this work
unifies much of the work that attempts to link the three elements of the scrvice value

chain (Lau 2000), its recency requires more research to be undertaken before the exact
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nature of the relationship of the model’s elements can be understood and a reliable

and valid method of measurement established.

5.9.2 Madified SERVQUAL Measures.

The base from which the concept of service quality is drawn is questioned by many
authors. For example Buttle (1996) includes a list of such related constructs such as
customer (dis)satisfaction, customer rctention and defection, behavioural intention,
attitude to scrvice provider or organisation choice. Research into the relation of these
constructs has been in part undertaken (Parasuraman et al. 1991; Richard and Allaway
1993), but established and replicated relationships have yet to be determined, if this is
possible. Teas (i993) investigated the wuse of ideal performance within the
SERVQUAL measure, incorporating it as a modification. Teas (1993) indicates that
the ideal performance, or the “wished for” performance is omitted from the
SERVQUAL measure and this is a fundamental issue which should not be left out.
Teas (1993) argues that classic ideal point as defined by others (Miller 1977, Swan
and Trawick 1980; Prakash 1984), is not compatible with the SERVQUAL PE
interpretation of expectations within this measure. Teas (1993) modifies the linear
SERVQUAL PE measure by introducing an ideal point approach, suggesting that the
relationship is identified by the following mathematical formula, as an example for a

SERVQUAL measure single attribute:

MQi = -1 [IP-1] - |Ei-1|]

Where:

MQ= modified SERVQUAL measure of the stimulus {

P;= The individual’s perceptions of the performance of stimulus { with respect
to the single attribute.

Ei= The individual’s quality cxpectation norm for the single attribute -
conceptualised as a feasible ideal point

1 = The ideal amount of the single attribute - the classic attitudinal measure
ideal point.
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This varies the performance/expectation relationship output quality (modified guality)
in such a way that if performance exceeds the ideal point, this will then produce less
rather than favourable evaluations as predicted by the PE mcasure (Teas 1993). This
measure brings with it however many of the cnticisms which stand for SERVQUAL,
for example the scale measurement and attitude construct problems. In addition the
measure itself also introduces some anomalies in that under certain conditions, where
the intermediate ideal point is exceeded by performance, negative values are returned.
This measure indeed represents this, but there is a set of conditions where expectation
is equal to the ideal point. E - T under these circumstances cancels each other out. If
performance marginally exceeds 1, (or E) then a ncgative return of quality is returned,
clearly a strange result. Further to this, if performance is slightly under the value of E
and I, a negative value is also retuned. Therefore, under these conditions, if
performance is slightly higher or lower than the expected/ideal value a negative result
of quality is returned in both instances, a result incongruous with expected values of
service quality and difficult to envisage as a situation realistic in terms of service
guality. This approach however has not been replicated successfully since this
modificationwas introduced and no further criticisms of this mathematical measure

appear to have been offered in the literature.

5.10 SERVPERF: Performance Measure Approach

Arising after the challenges to the P - E measures of Parasuraman et al. (1985; 1988),
Cronin and Taylor (1992, 1994) provided a performance based measure of service
quality (SERVPERF) which explained more of the variance for a given situation than
did SERVQUAL. In their subsequent discussion of the SERVQUAL and SERVPERF

however, Cronin and Taylor (1994) do not dismiss the performance minus
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expectations approach, stating: “Our research suggest that the performance minns
cxpectations is an appropriate basis for use in the measurement of service quality.”
Cronin and Taylor (1994) also support the SERVQUAL measure by stating that in the
research published in the 1992 paper, SERVQUAL was statistically significant in two
of the four industries. The SERVPERF method however, was statistically significant
in three of the industries studied (Cronin and Taylor 1992; 1994). It would appear
therefore that Cronin and Taylor (1994) offer some empirical evidence to support
SERVQUAL ie. it does account for a significant proportion of the vartance in
mcasurement, but this is contextually affected and the performance based approach
accounts for more of the variance and therefore provides a better measure. Despite a
stated improvement, SERVPERF has not been as extensively tested as yet by
subsequent authors as has the SERVQUAL measure. It has been tested however in
two industries, McAlexander et al. (1994) has demonstrated SERVPERF’s superiority
over SERVQUAL for the dental care industry. This direct measurement of

performance appears to be gaining preference over the SERVQUAL for evaluating

the service quality construct.

5.11 Industry Specific Focus of Services Marketing for Sport and
Recreation Providers.

Service quality has been studied in a number of related leisure areas, Saleh and Ryan
(1991; 1992), Akan (1995) and Gabbie and O'Neill (1997) adapted the measure for
application in hotels. Taylor et al. (1993) used recreational services in the USA to test
SERVQUAL’s reliability. ‘Whilst the researchers used this mcthodology to consider
aspects of service quality, the cnticisms of this measure still stand, particularly if the

services in question are not homogencus (Scott and Shief 1993). This leads to
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transaction specific problems if consumers dc not use all of the services offered,

which is most likely in a modem day sport and recreation or leisure facility setting

(Williams 1998).

The measurement of “excellence” by a customcr in comparison to a “facility of the
same generic type” is also problematic. The respondent may or may not have the
necessary experience or knowledge and sport and recreation facilities are notoriously
vanable in size and provision. If Dale’s (1994: p125) “world class company” criteria
are applied, and respondents were comparing their local facility to one of an
international “Best in the World” standard, this could bring into doubt the ability of a
respondent to effectively judge against criteria which eould be considercd as
established norms of the services of which they are using. These could, if the
comparisons were not determined for a similar service standard, reduce the reliability

of the measuring instrument.

Williams (1998) attempted to use the SERVQUAL measure in the public sector
covering a number of leisure related organisations, and eoncluded that this mcasure
by itself did not equate well when compared to the equivalent private sector. Certainly
one of the difficulties noted was the lower perceived expectation by customers of a
public sector service: “(respondents)...explained that they did not expect to receive an
excellent service from a public sector organisation” (Williams 1998: p107), but this
by itself should have been accommodated by SERVQUAL. The “SERVPERF”
measure howcver (Cronin and Taylor 1992, 1994) evaluates only performance of the

service in question, and eliminates the need for such comparisons. Other difficulties
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were identified however with regard to the administration of SERVQUAL in the
Williams (1998: pl03) study in that it was applied to a range of leisure services,
*“...the research sites were ehosen for their diversity of management eultures and corc
services”. No controls were suggested in the Williams (1998) study which considered
each of the sites with regard to the SERVQUAL measure. This would have
determined if the ineffieiency was due to the measure or contextual differences across

each of the research sites.

It would appear from these studics therefore that the use of the SERVQUAL measure
may not be appropriate for this area of the public scctor, but that the SERVPERF may
prove more efficient and result in a better measure for service quality, since many of
the criticisms offered against the SERVQUAL measure, particularly with regard to
the expectations consideration, are eliminatcd in the performance only evaluation of
SERVPERF. It is therefore hypothesised as a resnlt of the cxtant review of the

literature the following:

H; “SERVPERF™ is appropriate for measuring the construct of
Service Quality.

H, Public sector sport and recreation providers that indicate
goad service quality as measured by “SERVPERF”,

perform better as indicated by direct measnrements of
income and attendanece.

512 Summary

The issue of serviee quality measurement is far from resolved in terms of a measure
being available which has been empirically tested, replicated and generally accepted
as a method of measuring this construct. The most significant influence in recent

years is that of the SERVQUAL measure. In only a few industries has it determined
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some of the factors which evaluate service quality. Buttle (1996) questions some
aspects of the validity and reliability issues of the measure by identifying critical and

face validity questions such as:

1. Do consumers actually evaluate service quality in terms of expectations and
perceptions?

2. Do the five dimensions of SERVQUAL incorporate the full range of service
quality attributes?

3. Do consumers incorporate “outcome” evaluations into their assessments of service
quality?

Researchers have found instances where SERVQUAL does substantively cover these
issues, whereas others have found it does not. Earlier methods of measuring service
quality have not been as extensively tested by subsequent authors, for example the
Gronroos, model (1984). Fundamental issues therefore remain outstanding regarding
the theoretical and operationalisation of the service quality construct. An agreed
consensus within the literature has not established the nature of the serviec quality
construct e.g. whether or not it is an attitude. Despite the criticisms, SERVQUAL
remains at the present time a significant measurement instrument within the service
quality arena (Rust and Zahorik 1993). Buttle (1996: p25) states: “SERVQUAL
seems t0 be moving rapidly towards institutionalised status.” The most significant
issuc however is the apparent contextual sensitivity of the SERVQUAL measure.
Differing studies aeross a range of industries report a variety of resuits using this

measure.

Arising after the challenges to the P - E measures of Parasuraman et al. (1985, 1988),
the Cronin and Taylor (1992, 1994) performance based measure of service quality

(SERVPERF) explained more of the variance for a given situation than did the
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SERVQUAL measure. Using a number of supporting works, (Babakus and Boller
1992; Babakus and Mangold 1992; Oliver 1993) Cronin and Taylor (1992: p56)
reiterate and rcinforce the statement: “.. little if any theoretical or empirical evidence
supports the rclevance of the expectations minus performance gap as the basis for
measuring service quality”. In their later study, Cronin and Taylor (1994: pl25) do
not dismiss the pcrformance minus expectations approach, stating: “Our research
suggests that the pcrformance minus expectations is an appropriate basis for use in the
measurement of service quality.” Cronin and Taylor (1994) support in part the
SERVQUAL measure by identifying research published in their 1992 paper, reporting
that the SERVQUAL measure was statistically significant in two of the four industries
studied, although it (SERVQUAL) performed less well in comparison to the
SERVPERF method, which was statistically significant in three of the industries
studied (Cronin and Taylor 1992, 1994). On balance therefore it would appear that
Cronin and Taylor (1992, 1994) offer some empirical evidence to support the
SERVQUAL measure i.e. it does account for a significant proportion of the variance
in measurement, but this is contextually affected and the performance based approach

accounts for more of the variance and therefore provides a better measure.

The closeness of structure of SERVQUAL to SERVPERF as a useful instrument does
suggest that the latter may prove to be a better measure of the service quality
construct. The rigorous testing of SERVQUAL, and the absence of expectations in the
SERVPERF instrument, particularly when applied to managers and staff indicate that
the SERVPERF measure might usefully overcome some of the criticisms offered
against SERVQUAL, and result in a reliable and valid measurement instrument for

the measurement of service quality.
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Chapter 6 RESEARCH METHODOLOGY

6.1 Introduction

Chapters 4 and 5 have specified the research area, market orientation and service
quality measurement in a sport and recreation setting. This, combined with the other
chapters enabled the clarification of the research objectives and development of the
research hypotheses. The next stage is the development of an appropriate
methodology to achieve those objectives and test the hypotheses. The methodology is
the framework of the overall study, outlining which information is to be gathered,

their sources, and the procedures that are to be used (Saunders ct al. 2000),

This section therefore describes the basis for the methodological foundations of this
research, integrating the various methods that are appropriate and available. This
research approach was adopted to investigate the market orientation and service

quality measurement of the public sector sport and recreation providers.

6.2 Background to Research Design

There 1s a need to develop an appropriate research methodology to achieve the
research objectives. This is often described via a research design or plan. Kinnear and
Taylor (1996: p129) define research design as a “...basic plan which guides the data
collection and analysis phases of the research project. It is the framework that
specifies the type of information to be eollected, the sources of data and the data
collection procedure. A gc;od design will make sure that the information gathered is
consistent with the study objectives and that the data are collected by accurate and

economical procedures. There is no standard or idealised research design as to guide
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the researcher, since many different designs may accomplish the same objectives™.
Research is commonly described under three major headings, exploratory, descriptive
and causal research (Dillon et al. 1994; Kinnear and Taylor 1996, Churchill 1995;
Aaker et al. 1998). Research design however is not exclusively restricted to each of
these, but they do form the foundations of a design. A combined design can be

tailored to suite the requirements of the research area in question.

6.3 Combined Research Designs.

The use of a single methodology or a combined design can only be determined upon
the needs of the research. The single methodology design however, advocated by a
number of authots is supported by arguments that are pragmatic in nature, e.g. time
constraints, the necd to limit the scope of the study, and the difficuity of publishing
the findings (Creswell 1994). Further to this, although a research design arises as a
result of the necds and objectives of the study in question, a single design approach is
unlikely to provide the necessary methodology to underpin an investigation (Yin
1994). This may be due to the nature of the study and the need for triangulation for
reliability and validity requirements. Consequently, there are no prescribed

combinations of research design for given studies.

The second stage of this research programme is to complete the primary research
objectives of this study to identify the dimensional constructs of market orientation
and service quality if they exist in any meaningful terms via quantitative and
qualitative research methods. This approach will therefore require a combined

research design incorporating quantitative and qualitative research methods. Major
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functions of this approach as a part of case study design and advantages identified by

Greene et al. (1989) are as follows:

1. Triangulation in the classic sense of sceking convergence of results.

2. Complementary, in that overlapping and different facets of a phenomenon
may emerge.

3. Developmentally, wherein the first method is used sequentially to help inform
the second method.

4. Initiation, wherein contradictions and fresh perspectives cmerge.

5. Expansion, wherein the mixed methods add scope and breadth to a study.

The strengths of a qualitative approach also bring richness and depth to an

investigation, with particular reference to the following issues (Miles and Huberman

1994):

1. Focus on naturally occurring events.
Emphasis on a specific case.

Close proximity to the situation.
Richness and holism.

Emphasis on people “lived expericnce™.
Best strategy for exploring a new area.

Strong potential for testing hypothesis.

© N o B W

Supplement quantitative data.

Yin (1994) also considers the wider values of combined designs and states that
explanatory (caunsal) research can be complemented by exploratery and descriptive
research, and that research strategies should be considered from a pluralistic view. As
a result, different strategies can be used for all threc¢ major divisions, namely
exploratory, descriptive and explanatory (causal) research. Yin (1994) differentiates
the ability to use a variety of research strategies which are determined under the three
conditions: {a) the type of research question posed, (b) the extent of control an

investigator has over actual behavioural events, and (¢) the degree of focus on
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contemporary as opposed to historical events. Yin (1994: p6) summarises relevant

situations for different research strategies available to a rescarcher as follows:

Strategy Form of research Requires eontrol over Focuses on contemporary
question behavioural events events

experiment how, why yes yes

survey who, what, where, No yes
how many, how much

archival analysis who, what, where, No yes/no
how many, how much

history how, why No yes

case study how, why No yes

Table 2 Relevant Situations for Different Research Strategies (Yin 1994: p6)

The identification of cause and effect between variables is perhaps one of the
preferable approaches to research, in that the results can be used in a predictive
capacity. The requirements for this causal or experimental or methodology need the
researcher to be able to manipulatc variables and constrain various aspects of the
research environment. This may either be not possible nor practicable in a work
environment as is the case in this study. 1t would not be possible to manipulate
various treatments of the functions of a working sport and recreation department
cither effectively or meaningfully. The rcmaining techniques howcver do enable a
satisfactory inquiry methodology, particularly the combined research design which
uses a varicty of techniques which would satisfy validity and reliability measurement
requirements. The case study approach is one which is being used more frequently in
recent years as a research methodology incorporating a “combined approach”,
particularly when “how and why” questions are being posed and the researcher has
little control over events, and when the focus is on a contemporary phenomenon

within somg real life-context (Yin 1994},
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6.3.1 Case Study Approach
This approach would appear to be viewed from different perspectives. Yin (1994)

defines a case study as the study of a phenomenon within its natural context, where
the boundaries between the phenomcnon and its context are not clear. Schramm
(1971) describes the purpose of a case study in that it tries to illuminate a decision or
set of decisions; why they were taken, how they were implemented and with what
result. This implies that the decision or set of decisions are the central tenet of the
case study approach. Creswell (1998) defines a case study from a wider perspective as
an exploraticn of a bounded system or a case {or multiple cases) over time through
detailed, in-depth data collection involving multiple sources of information rich in
context. The bounded system is described as being bounded by time and place, and it

is the case being studied: a program, an event or an activity or individuals.

This study is being considered within its natural context. The decisions are those of
market orientation and service quality, the parameters of which have been determined
in previous studies. The bounded system are the sport and recreation providers of the
public sector. These are discrete departments, clearly identified by both organisational
structures of local authorities and the facilities which are required to provide the
environment of this service. The intention of this study is also to determine the
decisions taken with regard to market orientation and service quality, and to consider
thcse aspects from a variety of sources of information for the purposes of

triangulation to satisfy reliability and validity criteria.

It has been established that the case study approach has two technically critical
features, which are formulated around the phenomenon and context of the situations
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being studied Yin (1994: p12). Firstly, with regard to the case study as an empirical

study: “...investigates a contemporary phenomenon within its real-life context,
especially when the boundaries between the phenomenon and context are not clearly
evident”. Yin (1994) states the case study method would be used when it was evident
that contextual situations were required to be covered. This approach also provides a
reliable and valid method since it relies upon multipie sources of evidence with data
needing to convcrge in a triangulation fashion (Yin 1994). Case studies are thereforc
an all encompassing, comprehcnsive research strategy and not either a data collection

tactic or merely a design feature (Stoecker 1991). 1t is important however that this

method can be shown to possess reliable and valid measures. These are summarised in

table 3.
Tests Case study tactic Phase of research in
which tactic occurs
Construct *  Use of multiple sources of evidence Data collection
validity Establish chain of evidence
e Havc key informants review draft case | Data collection
study report Composition
Internal Do pattemn matching Data analysis
validity Do explanation building Data analysis
Deo time-series analysis Data analysis
External Use replication logic in multiple case | Research design
validity studies .
Reliability s  Usc case study protocol Déta collection
»  Develop casc study database Blata collcction

Table 3 Reliability and Validity of Case Study Method. (Yin 1994: p33)

Similar justifications for these tests have been given by Kidder and Judd (1986) as

follows:

Construct Validity: Establishing correct operational measures for the concepts
being studied which results in the clear understanding of the
concepts under investigation, and their active role within the
phenomenon. The use of several methods of data callection
may strengthen the construct validity of a case study (Yin,
1994; Denzin 1984).
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Internal Validity:

External Validity:

Reliability:

This is thc extent to which identified relationships have not
been caused by other factors which have not been
acknowledged by the researcher. This is particularly important
when establishing 2 cansal relationship, whereby certain
conditions are shown to lead to other conditions, as
distinguished from spurious relationships. In descriptive studies
however the importance of this item is reduced since the
identification of causal relationships is not one of the
parameters of such a study.

This refers to establishing the domain to which a study’s
findings can be generalised to other similar cases. A prcblem of
external validity is the determination of what is a similar case,
since many cases will operate within slightly different contexts.
For example, market onentation studies have been applied to
different organisations which operate in different scenarios, and
product/service settings.

This 1s the demonstration that the operations of a study - such
as the data collection procedures, if taken at the same time
could theoretically be repeated, with the same results (internal
reliability), or could be consistent in other contexts {extemal
reliability).

The case study methodology therefore provides in itself a valid and reliable method

upon which a research design can be based, especially when other research techniques

are incorporated to establish triangulation in an academically rigorous manner.

(a) Advantages of the Case Study Approach

In addition therefore to the established validity and reliability claims, the case study

approach is a strong and useful methodclogy for research within leisurc. McCormick

(1996} has outlined a number of advantages which are directly applicable to this study

and are summarised below:

k. 1t allows the grounding of social processes within their natural settings. An
advantage for this research is that it allows the researcher “...to see in
contextualised action how theories.. are enacted.” (McCormick 1996: p367)

2. A holistic picce of research may develop from the case study. Multiple lines of
action and strategy are open to the investigator. The researcher can continnally
develop and refine unexpected findings, and changes in research objectives.
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Case studies therefore have an emergent quality, that larger more quantitative
studies do not possess.

3. The case study allows a sensc of time and history to develop. One assumption
of the case study is that it is not possible to develop understanding by looking
only at the contemporary situation.

4. The case study permits the confirmation and/or disconfirmation, or the
refincment, of existing theory (as of course do other methods), as well as less
commonly the generation of new theory. This is particularly important in this
study, since  major  parameters of the study are the
confirmation/disconfirmation of the market orientation and service quality
constructs.

The combined approach of this study which incorporates both quantitative and
qualitative measures therefore lends itself to a strong internal validity measure, since
factors not considered within the quantitative section of the study may emerge during
the qualitative stage. With regard to the confirmation of existing theory and/or the
generation of new theory, this approach is particularly important in this study, since

major parameters of the study are the confirmation/disconfirmation of the market

orientation and service quality constructs.

6.3.2 Industry Specific Focus of the Study

The focus of this research is upon market orientation and service quality measurement
for public sector organisations providing sport and recreation activities. Initially there
1s a need to be able to select suitable cases of local authority sports and recreation
provision that place high priority with regard to the marketing activity and service
quality provision. The exploratory stage therefore required some means by which
suitable cases could be selected for further study. Subsequent to this, the selected

cases would then be subjeet to further study. This therefore provided two stages for

this research design:

111



Stage 1: Exploratory study to select suitable cases for further study.

Stage 2: Case study analysis of selected local authorities.

6.4 Stage 1: Selection of Suitable Cases for Further Study.

6.4.1 Exploratory Research.

This is described in its vanous forms as used when insights are being sought into the
general nature of a problem, the possible decision alternatives and relevant variables
that need to be considered. Typically there is little prior knowledge on which to build
or firm preconceptions held. As a consequence, the tmethods adopted are often highly
flexibic, unstructured and often qualitative. In addition to this, it i1s accepted practice
for researchers to change the researeh procedure as the vaguely defined initial
problem is transformed into one with a more precise meaning (Churchiil 1995). These
type of studies therefore rarcly use detailed questionnaires or involve probability
sampling plans. More typical is the use of literature surveys, experience surveys,

focus groups and the analysis of selected case studies (Selliz et al. 19786).

In this study however, a substantive body of knowledge eoncerning marketing and
service quality has been established. But the literature review has determined that the
existence of markcting as an important activity is not a uniformn across all local
authorities (Cousins 1990; Collins and Glyptis 1992; Walsh 1994; Doherty et al.
1996, 1998; Day et al. 1998; Rees 1998; Wakefield and Bush 1998; Novatorov and
Crompton 2001). Due to the inconsistent presence of marketing activity within loeal
authornity leisurc centres, a method of identifying suitable cases of (a) those who
placed marketing and its techniques as a high priority and (b) a method which had a

sufficient reliability measurement and comparative property was required.
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A combined approach using a literature review and the Analytic Hierarchy Process
(discussed later in this chapter in more detail) was found to be an appropriate
exploratory technique to screen for suitable cases via a sample of the local authorities
in the UK. Therefore, the Analytic Hierarchy Process may be a useful indicator of the
elements being measured (marketing management, strategic marketing planning and
strategic marketing), but additional methods would be needed to establish the market

orientation and other constructs in a service setting.

The Analytic Hierarchy Process was identified as an approach that satisfied the
criteria for selecting cases, as each response, due to the nature of this research method
was shown to be internally reliable (Saaty, 1580). The AHP section of the study,
which provides the inconsistency measurement is a convenient means by which

reliability can effectively be measured (Wind and Saaty 1980).

Therefore, the Analytic Hierarchy Process may be a useful indicator of the elements
being measured (marketing management, strategic marketing planning and strategic
marketing), but additional methods would be needed to establish the market

orientation and other constructs in a service setting.

The process of the Analytic Hierarchy Process, which produces the derived ratio scale
which was also internally reliable, combined with factor analysis (which provides an
adequate validity check) would enable a suitable means by which the priority of the

marketing ¢lements under test could be evaluated.
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6.4.2 The Analytic Hierarchy Process: Background

Studies have shown (Newell, Shaw and Simon 1958) that decisions in organisations
are broken down into tiers appropriate to the management level of the organisation.
Decisions are considered against a number of factors. !t is therefore extremely rare
that the solution to a deeision within a business scenario will be reached based solely
upon one criteria. The literature is replete with a variety strategic approaches
appropriate to marketing. They do not generally however provide an immediate
measure with regard to the priority relationship of the elements to each other within a
constrained set of choices. In a situation where resources are carefully metered, it is
unlikely that a respondent would be able to place a number of items at an equal
priority, although the respondent could report this is as so within a typical Likert style
questionnaire. Other research methods would then have to be employed to verify if
the responses were reliable. An established methodology that provides a means of
establishing the importance of combined items in a hierarchical format is that of the

Analytic Hierarchy Process.

Marketing as an activity for sport and recreation providers is a relatively recent
technique, and 20 years ago was considered not to be effectively present as a
significant management activity (Cowell 1979). More recent studies however have
shown a greater penetration of marketing activity, but development has been
frapmented and not cohesive across all authorities generally (Collins and Glyptis
1992, Walsh 1994, Doherty et al. 1996, 1998). There is a need consequently to
identify sport and recreatlion providers that place marketing on a relatively high
eraphasis and appear to show consistency in their decision making with regard to

marketing.
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This approach will also identify the consistency with which these priorities are
determined. It is extremely unlikely that within an environment which is financially
restrained and where major rescurces are determined by a political process, that all
elements being considered can be attributed the same priority. The multi-criterion
decision choice model however will indicate if the prioritics selected are in an
appropriate relation with each other, or not, particularly with respect to consistency.
Values retumed which are above the threshold level (0.02) are indicative of problems
with regard to the marketing and related decision making processes. These may be
due either to the respondent, or represent a reflection of organmisational difficulties.
This stage will produce a set of four cases which can be further investigated using a

combined design approach.

6.4.3 Analytic Hierarchy Process: Methodology

The AHP methodology and its application to marketing problems was considered as

early as 1980 (Wind and Saaty 1980). Illustrative applications covered the following

areas:

1. The portfolio decisions of a firm whose management is concerned with the
determination of the desired target portfolio and allocation of resources
among its camponents.

2. Determination of the directions for new product development and
3. Generation and evaluation of marketing mix strategies.

It is the final area (item 3) given abave that the model is used in the sampling process

to provide organisations for the case study evaluvation. AHP is used to give relative

priorities of differing altermatives within a rational multicriterion choice decision

model. This is based on a multivanate approach. Its specific application occurs where

the decision choice can be represented hierarchically by at least two levels or sets of

criteria: objectives for evaluation, and activities or altemative courses of action (Saaty

1977, 1980). Other cxamples of the model and modifications after these make very
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minor modifications to the mcthodology, but all discuss the strengths of AHP and
give high regard to its use within marketing decision making processes. These
include: Consumer purchase choice determination, {Bahmani et al. 1986, Bahmani
and Blumberg 1987; Javalgi et al. 1989), Marketing Mix Strategy and New Product
Development (Wind and Saaty 1980), Advertising budgeting (Mazanec 1986), and

Advertising Creativity (Davies and Saunders 1990).

{(a) The Multicriterion Decision Model.

The analysis of numerous marketing problems exist within literature which are based
upon empirical research, where organisations have used mathematical models to
indicate ideal solutions against differing background scenarios. There has not as yet
however, been a model which reviews the decisicn making processes of organisations
with thc purpose of evaluating and rating marketing capability. This is despite the

literature heralding examples of both good and bad practice of this methodology.

The purpose of this research is therefore to determine from the literature review those
elecments of stratcgic marketing and strategic marketing planning and marketing
management which are ideally exclusively and exhaustively each essential to these
processes. The AHP methodology cnables them to be analysed in a manner which is
consistent with decision making in organisations i.e. in comparison to each other and

structured in a logical hierarchy.

The approach adopted consisted of two stages, initially exploratory and secondly,
should the first stage be satisfactory an AHP model quantitative method in

conjunction with factor analysis.
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{b) AHP Quantitative Model Stage.

The hierarchical model is used within the AHP methodology to identify those
organisations that consider marketing management and service quality elements as a
high priority. Combined with suitable inconsistency measurements the AHP process

provides a derived ratio scale of priorities for each case.

After factor analysis has been applied to these AHP results, this will show any
underlying traits or dimensions which group the elements according to the literature
review, i.e. the dimensions of strategic marketing, strategic marketing planning and
marketing management, if they exist. This provides a view of the link between

practitioners in the field and the literature review.

Secondly, from these results, four cases will be selected for in depth analysis that
appear to satisfy the criteria with regard to thc high priority of marketing elements
within their decision making criteria and consistency measurement. The next section
provides a more rigorous and detailed treatment of the AHP process, and its

relationship to the second stage of the research in providing suitable organisations for

further in depth research.

The AHP is a ratio scaled method used primarily to assist 2 decision maker in
evaluating alternatives via, hierarchies (Saaty 1977, 1980). With respect to decision
making, hierarchies are basic to the human way of breaking reality into manageable

segments (Newell, Shaw and Simon 1958). In addition to this, AHP is particularly
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useful when the attributes and the decision alternatives are eonsidered intangible, or

there is a high level of subjectivity involved (Armacost and Hosseini 1994).

AHP is similar to conjcint analysis where decisions are made upon multicriteria that
are considered jointly. Conjoint analysis 1s based on the trade-off concept, which
presents the respondent with a given problem i.c. the trade off task. The AHP allows
those who are closest to the problem (the decision makers directly involved, or DM’s)
to identify and structure a customised hierarchy representing their multicriterion
problem. From this a trade-off of relative preferences takes place (Wind and Saaty
1980). The basic AHP methodology structures the decisions within a tiered
hierarchieal structure, producing a series of simple reciprocal bair—wise comparison

matrices to be analysed shown diagrammatically as follows:

Levell Overall objective
Level 2 Attribute 1 Attribute 2 Attribute 3
Level 3  Alternative 1 Alternative 2 Alternative 3

Table 4 AHP Decision Making for Leaders (Saaty 1995)

Each level of the hierarchy requires the decision maker to provide the relative
importance of eaech attribute with respect to the focus, i.e. the relative preference for
each deecision alternative, with respect to each attribute. AHP uses pair wise

comparisons to estimate the relative tmportance or preference for each pair of
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elements of a given level with respect to each element in the preceding level of the
hierarchy. Each expressed preference is an estimate of the ratio of the prigrities or
weights of the compared elements. The eigenvector approach is used to determine the
invariant solutions to the produced matrices and represent estimates of priorities of

elements based on the pair wisc comparisons.

(¢} The Mechanism of the AHP.

This methodology provides the framework for data collection. The analysis of this
provides the basis of the Analytic Hierarchy Process. Structurally, the hierarchy is
broken down into a series of pair comparison matrices, the participants are asked to
evaluate the off diagonal rclationship in one half of each matrix, the reciprocals of

which are placed in the transposed positions.

The evaluation process requires the respondent to evaluate pairs in the matrix, and
each pair is evaluated separately, indicating the extent one item of a pair dominates
the other with respect to the elements from the next level in the hierarchy. Numerical
judgement requites an appropriate scale, which Saaty (1977) determined to be reliable
by experiment as nine. Resulting matrices offer the necessary data for calculating
priorities of the various courses of action. Similarly, when the objectives are evaluated
with respect to their importance under the wvarions scenarios, it allows for the

calculation of the relative importance of the various objectives.
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(d)

Measurement of Judgement

For each scenario, passive judgements were made on a 17 point integer scale with |
being the mid point and 9 on either extreme. Reliability for this scaling method was
proven by Saaty (1977) and described further in marketing applications (Wind and

Saaty 1980). The scale is shown as follows:

Intensity of Definition Explanation
Inipertance
1 Equal importance Twao activities contribute equally to the objective
3 Weak impontance of one over another | Expericnce and judgement slightly favour one
activity over another
5 Essential or strong importance Experience and judgement strongly favour one
activity over another
7 Demaonstrated importance An activity is srongly favoured and its dominance is
demonstrated in practice
9 Absolute importance When compromise is needed
2,4.6,8 Intermediate valucs between the 1wo
adjacent judgements
Reciprocals of | If activity i has one of the abave non-
above non- zcro numbers assigned to it when
zero compared with activity j, then j has the
reciprocal value when compared with i

Table 5 Scaling Method for Passive Judgements within AHP (Saaty 1977)

(e)

Priority Measurement and Evaluation

The priorities at each level are stochastically normalised and used to weight' the
priorities at the lower levels in the hierarchy. The results are then aggregated across
the alternatives in order to obtain a preference rating for each decision alternative,
With regard to definitions, for each pair wise comparison matrix, local priorities are
the computed priorities, and when weighted by priorities from a higher level, are
known as global priorities. The AHP starts by decorposing a complex problem into a
hicrarchy; each level consists of a few manageable elements and each element is, in
turn, decomposed into another set of elements. The process continues to the most

specific elements of the problem, typically the specific courses of action considered,
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which are represented at the lowest level of the hierarchy. A measurement
methodology is used to establish priorities among the elements within each stratum of
the hierarchy. Evaluation of cach set of elements is achieved by pair wise evaluations

with respect to each of the elcments in a higher stratum.

4] The Inconsistency Value Measurement

Since a set of perfectly consistent judgements produces a coqsistency index of 0, the
consistency ratio will also be zero. A consistency ratio of 1 indicates consistency akin
to that which would be achieved if judgements were made at random rather than
intelligently. This ratio is called the inconsistency ratio. The larger the value towards

I within a range of 0 to 1, the more inconsistent the judgements.

Inconsistency can result from an improper conceptualisation of the hierarchy, lack of
information, a mental lapse, or clerical errors. The importance of accuracy and
consistency requires consideration because accurate judgements can be consistent, but
consistent judgements need not be accurate. Therefore consistency is necessary, but

not sufficient for a good decision (Dyer and Forman 1991).

1t has been shown that for a matrix, A = n always and that A, - n/(n-1) serves as a
consistency index which gives the departure from consistency in estimating the ratios
of weighting wy/w; with consistency obtaining if and only if Amy. = n. Consistency is
defined by the relation between the ratios of matrix A: ajaj = ai, which means that if
there are n entries that form a spanning tree, the remainder of the matrix can be
generated from them. With regard to values of consistency which are considered
good, Saaty and Mariano (1979) established, using a sample size of 500 each, for
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different order random entry reciprocal matrices a consistency index from 0 for 1 or 2
element matrices through 0.9 for 4 clement matriees to 1.49 for 10 element matrices.
A consistency ratio (consistency index as percentage of the appropriate random
average consistency) of about 10% is considered very good. When the consistency is
poor, more information on the activities being compared with respect to the criterion
of comparison is needed, and typically such information gathering may be required

followed by another round of judgements (Dyer and Forman 1991).

(a) Activity Weight Estimation

Other methods to estimate activity weights, such as least squares and log least squares
have been suggested (Saaty 1980). While these methods produce results that are
similar to the cigenvector approach, no other method maintains the reciprocal
property of the pair wise comparison matrix (known as weak consistency) or produces
a comparable measure of the inconsistency index (Saaty 1980). This was confirmed as
follows; “The eigenvector method deals with two questions simultaneously, closeness
and order. Together, they belong to the field topology of order. The metric idea of
closeness is inadequate to judge what is a good approximation to data involving order
relations. There is usually a condition which relates order in the derived scale to order
in the data. This is precisely the kind of condition captured by the eigenvector, but not

the logarithmic least squares estimate.” (Saaty 1990: p12).

(h) Other Axiomatic Foundation Considerations of AHP

Other considerations important within this methodology are; rank reversal/rank order,

preservation, and transitivity.
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Rank Reversal or Rank Order Preservation

Further to the axiomatic foundations discussed previously, the aspect of rank reversal,
is of crucial consideration. The AHP hierarchy structure, as mentioned previously,
requires that higher tiers are independent of the lower tiers, such that decisions made
in later comparnisons have no effect on those of a higher level. When this dependency
occurs, it is known as rank reversal, and described as “...a system with feedback” by
Saaty (1986). This invalidates one of the previous axiomatic foundations required for
the AHP to work effectively. To eliminate this problem if it is deemed to exist, Saaty
(1995) introduced an ideal mode comparison which provides a reference point,
eliminating the rank reversal problem. This does not arise however if a traditional
dominance hierarchy is used, which can be verified by appropriate questioning of the

respondents.

Transitivity

This is determined via the “inconsistency” measurement. Consider three players, A,
B, and C. Under expected circumnstances, if for example in a game of chess, A were to
beat B decisively, and B were to beat C decisively, similar to consistency principles, it
would be expected that A would beat C decisively should they compete. This however
does not allow the consideration to tactical playing where C could have identified
weaknesses either in A's approach, or the conditions under which they are operating,
which could advantage C and disadvantage A possibly resulting in C beating A. The
indication of transitivity is via the “inconsistency index”, and levels above the 0.10
significance values warrant further investigation, although values below 020 are
considered acceptable (Saaty 1980). High inconsistency index levels do not

necessarily mean errors, they could indicate necessary tactical approaches required for
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the decision making processes to be adopted effectively. For selection of suitable

cases howevcr, inconsistency values below 0.20 are therefore considered acceptable.

6.4.4 AHP : Application, Model Development and Structure.

The general process of the AHP, consists of four main stages,

Building the multicriterion decision model (or MCDM).
Making judgements.

Computing algorithms.

Interpreting the data.

W b=

The structure and elcments of the AHP marketing model were initially developed
from the literature review. This established firstly the levels of the hierarchy of the
model, and secondly the elements which were contained within each level. The model
design suggested that nine elements in any grouping is thc maximum possible due to a
limit of decision making cognisance. This model provides two levcls of analysis.
Firstly each of the major headings are considered against each other, providing initial
comparisons and relative priorities. Secondly, each of the three groupings components
will be cempared against each other, and combined with the relative priorities of the

priar level will give relative priorities for each of the 27 components.

The AHP methodology, in producing a derived ratio scale cnables a factor analytic
approach to be adopted of the responses. This would determine whether or not there
was an underlying trend with regard to the perception of the responses gained across

the sample and provide a useful validity check.
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6.5 Stage 2: Case Study Analysis Of Selected Local Authorities.

The AHP approach could not however determine the dimensional constructs of
market orientation, nor of service quality. To evaluate these constructs requires a

different and rigorous approach based upon works recently developed in this area.

Further to this, although a number of generic articles have been written concerning the
subject of marketing and the public sector, (Kotler and Levy 1969; Mokwa 1981;
Crompton and Lamb 1986; Kotler and Roberto 1989; Kotler and Andreason 1991;
Loveday 1991; Coilins and Glyptis 1992; Smith and Saker 1992; Graham 1994;
Kester and Barns 1994; Walsh 1994; Doherty et al. 1996, 1998) this industry area has
not received much attention in the academic literature with regard to the subject of
market orientation. This is despite marketing as a working concept being generically
accepted in this service area, and its application is no longer in question. A number of
studies having been conducted regarding the marketing efficacy of leisure centres
(Yorke 1984; Cowell 1979; Collins and Glyptis 1992; Dibb 1995; Doherty et al. 1996,

1998).

6.5.1 Quantitative Phase of Stage 2 of the Study.

Two measurement instruments were wsed for this part of stage 2 of the study, and
were designed to capture two dimensional constructs, that of market orientation and
service quality. These, and the respondents chosen to complete these surveys arc

considered next.

(a) Market Orientation Measurement Instrument

The MARKOR scale of Kohli and Jaworski (1990, 1993) has been developed using a

number of techniques including factor analysis to determine validity. Further to this,
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Kohli et al. (1993) developed a measurement scale built nupon the work of Kohli and
Jaworski (1990, 1993) by undcrgoing a process of generation and purification of scale
items. This process included literature review, field work, anonymous review, and a
variety of statistical tests including factor analysis. Also included were the tests of Chi
square, Joreskog and Sorbom’s gooduess of fit index (GFl), the rescaled non-
ccentrality parameter (NCP), the Tucker-Lewis index (TLI), the admissibility of the
model solution, the number of significant residuals (NSR), and their distribution
across the elements of the residual covariance matrix and in the Q-plot. The purpose
of these latter tests was to establish the convergent validity of the marketing
orientation scale, in that If a construct or trait exists it should be measurable by a
number of methods. This then eliminates the event that the construct or trait being
measured is nothing more than an artefact of the measurement method (Churchill
1995: p538). This study by Kohli et al. (1993) was one of the most thorough in terms
of scale development evaluation, and they (Kohli et al. 1993) were somewhat critical
of other market orientation studies in that only a very few, of which the Narver and
Slater (1990) was not included, undertook any form of validity tests using factor

analysis and other statistical methods.

Commenting further that a number of studies had concentrated upon antecedents and
consequences of market oricntation. The Narver and Slater (1990) construct has not
been subject to such scale development validation. In addition to this, it has been
subject to criticism (Sigaw and Diamantopoulos, 1994). 1t has also not been as widely
applied as is the MARKOR construct (Diamantopoulos and Hart 1993; Pitt el al.

1996, Selnes et al. 1996; Balbanis et al. 1997). The MARKOR (Kohli et al. 1993)
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measurement instrument was therefore considered to be more appropriate for the

purposes of this study.

(b) Service Quality Measurement Instrument

Govermment provision identified as “public sector” is however often described as
“difficult to measure” (Zink 1990), especially becanse of the intangible nature of
service quality (Scott and Shief 1993). In comparison to the extensive research work
using the SERVQUAL model in the commercial sector, not for profit examples arc
also, in relative terms of numbers of studies, low. The one exception is the study by
Williams {1998) who applied SERVQUAL across a range of leisure services. In this
instance leisure was considered in its widest sense and included an amusement park,
art gallery, museum, theatre, golf course and leisure centre. In this study SERVQUAL
was found not to be an effective measure. Difficulties were found with administration
of the instrument and “expectation™ issues of a public sector organisation in that
customers could not “expect” an excellent service from a public sector organisation
(Williams 1998). Other not for profit studies include Chaston (1994) who describes its
use in the National Health Service, Donnelly et al. (1995) reviewed the potential of
the model to measure service quality in the public sector and Cuthbert (1996a, 1996b)

applied the instrument to an higher education institution.

Very little empirical work therefore has been conducted in the public sector sport and
recreation services conceming service quality using SERVQUAL, and none using
SERVPERF, and neither il"l conjunction with market orientation studies. This lack of
empirical work using the SERVQUAL model in the sport and recreation industry 1s

despitc the extensive research and debate being conducted in similar commercial
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industry areas, some of which could be considered to be closely related (Saleh and
Ryan 1991, 1992; Akan 1995; Gabbie and O'Neill 1997; Johns and Tyas 1996;

Taylor et al. 1993).

There have been no studies however which have used the SERVPERF mode! in the
public sector sport and recreation industry in the UK nor market orientation using any
of the contemporary studies of this subject. Censequently, the SERVPERF (Cronin
and Taylor 1992) model was adopted for this stage of the study as a means of

measuring the service quality constructs.

{c) Questionnaire Surveys: The Employees Viewpoint

The difficulty of measuring expectations from the customers’ viewpoint has already
been extensively noted in the literature review. Indeed the majority of market
orientation studies for example have sourced their data from management, attempting
to use financial performance data to correlate the discovered dimensional constructs.
Service quality studies nsing the SERVQUAL measure (Parasuraman et al. 1985,
1988} and subsequent studies have concentrated on attempting to consolidate the

customers view.

Within service industries however, under appropriate circumstances, front line staff
and their customers can establish strong relationships with related behaviour scripts.
When service encountcrs have such strong scripts, the employee and customer are
likely to share expectations (Bitner and Booms 1994). Role and script theory,

combined with the routine nature of many of the service encounters, suggests that
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customers and employees are likely to share a common perspective on service

experiences (Shrank and Abelson 1977).

This ideatifies staff as a useful source with regard to performance evaluation.
Employees have been identified as good sources of information on customer attitudes
{(Schneider 1980; Schneider and Bowen 1985). Limitations however apply in that
routine service encounters where repeat experiences occur on a regular basis produce
better results (Bitncr and Booms 1994; Bowen and Lawler 111 1995). Therefore, since
many customers of sport and recreation centres attend once or more a week, (in
excess of 80%), (Knight, Cavanagh and Page 1997), the employees of sports and

recrcation centres offer a potentially good source of information.

Studies normally select respondents via sampling methodologics to establish some
form of representative group of the population in question (Churchill 1999). The
quantitative element of this study however, sent questionnaires to all staff of the
departments, This climinated the need to develop complex criteria and sampling

methodology issucs.

6.5.2 Qualitative Phase of Stage 2 of the Study.
The purpose of this part of stage 2 of the study is to provide a mechanism whereby the

quantitative studies for cach of the selected local authorities can be triangulated with
particular reference to convergent validity. This is a means whereby measurements

from two differing approaches can be used to evaluate the same construct. For this to
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be effective therefore, adequate reliability and validity standards need to be

established.

The means by which the qualitative elements can achieve such good validity and
rcliability standards is to a large extent via the data collection methods. Yin (1994:

p80) identifies a number of data sources which can be used in a triangulating fashion

and are:

Documentation: lctters, memoranda and other communiques

Agendas, announcements, minutes of mectings, and other written
reports of events.

Admintstrative documents, proposals, progress reports and other
intérmal documents.

Formal documents or evaluations of the same “site” under study
Newspaper clippings and other articles appearing in the mass media.
Archival Records: service records, organisational records:- charts, budgets

Maps and Charts:- geographical characteristics

Lists: names. commodities etc.

Interviews: unstructured, semi-structured and structured.
Direct Observation: ranging from casual to structured.
Participant Observation: active involvement.

Physical Artefacts; physical evidence.

These eight sources of evidence provide a number of possible approaches to case
study research. An overriding principle however is the need for multiple sources of
evidence to satisfy validity and rcliability criteria. It is therefore possible to have a
focus of one particular source of evidence, but must be supported by other sources of
evidence to enable trianguiation and verification of fact (Yin 1994). Local authorities
are rich in documentation as wcll as the availability of staff. This study will therefore

us€ as multiple sources of evidence; documentation, archival records, and interviews.

130



{a) Documentation,

The list of items that is suggested by Yin (1994: p80) as available to be reviewed
under this heading is given abovc. Documentation of staff and relation meetings,
(minutes, agenda, etc.) will be reviewed of each local authority. The effect of the
Public Access to Information Acts curmrently will enable review of documents which
would otherwise be deemed “sensitive”. It is the researchers experience however that
once a rapport is established and confidentiality of the study is ¢mphasised, access
will be granted to any documents that require review. Documents such as reports,

minutes of meetings etc. will be very useful in triangulating other sources of data.

(b) Archival Records

Althongh this type of record may vary from case study to case study, as would
therefore their relevance to the study in question (Yin 1994: p83), archival records
available in this study are likely to form an important source of data. Much of the
work in recent years has been documented for the purposes of compulsory
competitive tendering, and documents have bcen produced which carefully specify
activity and resources of sport and recreation facilities (Day et al. 1998). Documents
available are therefore likely to be: (a) compulsory competitive tendering
documentation, (b) external verification documentation (e.g. iso 9002 standards and
processes), and (c) other internal planning and strategy documentation (e.g. marketing
planning documents and service quality standards statements). These docnments will

also form an important aspect in triangulation with other data sources.

{(c) Interviews

It has been established earlier in this chapter that the use of a mixed methods

approach may enhance research findings. The use of the interview can allow more in
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depth data to emerge (Yin 1994). With regard to triangulation, interviews are seen as
an important source of data for the purposes of validity of the dimensional constructs

of market orientation and service quality for this study.

Advantages of the Interview Method

There is a large range of techniques available under the heading of “qualitative
research”. The intcrview method was chosen as appropriate within this study for a

number of reasons given as follows:

1. The increased response rate of interviews (Oppenheim 1992) in comparison to
open ended surveys makes the former method better for targeting (Yin 1994).
The increased confidence concerning response rates allows the researcher to
choose a purposive sample. The managers sclected for interview are more
likely to accept to participate within the study, which was found to be the case
with 100% of managers participating in the study.

2. Via an interview, the researcher can introduce himself, and the respondent to
the subject establish rapport and trust particularly for situations that may be
considered confidential or sensitive. In this research project, the previous era
of compulsory competitive tendering and the political naturc of the
environment made this aspect of interviewing technique particularly
important.

3. The interview can be more insightful than other methods, and “provides
perceived causal inferences” (Yin 1994: p80) from the respondent’s rather
than the researcher’s viewpoint. Intervicws can therefore allow the emergence

of important themes that may not emerge from a more structured format
(Oppenheim 1992).

4. Interviews may also allow the researcher to develop a sense of time and
history rather than providing a series of static responses which may be the
outcome of a survey. They may therefore allow the researcher to put responses
or results of a guantitative survey into context rather than providing a snapshot
picture (Moser and Kalton 1971; Seidman 1991; Yin 1994).

In conjunction therefore with the other methods adopted in this study, the interview

method has a large number of strengths which can therefore enhance the rigour of this

study.
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Disadvantages of the Interview Method

As with all research methods, the interview has a number of potential weaknesses
that firstly need to be identified, and secondly need to be addressed during the

interview phase. These are identified as follows:

1. Interviews are more time consuming than qucstionnaire surveys, particularly if
the researcher has to travel to interview respondents.

2. Interviewers may add bias as a result of verbal and non-verbal rcactions, and
an inappropriate choice of probes.

Inappropriate cading of interview may result in biased results.

4. The quality of the data is dependant upon the interviewee, who are themselves
subject to problems of recall, misperception and incorrect knowledge (Yin
1994),

Therefore, as with all research methods, the strengths need to be appropriately
consolidated and the weaknesses climinated as far as is possible. Thercfore, the use of
appropriate questions, minimal body language, and validation of the coding after the
cvent to minimise this possible bias are necessary. In terms of reliability of
interviewees, this can only be done on an individual basis by the interviewer, but the
selection of key managerial staff should present suitable candidates with appropriate

knowledge and ability to express their views with regard to this research study.

(d) Reliability and Validity of the Interview Method

The reliability of the interview method rests upon the effectivencss of the
transcription of the interviews. To enable the best possible level of reliability, with the
respondents permission, the interviews should be tape recorded and transcribed so that

they can be analysed in detail afterwards (Oppenheim 1992).
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Validity however is more difficult to establish, particularly as the transcriptions atre

used as a tool for interpreting the interview rather than as an analysis in themselves

(Kvale 1996). A number of issues need to established therefore to enable good

validity within interviews, these are as follows:

Has the question been interpreted cormrectly? The issues of market orientation
and service quality may have differing meanings dependent upon the
respondents experience and qualifications. The responses however, compared
against established literature and consensus will highlight if the gquestion has
been misunderstood or if the respondents understanding of the subject is
different.

{s the respondent able to verbalise his or her thoughts adequately? The
purposive sample of chief officers and managers of local authorities are adept
at reporting issues on a wide range of issues.

Is the respondents’ view time sensitive, i.e. does it apply to that point in time
only or does it apply to a longer time frame. One of the strengths of the
interview method is the ability to identify this particular aspect via the
responses of the interviewee.

In addition to these, Dean and Whyte (1978) identified four major factors that the

interviewer needs to take into account before an interview, these were:

2.

Does the respondent have any motives that may influence his responses? This
aspect is potentially overcome by emphasising the “confidential” nature of the
interview.,

The presence of bars to spontaneity, where the respondent does not mention
matters that may present them in a negative light. The emphasis of the above
technique of “confidentiality” should be an adequate mechanism to overcome
this concem.

Will the respondent attempt to “say what the interviewer wants to hear”. The
subject matter of the interview tends to be technical in its content, and other
sources of data are to be used in an atiempt to triangulate interviewer data.

Are there any idiosyncratic features that may affect a response? Much of the
content of the interview questions will be discussed in terms of policies and
procedures of the local authority, which will enable the researcher to gauge
either the short ar long term effect of the issue in question.

Therefore, emphasising the aspects of confidentiality and to structure the interview

will enhance the validity of an interview (Dean and Whyte 1978). This is important
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because it is inappropriate for a researcher to assume that responses and behaviour are
related. This approach will allow a better, more reasoned evaluation as to what 15 a

valid response and what is not.

(e) Themes within an Interview

The interviews were initiated with a discussion intended to put the respondent at ease.
This was normally about the current local situation about the weather, which was
either raining, cloudy or sunny, or some combination of the three. Permission was
sought from all respondents with regard to tape recording of the interviews, which in
all cases was grantcd with an attitude as a “matter of course”. Emphasis was given

with regard to confidentiality which was considered important by all respondents.

Once the respondent was at ease, and the tape recording equipment was set up, the

interview was begun. Two major themes were predetermined and included, these

were!:

= Market orientation

¢ Service Quality

These themes were covered using an interview schedule listed on table 13. The nature
of the respondents and the type of questions allowed other issues and themes to
emerge. The interviews took between forty five minutes and one and a half hours to
complete. In all cases there were no other individuals present other than the

interviewees and the researcher.

6.5.3 Quantitative Phase of Stage 2: Analytical Approach

The modificd questionnaires of the market orientation and service quality (modified

MARKOR and SERVPERF described later in this thesis), provide data upen which
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three analytical technigues can be used for the purposes of this study. These are
Cronbach Alpha tests, factor analysis, and multivariate analysis of variance {Scheffe’s

test).

(a) Cronbach Alpha Tests on Resultant Dimensional Grouping.

Reliability, as stated previously refers to patterns of high intcr-correlations among the
elements in a scale which indicates that they constitute a coherent whole in measuring
a concept. An important measure of reliability is the Cronbach Alpha test, in this
study across market orientation and service quality anticipated dimensions. This
internal consistency reliability test determines the coefficients of all possible split
halves of the observations under study. This method has been used more extensively
in recent years for market orientation (Caruana et al. 1999; Deng and Dart 1994;
Deshpande et al. 1993; Kohli and Jaworski 1990; Kohli et al. 1993; Narver and Slater
1990) and for services marketing {(Babakus and Boller 1992; Babakus and Mangold
1992; Bowers et al. 1994; Carman 1990; Cronin and Taylor 1992; Finn and Lamb
1991; Headley and Miller 1993; Lytle and Mokwa 1992; McAlexandcr et al. 1994,
O’Connor et al. 1994; Taylor and Cronin 1994). 1ts value ranges from 0 to 1. Values
of less than 0.6 are normally considered unsatisfactory (Nunnally 1978) which all of
the above studics achieves, except Finn and Lamb (1991) on this measurement

criteria.

In this study an iterative method was adopted to eliminating elements from each
dimensional grouping of elements for each the market orientation and service quality
constructs. The criteria for the elements removal was determined if the overall

Cronbach alpha scores of the selected dimensional component conld be raised by the
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elimination of that individual element. This method has been identified as an
appropriate method for this type of study for improving the reliability of the group of
responses (Farrell and Oczkowski 1998). For the market orientation questions, three
dimensions were anticipated. For each of the three dimensions, elements were
removed to produce the maximum score above the minimum Cronbach alpha score

for the group. For the service quality questions, the same procedure was adopted.

(b) Principal Component Analysis

This technique was first devised by Spearman in 1904 as factor analysis, and is now
one of a generic name given to a class of multivariate statistical methods whose
primary purpose is to define the underlying structure in a data matrix (Hair et al.
1998). Therc are many variants of this process, but this one of the most commonly

used, which produees real factors rather than theoretical ones (Kline 1994).

The purpose of this analytical technique is to determine whether underlying traits or
groupings exist for the constructs of market orientation and service quality. Other
studies havc already determined that dimensional components exist for these
constructs in other industries, but this study seeks to attempt to find if they exist for
sport and recreation studies. Both instruments of market orientation and service
quality in previous studies have used factor analysis which has been shown to be

appropriate as a data reduction technique.

In this study principal cotnponents analysis was used to determine the underlying
constructs, if they existed within the data set after reduction of elements via the

iterative removal using the Cronbach alpha tests. Factor solutions were only retained
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if they possessed an eigenvalue greater than ! (Nunnally 1978; Kaiser 1958). Within
each of the principal components analysis, the Varimax rotation method was adopted.
This was consistent with both the market arientation and service quality studies in this

area, discussed previously in this thesis.

(c) Multivariate Analysis of Variance

This technique is the multivariate extension of the univariate techniques for assessing
the differences between group means (Hair et al. 1998). Univariate tests such as t-tests
are not appropriate for such multiple tests becanse of the increased risk of finding
correlations due to error. In this study, the dimensional constructs that were created
from the factor analysis were tested against each local authority to determine if any
significant differences could be found. Where this has occurred it has been stated in
the analysis. For the purposes of comparisan however, the mean of each lacal
authority has been used for cach of the dimensional constructs identified using the

Scheffe’s test of comparison (Hair et al. 1998) against the direct measurements of

income.

(d) Validity Measures for the MARKOR and SERVPERF

constructs

Validity evaluates the degree to which a number of different methods of measurement
agree on a particular construct. Headings under this criteria include: construct
validity, discniminant validity, face wvalidity, concurrent validity and convergent
validity. The construct validity measure relates to the extent that a scale measures
what it is purported to .measure. In this study, the use of factor analysis, the
interviews, and review of documentation provide sufficient construct validity

measurements for bath MARKOR and SERVPERF measurement instruments. The
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discriminant validity measure refers to the extent that a measure is novel, and does not
simply reflect the measure of another variable. Again, the results of the two
instruments of MARKOR and SERVPERF after being subject to factor analysis and
multiple analysis of variance significance tests, combined with the interview data and
document review provides a suitabie discriminant validity check. The face validity
test is a subjective criterion and is a reflection of the extent to which the scale items
are meaningful and appear to represent the construct being measured. Questionnaires
were pilot tested to establish that the wording was appropriate for the industry under
study. Other face validity tests were conducted with regard to the ability of the
respondents to answer the questions within the quantitative research instrument. For
each question, an additional code was added labelled “don’t know”, which allowed
respondents an option should they not be able to answer that item. This was added

since all staff were to be asked to complete the questionnaire.

The concurrent validity test refers to the extent in which the scale items being tested
are associated as hypothesised with conceptually related measures (Peter et al. 1993)
Initially this was established with regard to the study by Cronin and Taylor (1992,
1994), and indirectly by other studies using the SERVQUAL model (Babakus and
Boller 1992, Carman 1990; Teas 1993). The factor analysis results of this study are

detailed and discussed later in this thesis.

6.5.4 Qualitative Phase of Stage 2: Analytical Approach

The themes which have been identified from the interviews have been dimensionally

gronped according to the major constructs of market orientation and service quality.
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The nature however of this nch data source also provides other dimensions which
impinge upon the study. Where appropriate these have been correlated with the

quantitative elements of this study.

6.5.5 Reflections on the Data Sources

Although the best attempts at rigour can be applied to any research programme, the
strengths and weaknesses of the approach need to be evaluated to determine whether
any bias could have been inadvcriently introduced dunng the process. The items
considered under this heading are thcrefore the AHP questionnaires, the market

orientation/service quality questionnaires, the interviews, and the other sources of

evidence vicwed at each of the local anthorities.

6.6 Summary

This chapter has described the qualitative and quantitative research design and
methodology adopted for this study. The initial difficulty is to identify cases which
show marketing as important against a background of authorities where rescarch has
indicated that this activity is important, but that not all local authorities have adopted
this. Importance as a measure is only usefu! provided it can be shown to be intemally
reliable. Although there are a number of means to identify this, the Analytic
Hierarchy Process would appear to be a pragmatically useful means to achieve this

and satisfy the reliability criteria.

Although markct onentation and service quality as defined by Kohli and Jaworski
(1990) and Cronin and Taylor (1992, 1994) respectively, have been measured in other
industrics, both of the measurement instruments have not been applied specifically to

this sector. In addition to this there are perhaps other impacting dimensions which
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apply which lie outside of the very constrained limits that these quantitative

measurement methods provide.

For this reascn a qualitative stage will also be introduced to allow triangulation
against the quantitative data to provide: firstly, a form of measurement validity and,
secondly, to use qualitative analytical techniques to determine if significant emergent
issues arise outside of the defined construets of market orientation and service quality.

Next are the details and evaluation of the research methods adopted for this study.
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Chapter7 RESEARCH METHODS

7.1  Introduction

This Chapter discusses the research methods adopted in this study as identified in
chapter 6, and the various stages of this study. Prescnted are the measurement
instruments that are used and also the methods of analysis adopted. It begins by
outlining the use of the Analytic Hierarchy Process model that was used to identify
the four cases, its structure and underlying foundations. The development of the
quantitative and qualitative stages are then discussed, incorporating the validity and

reliability issues of the research approach.

7.2 Stage 1: The AHP Multicriterion Model

The AHP questionnaire model was developed from the literature review. This was
piloted via two Chief Officers of loeal authonty sport and recreation organisations,

and was redesigned in terms of layout and some wording of the questions.

In the United Kingdom, there are 534 local authorities providing sport and recreation
in the form of built facilities. 1t was determined that four cases would be selected as a
suitable number to evaluate as part of this research programme. It could not be
determined however by any form of quantitative measurement of the number of

responses that would fall within the acceptable range of inconsistency measurement

of 0.2 (i.e. 0.2 or less).

This value of inconsistency may not suggest that a local authority is good or not at

employing the principles of marketing and other related criteria, merely that decisions
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in terms of conflict of the various elements chosen in the model were not in excessive
conflict. The means by which the AHP inconsistency measure is obtained and
calculated i.e. comparison of all elements in a dual approach, also provides an
internally reliable measurement. This therefore provides that each individual response
is reliable and usable responses can be used for comparative purposes against each

other with regard to the AHP model which has been developed for this study.

The priorities that arise as a result of the AHP’s model’s calculations of each of the
elements selected, by the respondents give the value of where they place the elements
of marketing and service quality. It is therefore the combination of the inconsistency
measurement and the highest priority of marketing and service quality where possible

that gives a suitable cases that can be selected.

7.2.1 Model Structure

The model therefore essentially breaks down into three levels, of which two are

evaluative.

The first level is that of the overall Effectiveness of Marketing Goal. The second level
ts composed of three major groupings of strategic marketing, strategic marketing
planning and marketing management. The third level comprises the nine appropriate

elements under each relative heading.
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Effective Marketing

Strategic
Marketing

Strategie Marketing
Planning

Marketing Management

SMI! Plannisg Method of The Dept
For Strategy Formation.

SM2 Planning Against Future
Uncertainty

SM3 Proactive Planning of Sports
Programmes,

SM4 Pressures Resuiting In The
Reactive Planning of Sports
Programmes.

SM5 Decision Making Efficiency of
Dircetorate Via Council
Committees,

SM6 Analytical Tools Used: Ansoff
Matrix

SM7 Objectives Set By Leisure
Diretiorate

SMS8 Couneil Members Political Ethos

SM9 Syncrgy Between Councit
Depariments

SMPL Synergy Between Management
Levels

SMP2 Staff Marketing Planning
Skill¥’Knowledge

SMP3 Marketing Orientation of
Directorate.

SMP4 Specific Geal Measurement

SMPS Matchipg of Organisation’s
Strengths and Opportunitics

SMPé Effective identification of
organisations Weaknesses and
Threats

SMP7 Marketing Research
SMPE Marketing Information

SMPY Allocation of Resourges To
Maich ldentificd Market
Opportunities

MM1 Range of Product/Service
provision

MM2 Price of Products/Services

MM3 Promotion of Products and
Services

MM4 Location of Built Facilities

MM3 Quality of Product/Service
Provision

MM6 Customer Experience
MM7 Competitor Praducts/Services

MMB8 Clanty of Target Segmentation 1o
[dentified Products and Services

MM9 Flexibility of Staff to Respond w0
Changing Consumer Needs

Table 6 Diagrammatic representation of the AHP model for “Effective Marketing™.

7.2.2 AHP Model Structure for Sport and Recreation Providers

This primary goal of “overall marketing effectiveness” was determined in the

literature review as being a common requirement within many organisations.

Contemporary literature also divided marketing techniques into three major divisions,

strategic marketing, strategic marketing planning and marketing management (Jain

1993}). The last of these three was perhaps the first to evolve clearly as a grouping of

144




techniques (Kotler et al. 1996; Baker 1996), the prior two developing later. The
elements drawn from the literature for the questionnaire, with a brief justification are
given. The literature review provides for the model to be initially divided into three
main sections, strategic marketing, strategic marketing planning and marketing
management. Collective wisdom suggests that academics in general do not seem to be
able to agree on generic headings such as these. Therefore although these groupings
were not conclusive, the literature did provide some commonality, and specific
elements under each. These are therefore listed in the following sections under the

major headings of Strategic Marketing, Strategic Marketing Planning and Marketing

Management.
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Elements of Description

Strategic

Marketing

SM1 This refers 1o the effect of the system of planning of the department to develop the

Planning Method of
The Dcpariment For
Strategy Formation,

appropriate strategy to effectively provide products and services of the department.
Imitially this was divided into a number of related elements concerning planning, bur
due to the cognisance limit of rune elements, they wers combined under this one title.
Support for this element is drawn from McDonald (1996}, and Ansoff {1994).

SMz2
Planning Against
Future Uncertainty

This activity is intended 6 overcome future problerns due to uncertainty and is drawn
trom the work of Hussey (1979)

SM3 This method, as an bead office activity, creates change rather than waits to react.
Proactive Planning | Brooksbank (1991), Hooley and Jobber {1986), Ansoff (1977}, Saunders and Wong
of Sports (1985), Karger and Matik (1975) and Baker et al. (1986).

Progrommes.

SM4 As an head office activity, respandents react rather than make changes, Its occurrence

Pressures Resulting
In The Reactive
Planning of Sperts
Programmes.

oftendepends upon the number of customers (Kotler et al. 1997) or the nature of the
decision making of rmanagement due to the conditions in which the organisation finds
itself. (Dibb et al. 1994). The conditions under which the public sector management
operates often have limited resources. Management may therefore be forced to choose
between this reactive and a proactive planning style.

SMS5

Decision Making
Efficiency of
Directorate Via
Council Committees.

This refers to the perceived efficiency in the decision making for the department via
tbe various Council Committees. This component is drawn {rom Jain (1994) and is
based on the premise that strategic marketing decisions require inputs from the three
corporate aspects, corponate culture, corporate publics and corporate resources.
Peanie and Notley (1989) view of “departmental interfaces™ affecting communications
and efficiency, and Ames (1968) finding, supported by Wind (1981), of the need for
co-operation between departments, all combined, result in a perceived “efficiency” of
the decision making of the organisation.

SMé
Analytical Tools
Used: Ansoff Matrix

This, one of the earliest strategte tools to be developed (1969) is quoted extensively in
the literature. A basic tool which rmy or may not be used by public sector sport and
recreaticn providers.

SM7
Objectives Set By
Leisure Directorate

These are the operational objectives of the deparument determined by head office.
Brockshark (1991} cites objective setting as important in successful organisations, as
do leading authors on marketing related subjects {for example Kotler et al. 1997, Dibb
et al. 1994, McCarthy and Perreault 1993, Wilson et al. 1992).

SM$
Council Members
Palitical Ethos

The culrural effect of the decision-makers on the organisation can positively assist, or
be detrimental 1o the organisation. The nature of public sector, the political
complexion of the council, will have an effect on the delivery of the services. A high
rating of this element is unlikely to be beneficial to the effective delivery of services
due to the complexity of the democmtic process, and the operational needs of
commercial organisation. The nature of public sector warrants this component 1o be
separately dentified, McDonald (1996) identifies cultural and political factors that are
significant bariers to strategic marketing and strategic marketing planning. Kotler eval.
{1996) implies the importance of top management with regard to successful service
providing companies.

SM9
Synergy Between
Council Departments

Thus refers to the other depariments of the Council, and whether they “get on™ with
this department. The nature of local government, although the sport and recreation
providers operate on a commercial basis, such activity requires financial support. This
therefore places this type of operation in a competitive situation with regard 1o
resources. Peartie and Notley (1989} identified interface problems, and Jain (1993)
specified synergy between different components of an organisation. Thus, due to the
nature of local government, (chapter 3), this concept is divided into two areas, that
outside of, and that within the department. The larter is itemised under strategic
marketing planning.

Table 7 Elements of Strategic Marketing

146



http://ofr.cn

Elements of Strategic
Marketing Planning

Description

SMP1
Synergy Between
Management Levels

This refers to the “do the managers between each level get on with each other”
factor. McDonald (1996) specifies difficulties of large organisations to
consolidate inputs to a global marketing plan, whilst Zikmund and D"Amico
(1996} discuss the strategic marketing process which involves a “comprehensive
framework” which leads to involvement of all relevant aspects of an organisation.

SMP2
Staff Marketing Planning
Skitls/Knowledge

This refers to the ability of staff to have the available skill and knowledge of
marketing planning techniques to the advantage of the department. McDonald
(1985, 1989, 1993, and 1996 ), identifies this as one of a number of items
significant to the development of marketing planning related processes.

SMP3
Marketing Orentation of
Directorate.

This is the perception of the respondents’ view with regard to marketing
atientation of the head office in terms of their approach to the operations of the
department

SMP4
Specific Goal
Measurcment

This refers to the clanty of the products and services provided, and how their use
is measuted. McDonald (1989, 1993, and 1996 ) cites this as part of the marketing
planning process, as does Zikmuod and D’Amico (1996) . This is also implied by
Dibb and Simkin (1993 and Day (1984), as an important strategic marketing
planning component.

SMP5

Matching of
Organisation’s Strengths
and Opportunities

To gain and maintain the best advantage, the matching of orpanisaticnal
strengths against the available opportunites. This is identified by McDonald
(1989, 1993, and 1996 )}, Hooley and Lynch (1985), and is discussed by a
significant number of authars. It is included, despite the critcisms, (Hill and
Westbrook 1997), due to its extensive awareness. [t is separated however into
w0 components, strengths/ opportunities and weaknesses/ threats. The AHP
model allows the priority of each 1o be evaluated, and consequently an implied
measure is possible.

SMP6
Effective identification
of organisations

Avoiding the pifalls of weaknesses of the organisation and the outside threats
which might cause detriment or prevent product/service operation or take up.
Please sce the previous paragraph for support of this component of the model.

Weaknesses and Threars

SMP7 The use of marketing research focuses the organisation towards its intended

Marketing Research customer targets. McDonald’s work (1989, 1993, and 1996) specifically identifies
this as an Important strategic marketing planning stage. It is also implied by Dibb
and Simkin (1993), as impgrtant,

SMP§ Information about customers is essentiat for a marketing orientation. This type o

Marketing Information | information comes from computerised ricket sales systems and gives valuable
indications of customer usage trends. McDonald (1996) cites this alongside
marketing research as an important contemporary component in the strategic
marketing process.

SMP9 As well as finance, the deployment of staff and all other items that would be

Allocation of Resources | considered “resources”.

To Match Idenufied

Market Opportunities.

Table 8 Elcments of Strategic Marketing Planning
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Elements of Marketing
Management

Description

MM!1 Raoge of Product/Service
provision

This 1s the individual product or service that the customer buys. e.g,
swim, squash. Begun by Borden (1964), and further refined by
McCarthy (1978) this concepr aloog with the other controllables is
extensively described in the literature.

MM2 Poce of Products/Services

This is the actual pce of the individual product or service purchased.
It does not include the moneys paid by individuals in rates. For
source, please see MMI1.

MM3 Promotion of Products and
Services

This includes the advertising, leafleting and all other methods of
communication of the products and services provided. For source,
please see MMI1.

MM4 Location of Built Facilittes

This refers 1o the geographical situation of the built facilities in
relation to the intended target groups for whom the products and
services are provided. For source, please see MM]1.

MM5 Quality of Product/Service

Provision

This refers to the quality of products and services, and the facilities in
which they are provided. Piercy (1995) aod Parasuraman et al.
(1993)view this as an important aspect in the process of marketing.

MM6 Customer Experience

This is an ndirect measure of the emphasis the organisation and its
staff places upon customers, for example in dealing with customer
complaints, ldentified by a significant number of authors, this
component is dealt with under chapter 1, page 9 onwards and is
refined in this model by aspects of service marketing provisioo
considered by Parasuraman et al. (1993).

MM? Competitor

Products/Services

This reters to the provision of products and services, and the level of
consideration given to competitors that may take customers away.
ldentified by a number of authors when using generic analysis tools
such as SWOT, Kotler et al. (1996: p52) for example cites this s one
of the methods that companies use to monitor performance,
particularly services.

MM8 Clarity of Target
Segmentation to Identified Products
and Services

Thas refers to how the department defines 1ts customers in terms of
identifiable characteristics e.g. age, employmens. This concept, sow
well embedded within marketing theory is discussed by a cousiderable
oumnber of authors, (for example Kotler eral. 1997, Dibb et al. 1994,
McCarthy and Perreault 1993, Wilson et al. 1992, Saunders and Wong
1985).

MM Flexibility of Statf ro
Respond to Changing Consumer
Needs

Thus refers to the abiliry of the department to reorganise its resources
to adapt to changes required by changes in consumer demands.
Considered important under services marketing criteria (Brooksbank
199() and Barnes et al (1994) with regard to beneficial changes that
were occurring within public sector management

Table 9 Elements of Marketing Management

7.2.3 Sample Selection for Stage 1.

This study is based upon multiple objectives, and is not seeking, in this stage a single

value or measurement. In addition to this, a variety of statistical parameters of the UK

public sector sport and recreation providers are unknown, which are required under
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normal circumstances to determine an adcquate sample size. These include the
population variance and standard error. No previous studies have been conducted
either which could indicate a suitable value. Any statistical calculation would have
therefore been influenced by estimated values for the necessary parameters needed to

generate a sample size value.

Each returned reply to the AHP questionnaire however produces the internally
reliable inconsistency index value (Saaty 1995). As the purpose of this stage was to
identify four suitable cases, and each retun could be determined as reliable or not

based upon the inconsistency index value.

Previously determined in the literafure review, the presence of marketing as an
activity was not uniform across all local authorities (Cousins 1990; Collins and
Glyptis 1992; Booth 1993; Graham 1994; Kester and Barns 1994; Walsh 1994; Dibb
1995; Doherty, Saker and Smith 1996, 1998; Day et al. 1998; Rees 1998; Wakefield
and Bush 1998; Novatorov and Crompton 2001). Thercfore a random sample of 20%
was used of 534 local authority leisure and recreation departments in the UK (106).
The selection of the local authorities was via random number allocation. An estimate
of a 50% rcturn was expected. This is a higher response than usual for postal
questionnaires since all potential respondents prior to posting the questionnaires were
telcphoned. This provided a 10:1 ratio of thc numbers posted compared to the
required number of four ‘cases to be selected for further study. Shonld there be
insufficient suitable cases that fulfil the criteria for selection in this round, then a

further mailing of local authorities would have been conducted.
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Of the original 106 potential respondents, 46 replies were returned representing a
response rate of 58% of those agreeing to participate. This identified four cases from
the total responses received that placed marketing on the highest priority in
comparison to the other constructs being measured and had inconsistency values

within the given limits.

7.3 Stage 2a: Questionnaire Design (Quantitative Elements).

The quantitative aspect of this study was drawn {rom the market orientation studies
(Kohli and Jaworski 1990, 1993) and studies of service quality measurement via

SERVPERF (Cronin and Taylor 1992, 1994) described carlier in this thesis.

7.3.1 General Considerations of the Questionnaire Develepment

The design of the measurement instrument was modified to eliminate items which
could be problematic due to questionnaire design and thereby inducing respondent
error. The numcric choices in the original questionnaires were horizontally arranged.
This may encourage a respondent to reply “in columns”, and not provide accurate data
(Churchill 1999). The questionnaire was therefore designed so that the numenc
choices were vertically placed for each question. To eliminate excessive length in
terms of paper, a triple column format was adopted. Pilot studics indicated that this
layout was satisfactory and encouraged the respondent to read each question more

carefuily. The resultant questionnaire was five pages in length.

The questionnaire asked the respondent staff to give their evaluation in terms of
performance, particularly for the service elements of the questionnaire. Respondents
may have considered this as a “review of their personal behaviour” which could have

positively biased some responses. A “third party technique” was therefore adopted to
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“rcduce falsehoods™ (McDaniel and Gates 1996: p204;, Burms and Bush 1995) and
each respondent was instructed to consider their views of “others” of the centre and

not themselves.

7.3.2 Questionnaire Development: Market Orientation Construct

It is appropriate however to review some of the original model scale development
methods, as well as some of the appropnate integrated studies to determine the current
consensus with regard to scale development, and as a consequence the most

appropriate scale and mode! to be used for this study.

Despite the apparent support for the success of the market oricntation studies, not all
subsequent work which has attempted to replicate the earlier studies in differing
industry scenarios has been successful. The 21 item market orientation measure
developed by Narver and Slater (1990} was evaluated by Sigaw and Diamantopoulos
(1994) using confirmatory factor analysis. In this instance, the model’s fit across all of
the elements was not found to be satisfactory. Sigaw and Diamantopoulos (1994) also
noted that unlike the Kohli and Jaworski (1990) model, factor analysis had not been
used in the original scale devclopment. Exploratory factor analysis was further used to
consider the dimensionality of the model. Five factors were extracted, the first
accounted for some 31% of variance, which was more than the remaining four factors
together. Cross loading and other difficulties led Sigaw and Diamantopoulos (1994) to
conclude that: “...the veracity of the scale becomes questionable”. Kohli et al. (1993)
were also critical of the Narver and Slater (1990) model on the grounds of: (1) adopts
a focused view of markets by emphasising customers and competition as compared
with a view that focuses upon these two as stakeholders and additional factors that
drive customer needs and expectation e.g. technology, regulation. (2) does not tap the

151



speed with which market intelligence is generated and disseminated within an
organisation, and (3) includes a number of items that do not tap specific activities and

behaviours that represent a market orientation.

The Kohli and Jaworski (1990) research tool, supported by the reliability and validity
eonsiderations discussed in the previous chapter, was selected as the more appropriate
measurement instrument for the construct of market orientation. Further to this, the
Kohli et al. (1993) study resuited in a 20 item scale from the original 32 items. This is

known as the MARKOR scale shown on table 10,
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Intelligence Generation
. In this business unit, we meet with customers at east once a year 1o find out what products or
services they will necd in the future,
. *Individuals from our manufacturing department interact directly with customers to leam how
1o serve them better.
. In this business unit, we do a lot of in-house market rescarch.
. We are slow to detect changes in our customers’ product prefercnces. (R)
. We poll end users at lcast once a year to assess the quality of our products and services.
. *We often talk with or survey those who can influence our end users’ purchases (e.g. retailers,
distributors).*
7. *Wc collect industry information by informal means (e.g. lunch with industry fricnds, tatks
with trade partners).
8. *In our business unit, intclligence on our competitors is gencrated independently by several
departments.
9. We are slow to detect fundamental shifts in our industry (e.g., competition, technology,
regulation). (R)*
10, We periodically review the likely effect of changes in our business environment {e.g.,
regulation} on customers.*
Intelligence Dissemination
. *A lot of informal “hall talk™ in this business unit concems our competitors’ tactics or
straregies.*
2. We have interdepartmental meetings at least once a quarter to discuss market trends and
devclopments.*
3. Marketing personnel in our business unit spend time discussing customers” future needs with
other functional departments.
4. *Qur business unit periodically circulates docurnents (¢.g., reports, news-letiers) that provide
informarion on out customers. *
5. When sormething important happens to 2 major customer of the market, the whole business unit
knows about it within a short period.*
6. Data on customer satisfaction are disscminated at all levels in this business unit on a regular
basis.
7. *There is minimal communication between marketing and manufacturing departments
concerning rnarket developments. (R}
8. When anc department finds out something important about competitars, it is slow to alert other
depaniments. (R}*
Responsiveness
. It takes us forever to decide how 1o respond to our competitor’s price changes.
2. *Principles of market scgmentation drive new product development efforts in this business
unit.
3. For one rcason or another we tend to ignore changes in our customers’ product or service
needs. (R)
4, We periodically review our product development efforts to ensute that they are in line with
what customers want,
5. *Our business plans are driven more by technological advances than by market research. (R)
6. Several departments get together periodically to plan a response to changes taking place in our
business environment.
7. *The product lines we scll depend more on internal politics than real market needs. (R)*
8. if a major competitor were to launch an intensive campaign targeied at our customners, we
would implement a response immediatcly
9. The activities of the different departments in this business unit arc well co-ordinated. *
10. Customer complaints fall on deaf cars in this business unit. (R)*
11. Evenif we came up with a great marketing plan, we probably would nat be able to
irmplement it in a timely fashion. (R)*
12. *We are quick to respond to significant changes in our competitors’ pricing struetures.®
13, *When we find out that customers are unhappy with the quality of our service, we take
comrective action immediately.*
14. When we find that customers would like us to modify a product or service, the departments
involved make concerted efforts 10 do so.

(o8]

o fa

Table 10 MARKOR scale items, Market Orientation Scale (Kohli et al. 1993)
(R) denotes reverse coded item.

* At end of question, refers to addition of item during or after completion of the second pre-test.
*In front of question, denotes this item climinated from final MARKOR sct of questions
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The 20 item scale was produced as a result of both statistical inference and pragmatic
reasons. This later aspect reduced the number of scale items due to the length of the
questionnaire. Anonymous reviewers to the Kohli et al. (1993) study suggested that
fewer scale items would reduce non response by interviewees. Although these items
were removed (original questions are still presented in table 1¢), their deletion was
independent of reliability/validity considerations, and future studies could reintroduce
them if appropriate (Kohli et al. 1993). The earlier studies also used a five item scale
for each of the questions. This was changed in later studies to seven items (Caruana et
al. 1999) as this was shown to increase the reliability of the instrument (Churchill and
Peter 1984) and has no effect in a factor analysis (Barnes et al. 1994). The
questionnaire was amended to fit better the public sector sport and recreation

environment.

(a) ltemised Questionnaire Amendments: Market Orientation

Construct
General

Business units are normally referred to as “departments”, this has therefore been
changed. References to manufacturing sections are inappropriate for this
qucstionnaire and were replaced with “centre” meaning the facility providing the

sport and recreation service.

Intelligence Generation

Question 1 of the original instrument asked if the business unit met once a year with
customers. Of all the questions, this one is perhaps the most ill suited to the type of
response scale used (1 to 7) because it is dichotomous i.e. either the business unit does

or does not meet once a year. It is however covered by the combination of question 5
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which asks that the business unit polls customers at least once a year to assess the
quality of products and services, and question 3, concerning in house market research.

Question | of the original instrument was therefore amended.

Question 2 referred to a “manufacturing department”. This is also inappropriate and
was therefore amended to “centre”, since a service is consumed at its point of

production and the facilities are the means by which much of the service is provided.

intelligence Dissemination

Question 7 This refers to the marketing function and its relation to manufacturing
departments. The wording has been amended to better represent the relation between

marketing and the sport and recreation centres.

Responsiveness

All questions in this section were retained, but some were modified to snit the

contextnal situation of the sport and recreation departments.

The questions used in the Market Orientation section of the questionnaire were

therefore as follows:
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1G] In this department, we mect with customers regularly to find out what products or
serviees they will necd in the future.

IG 2 Individuals from our development unit interact directly with eustomers to leam
how to serve therm better.

IG 3 1In this department, we do a lot of market researeh.

1G4 We are slow to deteet changes in our customers’ product preferenees.

1G 5 We poll end users at least once a year to assess the quality of our products and
services.

IG 6 We often tatk with or survey those who can influence our end users’ purchases.
{e.g. local groups, community activity information centres).

IG 7 We colleet industry information by informal means (e.g., lunch with industry
friends, talks with trade partners).

1G 8 1n our department, intelligence on our competitors is generated independently by
several departments.

1G9 We are slow 10 detect fundamental shifls in our industry (¢.g., competition,
technology, regulation).

1G 10 We periodically review the likely effect of changes in our business environment
{(c.g., regulation) on customers.

ID1 A lot of infarmal “hall talk™ in this centre congems our competitors’ tacties or
strategies.

ID 2 We have interdepartmental meetings at least once a quarter to diseuss market
trends and developments.

1D 3 Marketing personnel in our business unit spend time discussing customers’ future
needs with other functional departments,

1D 4 Our department periodicaily eirculates documents (c.g., reports, news-letters) that
provide information on our customers.

ID 5 When something important happens to a major customer of the market, the whole
department knows about it within a short period.

1D 6 Data on customer satisfaction are disseminated at all levels in this business unit on
a regular basis.

ID 7 There is minimal communication between marketing and central departments
eonceming market developments.

ID 8 When one department finds out something important about eompetitors, it is slow
to alert other departments.

RI [t takes us forever to decide how to respond to our eompetitor’s price changes.

R2  Principles of market segmentation drive new product development efforts in this
business unit.

R3  For one reason or another we tend to ignore changes in our eustomer’s product or
service needs.

R4 We periodically review our product development efforts to ensure that they are in
linc with what customers want.

RS  Our business plans are driven more by technological advances than by market
research,

R6  Several dcpariments get together periodically to plan a response to changes taking
plage in our business environment.

R7  The product lines we sell depends more on intemal polities than real market
needs.

R8 If a major competitor were to launch an intensive campaign targeted at our
customers, we would implement a response immediately

R9  The activitics of the different departments in this business unit are well eo-
ordinated.

RI0 Customer complaints fali on deaf ears in this department.

Ril Evenif we eame up with a great marketing plan, we probably would not be able to
implement it in a timely fashion.

R12 We are quick to respond to significant changes in our competitors' pricing
struetures.

RI3 When we find out that customers are unhappy with the quality of our service, we
take corrective action immediately.

R14 When we find that customers would like us to modify a product or service, the
departments involved make concerted efforts to do so.

The references [G, ID and R refer to intelligence generation, intelligence

dissemination and responsiveness respectively.
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7.3.3 Questionnaire Development: Service Quality Construct

The extensive use and study cannot be overlooked with regard to the use of
SERVQUAL as a measuring instrument for service quality. Studies in this industry
area however indicate that this model does not produce a good fit (Williams 1998).
Cronin and Taylor’s (1992, 1994) model of SERVPERF however has not been tested
in the industry area of this study, and has provided better results when tested in other
studies than SERVQUAL by explaining more of the varianee in mcasurement and

better reliability measures.

{a) Itemised Questionnaire Amendments: Service Quality

Construct

Cronin and Taylor (1992, 1994) did however suggest that the questions could be
contextually affected and therefore may need to be amended. The SERVPERF
measurc was therefore adopted for use within this study. The questions from the
original SERVPERF instrument were amended as follows: ql1, qi5, qi8, 19, q20,

q2l.

Questions 11, 15, 18 and 21 were amended to allow employees give a customer
viewpoint. The original instrument was completed by customers, this is being
completed by staff and required changing appropriately. The personalised “customer
viewpoint” questions in the original instrument referred to the customers as “you”.
This was also amended in questions 19 and 20. Finally, question 20 in the original
instrument stated: “...convenient to all their customers”. The response to this question

with the word “all” can only be dichotomous, since the opening hours could not be
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convenient to at least one customer. This part of question 22 was therefore amended
to: “..convenient to their customers”. The resultant 22 questions of the service

quality section of this instrument was therefore as follows;

(8] This centre gencrally has up to date equipment.

Q2 This centre's physical facilities are visually appealing.

Q3 This centre’s staff are well dressed and appear neat.

Q4 The appearance of the physical facilities of this centre is in keeping with the
type of service provided.

Qs When this centre promises to do something by a certain tirne, it does so.

Q6 When there are problems for the customer, this centre is sympathetic and
reassuring.

Q7 This centre is dependable.

Q8 This centre provides the services at the time it promises to do so,

Q9 This centte keeps its records accurately.

Q10 This centre does not tell its customers exacily when services will be performed.

QU The employces of the centre do not provide a prompt service.

Ql2 Employees of this centre are not always willing (o help customers.

Ql3 Employees of 1his centre are too busy to respond to customer Tequests promptly.

Ql4 You can trust employees of this centre.

Qls Customers can feel safc in their transactions with this cenfre's employeces.

Q16 Employees of this centre ate always polite.

Q17 Employees get adequate support from this centre to do their jobs well.

Ql8 This centre does not give individual attention to customers.

Q19 Employees of this centre do not give personal attention.

Q20 Employees of this centre do not know what customers’ necds are.

Q21 This centre does not have the customers’ best interests at heart.

Q22 This centre does not have operating hours convenient to their customers.

Tahle 11 Service Quality Questions Incorporated within the Questionnaire Lnstrument.

(The full questionnaire is given in the appendices)

7.3.4 Survey Methodology for Stage 2 (Quantitative Elements)

(a) The Employees Viewpoint

The difficulty of measuring expectations from the customers viewpoint has already
been extensively noted. Service industries however establish strong relationships
between front line staff and their customers. When service encounters have strong
scripts, the employee and customer are likely to share expectations (Bitner and Booms
1994). Role and script theory, combined with the routine nature of many of the
service encounters, suggests that customers and employees are likely to share a
eommon perspective on service experiences. This identifies staff as a useful source of
information and perception with regard to performance evaluation. Contact employees
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have been identified in the previous studies as gcod sources of information on
customer attitudes (Schneider 1980; Schneider and Bowen 1985). Limitations
however apply in that routine service encounters where repeat experiences occur on a
regular basis produce better results (Bitner and Booms 1994). Therefore, since many
customers of sport and recreation centres attend once or more a week, (in excess of
80%), (Knight, Cavanagh and Page 1997), the employees of sports and recreation

centres offer a potentially good data source.

Studies normally select respondents via sampling methodologies to establish some
form of representative group of the population in question {(Churchili 1999). The
quantitative element of this study however, sent questionnaires to all staff of the
departments. This eliminated the need to develop complex criteria and sampling
methodology issues. A visual check of the questionnaires received also revealed a

number of responses which were not valid. These fell into the following categories:

Completed the first page and no other. (4)
Completed the first and second page and no other, (2)
Completed a single number for all responses. (2)
Handed back questionnaire with no responses (2)

These were eliminated from the study. The total number of questionnaires received

were therefore shown on table 12,

Received Full time staff % response
Case A 29 44 66
Case B 25 43 52
Case C 33 62 53
CaseD 14 38 37
Total 101 192 52

Table 12 Responses for the Market Orientation/Service Quality Questionnaire
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The numbers of full time staff at the centres were identified by the Directors of each
leisure department. The response rates for each local authority are given in the table
above and compares favourably with other studies, (for example Jaworski and Kohli
1993) although it is noted that most other studies are conducted via a postal survey

method. The response rate was therefore considered satisfactory for the purposes of

this study.

A further face validity check was undertaken to review the number of “don’t know”
or responses coded “8” for the quantitative rescarch instrument. The overall response
for code “8" was 7.9% which was considered acceptable in view of the range of staff
that were retuming questionnaires. None of the responses for those questions were
used in the data analysis. Some questions did receive higher code 8 responses, and
questions which received responses above twice the average (15.8%) are reviewed in

more detail and are shown as follows:

1G 7 We collect industry information by informal means (e.g., lunch
with industry friends, talks with trade partners). 19%

ID! A lot of informal “hall talk” in this centre concerns our
competitors’ tactics or strategics. 18%

ID 3 Marketing personnel in our business unit spend time
discussing customers’ future needs with other functional
departments. 18%

ID 7 There is minimal communication between marketing and
central departments congerning market developments. 18%

RZ  Principles of market segmentation drive new product
devcloprnent efforts in this business unit. 28%

R6é  Scveral departments get together periodically to plan a
responsc 1o changes taking place in our business environment. 18%

It can be seen from the above, that all the questions which rcceived relatively high

“don’t know" responses werce from the market orientation section. This is most likely
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that it is a reflection of some staff not being familiar with the processes involved, and
with the exception of question R2, the levels are static at about 18%. This check
provides sufficient evidence that respondents were able to answer questions

appropriately.

7.4 Stage 2b: Qualitative Research Design Issues

The research elements under consideration in this stage identified under Chapter 6,
Research Methodology, were interviews with management staff, document and

archive record analysis.

7.4.1 Interviews with Management Staff

One of the major purposes of the interview stage in this study is to corroborate facts
and triangulate the results identified via the market orientation and service quality
data questionnaires. Specific questions need to be worded under such circumstances
which do not allow the respondent to “echo the same thoughts” (Yin 1994: p85).
Questions will therefore be asked about role, function and measurement of the

phenomena of the study.

The interviews wcre conducted with a purposive sample (Churchill 1995} of the key
management staff of each local authority public sector sport and recreation service
provider. The selection of these staff was based upon the premise that they are the key
decision makers, and their role is crucial in the marketing and service delivery

(Caruana et al. 1999). The management staff interviewed for each local authority

therefore included:

1. Chief Officer
2. Client Officer
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3. Contract Officer
4. Managers of each of the facilities

5. Marketing Managers (departmental) of each local anthority
(if present).

All interviews were tape recorded and transcribed. The purpose of using such
equipment is to provide a more accurate rendition of the interview than any other
method (Yin 1994: p86). It eliminates errors due to memory and omissions in note
taking of the researcher, and in addition, allows for a more relaxed interview,
allowing the respondent to articulate clearly their views on a subject uninterrupted.
Fortunately, all interviewees of this study agreed to a full participation in the study,
including the use of tape recording equipment. The interviews were based upon
identifying and supponiing information concerning market omnentation and the
measurement of service quality via the SERVPERF model. The questions conceptual
aspects of these phenomena as well as their measurement. The question content for

cach interview contained at least the following:

What do you see as marketing for the major sport and recreation centres?

What mechanisms are in place for effective marketing of the centres?

What is your view of the departments approach to customer orientation?

How does the “system” help or hinder in the marketing function?

How does the "'system” help or hinder with regard to improving Services Quality?

How would you describe the role of marketing for the major centres?

For marketing to be cffective, what conditions do you think are necessary?

Haw do you measure if the marketing has been successful at the centres?

How would you interpret a good “service quality provision” at the centres?

How imponant is communication to staff?

How arc staff communicated 10 with respect to marketing issues?

How are staff communicated to with respect to service quality issues?

With regard to the staff of the centres, how are behaviours changed to improve

service quality?

14. Are the budgets adequate to cover issucs of marketing?

15. Are the budgets adequate to cover issues of service quality?

16. If you had the authority, what would you change to make the marketing more
cffective and why?

17. If you had the authority, what would you change to make the service quality of
the centres more effective and why?

18. Who do you see as competition to the centres?

MY OO S P R

BR=5

Table 13 Qualitative Stage 2, [nterview Questians
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Pilot interviews conducted with sport and recreation facility managers provided
sufficient support for the wording of the above questions in the context of this study.
These questions cover generic aspects of the concepts of market orientation and
service quality as well as financial issues. The major purpose of the interviews was to
be able to trangulate in some way the results of the quantitative study of the
contextualised combined questionnaire of market oricntation and service quality for

this study.

7.4.2 Documentation

Local authorities are rich in documentation about almost every aspect of the sport and
recreation provision. This applies to almost every level in the organisation, including
managers’ regular reports, minutes of meetings, administrative documents etc. Of
particular importance for all of the local authonties are the documents which specify
the provision of service as a rtesult of compulsory competitive tendering. These
contract documents should normally determine the level and type of activity, and the
agreed targets to be achieved. All local authorities agreed to allow access to these,

and any other documents necessary.

7.4.3 Archive Records

Although much of this type of documentation was sensitive due to the environment
created by the compulsory competitive tendering process, access was also permitted
in all four cases to records such as organisational charts, records, budgets and other
related information. This was particularly important for the attendance and budget

data for comparative purposes.
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7.5 Stage 2c: Quantitative Data Analytical Issues

Questionnaires were loaded onto the SPSS ® statistical analysis program. Once

loaded, two processes were conducted prior to analysis, these were:

1. All code 8 (don’t know) values were eliminated

2. All negatively worded questions in the questionnaire were reverse
coded (1 to 7, 6 to 2 etc.)

The reliability of the scales was assessed by using the Cronbach alpha score,
developed by Deng and Dart (1994) based upon the conceptual foundations of Kohli
and Jaworski (1990) and Narver and Slater (1990). Further use of this measurement
tool to improve the reliability of the data was undertaken via an iterative removal
. technique to obtain the highest pragmatic Cronbach alpha value possible. This is

discussed in further detail later in this chapter.

The construct validity was assessed by the correlation analysis identified during
factor analysis. The use of this analytical technique has also been identified as a more
appropriate approach to determining construct validity than other techniques sueh as
bivariate correlations (Steenkamp and van Trijp 1991). This aspect of the analysis is

considered in more detail also later in this chapter.

7.5.1 Rterative Removal of Elements via Cronbach Alpha Tests.

This internal consistency reliability test determines the coefficients of all possible
split halves of the observations under study. This method has becn used more
extensively in recent years (Kohli and Jaworski 1990; Narver and Slater 1990; Deng
and Dart 1994) and its vahlnc ranges from O to 1. Values of less than 0.6 are normally
considered unsatisfactory. In this study an iterative method was adopted to eliminate

elements from each grouping of clements for each expected factor derived from the
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literature review. Elements were removed if the Cronbach alpha scores could be
raised by their elimination. This method has been identified as an appropriate method
for this type of study for improving the reliability of the group of responses (Farrell
and Oczkowski 1998). For the market orientation questions, three dimensions werc
anticipated. For each of the three dimensions, elements were removed to produce the
maximum score above the minimum Cronbach alpha score for the group. For the

service quality questions, the same procedure was adopted.

7.5.2 Reliability Measures for the MARKOR and SERVPERF Constructs.

Reliability, as stated previously refers to pattems of high inter-correlations among the
elements in a scale which indicates that they constitute a coherent whole in measuring
a concept. An important measure of reliability is the Cronbach Alpha test, in this
study across market orientation and service quality anticipated dimensions. This
method has been used cxtensively in similar studies for market otientation (Narvet
and Slater 1990; Deshpande et al. 1993; Kohli et al. 1993; Caruana et al. 1999) and
for services marketing (Babakus and Boller 1992; Babakus and Mangold 1992;
Bowers et al. 1994; Carman 1990; Cronin and Taylor 1992; Finn and Lamb 1991,
Headley and Miller 1993; Lytle and Mokwa 1992; McAlexander et al. 1994;
O’Connor et al. 1994; Taylor and Cronin 1994). The minimum acceptable value is
given as 0.60 (Nunnally 1978) in which all the above market cnentation studies

achieve, except Finn and Lamb (1991) on this measurement criteria.

The Cronbach Alpha test measurements for this study for all the anticipated
dimensions of matket orientation and service quality were above the minimum value

of 0.60. Although the alpha values were higher for the market orientation dimensions
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than service quality, this differencc is not significant since it is the minimam threshold

value which is important, and all dimensions are above this limit.

7.5.3 Validity Measures for the MARKOR and SERVPERF Constructs

This test evaluates the degree to which a number of different methods of measurement
agree on a particular construct (Churchill 1999). Headings under this criteria include:
construct validity, discriminant validity, face validity, concurrent validity and
convergent validity. The construct validity measure relates to the extent that a scale
measures to what it is purported. In this study, the use of factor analysis, the
interviews of management staff, and review of documentation provide adequate
construct validity measurements for both MARKOR and SERVPERF measurement
instruments. The discriminant validity measure refers to the extent that a measure is
novel, and does not simply reflect the measure of another vanable. Again, the results
of the two instruments of MARKOR and SERVPERF after being subject to factor
analysis, combined with the case study interview data and document review provide a
suitable discriminant validity check. The face validity test is a subjective criterion and
is a reflection of the extent to which the scale items are meaningful and appear to

represent the construct being measured.

Questionnaires were pilot tested to establish that the wording was appropriate for the
indostry under study. The concurrent validity test refers to the extent in which the
scale 1tems being tested are associated as hypothesised with conceptually related
measures (Pecter et al. 1993). Initially this was established with regard to the study by
Cronin and Taylor (1992, 1994), and indirectly by other studies wsing the
SERVQUAL model (Babakus and Boller 1992; Carman 1990; Teas 1993). The factor

analysis results of this study are detailed and discussed later in this thesis,
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7.6 Stage 2d: Qualitative Data Analytical Issues

A large variety methods of qualitative data analysis are available to a researcher
(Miles and Huberman 1994). There is also “not a single aceeptable method for
conducting qualitative analyses” (Krane et al. 1997: p213), arguing that different
forms of analysis will provide differing, often complementary forms of knowledge,
and that the analytical method chosen should reflect the methodologieal perspective

of the researcher.

7.6.1 Interview Data: Analysis

Althongh the qualitative section of this study is primarily directed at triangulating
results against the quantitative data collection, it is important that the qualitative
analytieal approach, it i1s important to ensure that this method provides a thorough and
rigorous evaluation with regard to the focus of the study. As a result any approach(es)
taken requires careful consideration in terms of the research objectives of the study in
question. The method adopted within this study is based upon that advoeated by
Krane, et al. (1997), and used by others, for example Scanlan et al. (1991); Gould et
al. (1993); James and Collins, (1997). This procedure develops emergent themes from
raw data, and maps the relationships between them, thereby allowing a coneeptual
framework to be developed as advocated by Miles and Huberman (1994). This is also
referred to as a constant eomparative method by Glaser and Strauss (1967). This
method allows themes to develop from data, rather than such criteria being assigned
before analysis. This demonstrates to some extent a semi-grounded, or inductive

approach to this analysis.

Although this method allows the emergence of themes via frequency counts, this may

not be appropriate in all cases. This is particularly noted by Krane, et al. (1997: p215)
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who suggests that the developments of themes by such quantitative methods may at

times be inappropriate, arguing that:

“...placing a frequency count afler a eategory of experiences is tantamount to saying
how important it is; thus value is derived by number. In many cases, rare experiences
are no less meaningful, useful or important than common ones. In some cases, the rare

experience may be the most enlightening one.”

The importance of a particular theme may develop therefore not only from frequency
counts, but from the researchcr’s own interpretation of the data. This is open to
critical scrutiny, and therefore the provision of a clear methodology must be provided
so that the ngour of the analysis may be judged (Howe 1985; Miles and Huberman
1994). A major emphasis upon the qualitative research in stage 2 of this study is also
to triangulate with the quantitative study of stage 2. Therefore, the combination of
quantitative methods, and a semi grounded or inductive approach towards the
qualitative elements of stage 2 may be an appropriate means of allowing conflicting
themes to emcrge, should they be present with regard to the market orientation and

service quality section of the study.

The approach as described by Scanlan et al. (1991); Gould et al. (1993); Cote et al.
(1995), James and Collins, (1997) was employed in this study. The analysis of the

interview data consisted of three processes for each transcript as follows:

1. Familiarisation with each interview. This was achieved by a
combination of listening to the interview tapes and reading the
transcriptions, This method also helped the reliability of each
intervicw in terms of identifying transcription errors.
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2. Identification of relevant raw data quotes by interviewees. A raw
data theme is defined by Scanlan, et al. (1991: pl06) as “...a
statement ...which was self-definable and self-delimiting in the
expression of a single recognisable aspect of the subjects’
experiences.” This therefore refers to a single aspect of a manager
with regard to an aspect of market orientation or service quality in
the context of this study. A raw data theme has also been referred
to as a meaning unit (Tesch 1990).

3. Organisation of the raw data into categories. This process of
categorisation is a means by which the data can be funnelled into
relevant categories for analysis (Dey 1993). This enables
relationships and connections between data themes to be identified
(Cote et al., 1995). These categories were:

a) Raw data themes: Specific information provided by the
interviewees.

b) General dimensions: These were more abstract categories
within which the three previous qualitative themes were
classified.

Outcomes of the categorisation process are the relationships between and the
distinctions among categories to be determined with reference to the concepts of the
research study in question. The basis of categorisation is with reference to market

orientation and service quality of stage 2 of this research study.

Effectively however, the overall categorisation of data needs to fulfil four conditions

(Dey 1993):

a) Categories need to fit the raw data,
b) Categories need to be meaningful in relation to the data
c) Categories need to be related to each other

d) Categories need to be related to the underlying concepts of the study.

The categorisation process can be subjective if undertaken by one person, which

could undermine the reliability of this process. Other methods include using multiple
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coders to reach agreement to classify data, termed “consensus validation™, or using a
rescarch partner to critically guestion the eoding and analysis (Krane et al. 1997).
They (Krane et al. 1997} argue that the consensus validation approach can have the
effeet of magnifying the researchers subjectivity, resulting in a lowering of the
reliability, the exact opposite of what this process is attempting to achieve. Two
postgraduate students (marketing studies) were therefore employed to develop
categories of data. The first acted as a research partner to develop categories, with the
researcher, and the second was used to question the coneepts of the first coder and
researcher. This required the researcher and the research partner to adequately

describe the categories developed, thereby ensuring rigour.

Computer software is available to develop themes once manual coding has taken
place. The use of such software was considered however and after evaluation was
rejected. The advantages of such software have not as yet been widely established,
and the roles of ereativity, intuition and insight into analysis can be severely
hampered (Dey 1993) using sueh processes. The process by which the software
operates is also often by coding speeific words, phrases or sentences in advanee and
may not allow the full meaning of some comments to be identified. The manual
processes deseribed so far have been weil established to provide a valid and reliable
means of analysing the qualitative data. The absence of the a nse of a computer using
qualitative software analysis packages for this element of the study therefore does not

lower the quality of the analysis (Buston 1997).
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7.6.2 Documentation and Archive Records

The purpose of documentation and archive records is as a supporting mechanism with
regard to the interviews in the first instance to verify facts and comments made within
the interviews. Yin (1994: p81)} notes, “For case studies, the most important nuse of

documents is to corroborate and augment evidence from other sources”.

Yin (1994} also states that there are three main purposes of data collected under this

heading, these are:

1. Documents are helpful in venfying the correct spellings and titles and names
of organisations that might have been mentioned in an interview.,

2. Documcnts can provide other specific details from other sources. 1If the
documentary evidence is contradictory rather than corroboratory, the case
study investigator has specific reason to inquire further into the topic.

3. Inferences can be made from documents ...these inferences shonld be treated
only as clues worthy of further investigation rather than as dcfinitive findings,
because the inferences could later tum ont to be false leads.

Local authorities are rich in documents which act as management transcripts and
records of activity, but care was taken when reviewing documentation since much of
the content was edited, and may not have reflected the true situation, for example of a
management mceting. In addition to a range of documents and archival records
however, two sets of documents were essential to be reviewed in every local authority

however, these were as follows:
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1. The Marketing Strategy Statement or Marketing Plan. This would give
indication as to the means of effecting marketing as an activity within the
organisation.

2. The Compulsory Competitive Tendering Document. This was important as it
specifies, normally in considerable detail, how the organisation is to operate.
This gives an insight with regard to the methods of implementing and
monitoring the marketing and service quality standards.

Evidence gathered under this heading is therefore usceful for the purposes of a validity

check upon the data obtained from the other sources, both quantitative and qualitative.

7.7 Summary

This study relied upon a return visit to the cases initially identified using the Analytic
Hierarchy Process questionnaire. Fortunately for this study, the four local aunthorities

which were selected as a result of the first stage agreed to participate.

One problem did arise however, and that was one case had a catastrophic change
between the time of completing the AHP questionnaire and being selected for further
study. The commercial company that was operating the centres for that local authority
had gone into receivership because of problems in another area of the company. Initial
discussions indicated that although marketing activity was poor, a decision was made
to include this case within the study because it provided a contrast with which to
theoretically compare the other three cascs. If indeed the proposed measurement tools
were to be effective, there should be some form of difference obscrved between the

cases and that this fourth case would add richness to the data and the analysis.
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The variety of methods being used to study market orientation and service quality
within this study, and the contrast of cases within the sample, should provide a

valuable, reliable and valid approach to this arena of study.
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Chapter 8 RESULTS OF EXPLORATORY FIELD WORK

8.1 Introduction

The purpose of this stage was to identify four cases of local authority sport and
recreation providers for further investigation. The major criteria was that they
indicated relatively high importance measurement against the marketing elements
within thc survey instrument. The Analytic Hierarchy Process enables not only the
identification of the priority value that a respondent places upon elements within the
given range of options, but also the transitivity, or the relationship that a respondent

may have between the elements which may or may not be based upon logic.

Although a respondent may state that a number of elements arc ranked in a given
order, the weightings that are applied.to the relationship of each of these elements by
the respondent may undermine the original ranked listing. This is not to suggest that
the respondent may be incorrect in the completion of the questionnaire, this could
perhaps be the case but there may also be pressures within the work environment for
example that do not allow logical choice of the elements in question. This mechanism
thereforc allowed the identification of four local authorities that appeared to genuinely

prionitise the marketing elements using this survey instrument for further study.

8.2 Analysis of Survey AHP Questionnaires

Of the 106 questionnaires originally sent, 46 useable questionnaires were returned. Of
these, five did not contain the financial information needed for the initial comparative

analysis. Two methods of data preparation were undertaken:
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1. The individual questionnaires were entered onto the AHP software
to produce individual outputs for each local authority.

2. Scores were grouped with regard to the inconsistency values for
each return. Those with values of 0.1 and less, and those above this
value,

Of the 46 cases received, 14 had resuitant inconsistency values equal to or below
0.10, and 32 cases were above this threshold level. The questionnaires were inspected
prior to data loading to ensure that none were biased due to respondents fatigue and/or
completed incorrectly, for example completing long eolumns of the same number.

The data from the questionnaires via the AHP software produced initial measures of:

1. Normalised AHP priority output values for each of the three main
headings of strategic management, strategic marketing planning
and marketing management,

2. Normalised AHP priarity output values for the nine elements
under each heading, strategic management, strategic marketing
planning and marketing management. The summated value of the
normalised output of each of the nine elements equalled the
proportion of the main heading under which the clements were
prouped.

3. Inconsistency values for each of (1) and (2) for three groups
overall and one for each of inconsistency values below 0,10, and
above 0.10.

8.2.1 Results: Inconsistency Values {IC).

Overall A B C
Inconsistency 1IC: ALL | IC>0D.1 1C =<0.1
Valusag:
Deacriptive
Statiatlics
Mean po.17 0.214 0.07
Standard 00.16 0.173 0.02
Deviation
Kurtcsis 18.57 16.26 -0.69
Skawnesa 03.76 3.65 -0.30
Count 416 32 14

Table 14 Overall Inconsistency Values: Descriptive Statistics

The results of the inconsistency values outputs are shown on table 14. The descriptive
statistics for all cases (column A), average values where the 1C > 0.1 (¢olumn B), and

for average 1C values =< 0.10 (column C) are given. The majority of questionnaires,
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(32 in number) produced IC values which were above the significance value of 0.10.
The remaining 14 fell below this limit. The Kurtosis value for all cases is sharply
significant at a value of 18.57, much above what would be expected (0 for a normal

distribution).

The standard deviation indicates that the majority of values are well above the
threshold IC significanee value of 0.1. The column denoted “C” (individual cases
where 1C <0.10) has a mean value of 0.07. The disteibution for this group also has a
negative skewness, which suggests a greater proportion of the values are very slightly
concentrated towards the higher end of the range (0.10). The Kurtosis value is in
sharp contrast to that of the group B, the distribution being slightly flatter than that of

a normal distribution.

8.2.2 Comparison of each of the Sub-Groups

The statistical results for each of the groupings of strategic marketing, strategic
marketing planning and marketing management varied. For the purpose of analysis
thesc were grouped under the three main headings of all responses (column A),
responses whose value is above 0.10 (column B), and responses whose value is 0.10

or below (column C). These are shown on table 15.
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Inconsistancy SM-IC | SMP-IC | MM-IC SM-IC | SMP-IC | MM-IC SM-IC SMP-IC | MM-IC
values A A A B B B < [ c
Mean 0.153 0.146 0.135 0.359 @.335 Q.306 0.083 0.061 | 0.071
Standard 0.09% 0.114 0.082 0.202 0.168 0.196 ¢.042 0.030| 0.047
Deviation

Kurtosis 2.031 3.632 0.315 | -1.204 | -0.877 | -1.062{ -0.677 | -0.669 ] 3.406
Skewness 1.323 1.790 0.887 0.411 0.573 0.544 0.488 0.429 | 1.884
Count a6 46 46 32 32 32 14 14 id
Confidence 0.02B 0.034 0.024 0.073 0.061 0.971 0.023 0.014 | 0.025
95%

Table 1§ Descriptive Statistics for Inconsistency Values
Columns A denotes all cases (46), Columas B: IC values > 0.10, Columns C: IC values =<0.10.

Strategic Marketing (SM-IC). Strategic Marketing Planning (SMP-IC), Marketing Management (MM-
[C).

(a) Strategic Marketing {code SM-/C)

The inconsistency values for groups B and C are markedly different. The average
inconsistency is 4.32 times larger for group B compared to group C. Both values are
significant at a 95% level of confidence in terms of threshold inconsistency valuc of
0.10 and in terms of the average for the total number of cases. The Kurtosis values
show that the distributions are flatter than compared to a normal distribution. The
skewness values both show a small positive value, implying a slight trend towards the

higher values for each group.

(b) Strategic Marketing Planning (code SMP-IC})

Mean values for each of the two groups show very significant differences. The value
for the average mean of group C (IC <0.10) being the lowest of all values returned.
This is possibly indicative of a cohesive understanding of this topic, for group C

organisations.

(c) Marketing Management.

The inconsistency average for group B, was very high at 0.306, and significantly
above the threshold level of 0.10. The IC value in group C was significantly lower (at

95%) at 0.071. Different to all other values group C kurtosis was 3.40. This positive
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value implies a cohesiveness across the sample which could indicate respondent
understanding of the elements in this group. Of the three groups, it was expected that
this would be the most likely area for this to occur due to apparent common
knowledge of the tools of marketing management reported in the literature review.
The higher positive skewness in comparison to the other values could also be an

indication of a trend towards consistent decision making within this group.

8.2.3 Overall Evaluation of the Inconsistency Measurement

Under columns “A™ (all cases) from table 15, aithough the average value for each of
the dimensions is above the normal threshold value of 0.10, they are still below the
upper acceptable limit of 0.20 (Saaty 1980) at 0.153, 0.146 and 0.135 for each of the
groupings of strategic marketing, strategic marketing planning and marketing
management respectively. The greater value atiributed to the dimensional construct of
strategic marketing suggests that of the three, the clements of this group are more

problematic to prioritise by respondents.

When the results are grouped according to the threshold limit of 0.10 and above
however, the average values returned are more telling. The average values are in the
range of 0.359 to 0.306, which is indicative of serious priority difficulties in terms of

evaluation and are considerably above the acceptable limit of 0.20.

The final group, where the 1C value is less than 0.10, the averaged returned values
were 0.083, 0061 and 0.71 for ecach of the dimensions of strategic marketing,
strategic marketing planning and marketing management respectively. This very

exacting result is best with regard to the strategic marketing planning grouping
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reflecting the lowest IC average. This was an unexpected result, since the tools of

marketing management are implied from the literature to be better understood.

In order to understand if any underlying trends exist within the data in terms of the
three dimensional constructs, or if some elements of cach the three groups were
inappropriately incorporated, a factor analytic approach was adopted. The results of

which are discussed next.

8.2.4 Results: Factor Analysis of the AHP Data

Although the Analytic Hierarchy Process produced apparently acceptable results, each
local authority response being internally reliable due to the transitivity measurement,
a validity measurement was necessary for the purpose of triangulation to identify if
the data could be reduced to the equivalent of the three major groups initially

identified from the literature.
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Factor Analysis, Full Data Set
Factors 1 2 3
Elements
MM1 . 665 -.148 -. 019
MM2 .683 -, 007 -.088
MM3 .T44 -.208 L 237
MM4 . 431 -.252 -.403
MM5 .812 -. 008 -.245
MME .718 -.005 -.137
MM7 .746 -.118 . 155
MMB .555 -.205 .485
MMS 742 -.18¢% .274
SsM1 -.51§ -.381 -.103
SM2 -.403 -. 402 -.149
SM3 -.547 -.515 -.372
SM4 -.413 -.517 -.140
SMB -.589 -. 253 . 417
SMe -.606 -.548 -.058
SM7 -.523 -.416 -.193
SM8 -.398 -.448% .533
SMO -.321 -.389 .650
SMP1 -.100 . 442 .133
sSMP2 -.0892 7897 -.129
SMP3 -.181 662 L 250
SMP4 -.165 .652 051
SMPS -.118 .787 . 049
SMP6 -.305 .651 -,131
SMP7T -.132 .711 -.180
SMP8 -.2513 .714 . 055
SMPS -.,155 521 . 355

Table 16 Factor Analysis of AHP Qutput for all cases (46)

Total % of Variance | Cumulative %
1 6.630 24,741 24741
2 6.004 22.237 46.978
31 2041 7.559 54.537

Table 17 Cumulative Variance, All Cases (46)

Although this reliability test is resolved intemnally via the inconsistency value, if an
underlying trend could be 'identiﬁed, this would confirm or otherwise the validity of

the data as provided by the full respondent group. Principal component analysis was
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chosen over factor analysis, this being a method to reduee the 27 components to three

real rather than hypothetical factors (Kline 1994).

Principal component analysis was conducted on the full set of data without any
rotations via SPSS, the results of which are shown on table 16. Due to the sample size
(46), the factor loading limit was set at 0.60 to eliminate cross loading problems, and
three factors selected. The eigenvalue limits given were also set above the numeric
value of 1. Table 17 shows the loading values for each of the three factors, all are well
above the limits set, and in all account for 54.4% of the variability. In addition to this,
Bartlett’s test of sphericity was used to determine the appropriateness of this analytic
approach. This resulted in a test value of 1409 at a significance shown of >.00000.
This therefore implied that this data set is approprate for factoring (Sharma 1996).
The analysis produced factor loadings at the level >0.60 that fell clearly into the two
groupings, of marketing management and strategic marketing planning. The elements

which were not included within these two groups were as follows:

MM4: Promotion of products and services.
MMBE: Clarity of target segmentation to identified products and services.
SMP1:  Synergy betwecen management levels.

SMP9:  Flexibility of staff to respond to changing consumer needs.

Only two elements of the strategic marketing group (SM6 and SM9) loaded above the
threshold value of 0.60 within this analysis. The failure of any significant loading on
the strategic marketing elements could be the result of questionnaire design error,
respondent error, or organisational pressures. 1t may even be a more basic recognition
that organisations have difficulties and are not able to perform this function

effectively and the AHP measurement instrument enables the identification of this

issue.
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By excluding strategic marketing planning construct, and using thc groupings of
strategic marketing planning and marketing management, thcse do appear to offer a
mcchanism to select organisations that consider these dimensions constructs as a high

priority, provided that the inconsistency valuc is below the upper acceptablc limit of

0.20.

8.2.5 Selection of Cases for Further Study

Review of all 46 cascs identificd four that produced the strategic marketing planning
and marketing management outputs as higher priority than strategic marketing. The

inconsistency values were also below an acceptable limit of 0.20. The values returned

for these four cases are shown on table 18.

Case Na. tC Construct Priority
Value Value

36 0.071 SMP 0.584
MM 0.281
SM 0.135

41 0.143 MM 0.614
SMP 0.268
SM 0.118

42 0.151 MM 0.651
SMP 0.235
SM 0.114

64 0.157 MM 0.627
SMP 0.279
SM 0.094

Table 18 Priority Valucs of Top Four Cases

SM=Strategic marketing, SMP=Swrategic marketing planning, MM=Markcting management

The priority values returned for the marketing management and strategic marketing
planning elements were considerably higher compared to the value for the construct

of strategic marketing in all four cases. In each of the three cases respectively,
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marketing management as a priority was placed 2.3, 2.7 and 2.3 times in value higher
than that of strategic marketing planning suggesting a high level of emphasis with
regard to the marketing management elements construct. The local authority with the
lowest ineonsistency value however placed strategic marketing planning at a higher
priority than marketing management, it being approximately 2.1 times the value. At
this stage, the only identified diffcrence is the cut off value of 0.10 inconsistency
value which differentiates the first case from the remaining three. These cases are
however the highest priority values of strategie marketing planning and marketing
management recorded of all returned cases, and does indicate an emphasis of
marketing related emphasis within the decision making of each local authority, and
thereby placing these cases within the criteria for further investigation for the

purposes of this study.

As a result of this process therefore, the Chief Officer for each Local Authority was
contacted by telephone in the first instance with a request for their permission for
patticipation in the research process for this study. Fortunately for the purposes of this
study, all four of the Chief Officers of the local authorities contacted gave their
permission for their department to participate in further research. Following this,
programmes of meetings and interviews were arranged with key members of staff of

each local anthority to conduct the further quantitative and qualitative stages of this

study.

8.3 Summary

This stage has provided four cases which can be investigated further to consider the

dimensional constructs of market orientation and service guality. Although complex,
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the method adopted (the Analytic Hierarchy Process) has shown to be an internally
reliable method to indicate the ability of respondents to present “their view” with
regard to marketing effectivencss for the sport and recreation providers of their
authority. It was possible to eliminate from the enquiry those cases which appeared to

be unsuitabie due to the combination of poority and inconsistency measurements.
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Chapter 9 QUANTITATIVE DATA FINDINGS.

9.1 Introduction

The qucstionnaire was composed of two major sections, market orientation and
service quality. Each of these is evalvated in turn, initially to determine if the
constructs exist within this sample as identified in the literature rcview. The
qualitative stage, described and discussed later in this thesis is used to triangulatc
against this quantitative data, and between the two methodologies to evaluate the

market orientation and service quality constructs as evaluated in the literature review,

to test the hypotheses of this study.

9.2 Market Orientation Constructs: Reliability Measurement

14 Y 1D B R C
1 . 8388 11 .B489 21 .894¢6
2 .B3Q0 12 L8360 22 .8802
3 L8153 13 .B1B6 24 ,BB40
5 .8321 14 .B410 26 .88381
6 . 8419 158 .8277 27 .8778
7 .8273 15 .8229 28 .B853
8 .B264 29 .8880
10 L8307 10 L8929
31 . 8918
32 .B772
. 8485 .B568 .8973

Table 19 Cronbach Alpha Values for Market Orientation Constructs.

1G = Intelligence generation, 1D = [ntelligence disserination, R = Responsiveness.
Columns A, B, C = Cronbach alpha if that element removed from group.

Initially the 32 item scalc was subjected to Cronbach alpha reliability tests for each of
the three groupings relating to the dimensional constructs of Kohli et al. (1993)
identified in the literature review. The three values found werc above the minimum
accepted values, but were improved by an iterative removal process to increase the
reliability of the data (table 19). This process was stopped when the alpha levels
reached were above the maximum value obtained for each group. The questions listed

were under the dimensional constructs for intelligence generation (IG), intelligence
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dissemination (ID) and responsiveness (R). The Cronbach alpha values returned were
the maximum possible under each of the three groupings and were satisfactory, i.e.
above the minimum acceptable limit of 0.60 for this test (Sharma 1996). This set of

data was therefore subjected to principle component analysis.

9.2.1 Factor Analysis: Market Orientation Constructs

Initial
Eigenvalues
Component Total $¥ of Cumulative %
Zxtracted Variance
1 9.979 41.578 41.578
2 2.086 8.691 50.269
3 1.353 5.636 55.580¢%
4 1.180 4.91S 60.821
5 1.178 4.909 65.729
6 1.038 4,325 70.054
7 .920 3.835 13.889
8 .877 3.652 77.541
9 .75% 3.160C B0.702
ic . 686 2.858 B3.560
11 .587 2.44¢6 B6.006
12 .503 2.098 88.103
13 . 465 1.937 90.041
14 .411 1.713 91.754
15 L3372 1.549 93.303
1o . 311 1,298 94 .600
17 . 297 1.238 95.838
18 .251 1.047 9¢.885
14 .197 .820 97.705
20 162 675 58.379
21 .135 .562 98.5%41
22 .128 .532 99.473
23 L0689 .28B8 39.75%9
24 .058 L 241 100.000

Table 20 Total Variance Explained (Market Qrientation Constructs)

The elements which were retained that provided the suitable Cronbach alpha scores
for each of the expected dimensional constructs of market orientation were subjeeted
to the Kaiser-Meyer-Olkin (KMO) test of sampling adequacy and the Barlett’s test of
sphericity. These were found to be 0.772 for the KMO test, and 965.62 for the
Bartlett’s test at a signifieanee of .000 and degrees of freedom value 276. Both of
these were above the acceptable limits (Malhotra 1996) which indicated that this data
set was suitable for factoring. Principal component analysis was applied incorporating
a Varimax rotation (Kohli et al. 1993; Farrell and Oczkowski 1998). The total

variance explained in this data set was found to be 70.05% (table 20). The mimimum
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level was sct at 0.60 to prevent errors arising due to cross loading problems (Sharma
1996). The contained elements loaded onto six dimensions as shown in table 20. It is
appropriatc at this stage to discuss the results of this analysis, particularly because the
elements have loaded onto two additional dimensional constructs above the expected
three indicated in the literature. This discussion will be considered under the headings

of intelligence generation, intelligence dissemination and responsiveness (Kohli et al.

1993).

Intelligence Generation

The data of the elements 1G1 to 1G10 is shown on table 2!, and were expected to load
under a single dimensional construct. In the event, the elements 1G2, IG3 and 1G5
loaded under one construct (No. 1), and 1G7, IG8 loaded under another (No. 6). The

questions to which these refer are as follows:

Elements which loaded ahove the threshold limit on Dimensional Construct No. 1

1G2 Individuals from our development unit interact directly with customers to learn how to
serve them better.

1G3 In this department, we do a lot of market rescarch.

1G5 We poll end users at least once a year to assess the quality of our products and services.

Elements which loaded above the threshold limit on Dimensienal Construct No. 6

1G 7 We collect industry information by informal means (e.g., lunch with industry friends,
talks with trade partners).

1G 8 In our department, intelligence on our competitors is generated independently by several
departments.

This would indicate an apparent difference in the perception of information that is
obtained via market research and related activity (comstruct No. 1), and that of
information about competitors and other industry information (construct No. 6). An
extant search of the literature, particularly Kohli et al. (1993), Farrell and Oczkowski

(1998) do not identify such a division in this area, but eonsider these under the single

187



heading of intelligence gencration. This may be a characteristic of this type of service

industry different to that so far identified in the literature.

Intelligence Dissemination

The data under this hcading (ID1 to ID 8) was expected to load under one
dimensional construct. The results which can be seen on table 21 show that the
elements 1D1, D4 and [D5 load onto one construct. For these elements this is
consistent with the literature, particularly Kohli et al. (1993), Farrell and Oczkowski

(1998).

Responsiveness

The elemcnts for this construct shown on table 21 appear to load onto three separate
dimensions. R4, R8 and R14 appear under heading No. 2, R10, R11 and R13 appear

under heading no. 4 and R2 appears under No. 5.

Elements Under Construct No. 2

R4 We periodically review our product development cffonis to ensurc that they are
in line with what customers want.

R8 If a major eompetitor were to launch an intensive campaign targeted at our
customners, we would implement a response immediately

R14 When we find that customers would like us to modify a product of service, the
dcpartments involved make concerted efforts to do so.

Elements Under Consiruct No. 4
R10 Customer complaints fall on deaf cars in this department.

R11 Even if we came up with a great marketing plan, we probably would not be able
to implement it in a timely fashion.

RI3 When we find out that customers arc unhappy with the quality of our service,
we take corrective action immediately.

Elements Under Constroct No. 5

R2 Principles of market segmcntation drive new product development efforts in
this business unit.

Elements under all three constructs can be scen to fall under the dimensional construct

“Responsiveness” identified in the literature (Kohli et al. 1993). What is different is
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that these three groups have appeared rather than one. Those under heading no. 4 are
negatively worded elements. Deng and Dart (1994} identified that in their scale
purification process negatively worded items were climinated due to respondent
reaction. Elements under constructs no. 2 and 4 could therefore be considered to be
grouped together. The element under construct no. 5 appears to be different in that it
refers to a marketing tool, whereas the others are more of a pragmatic approach. It is
however a “responsiveness” item and loads separately not because it is different to
constructs 2 and 4, but that it appcars to bc perceived as a different type of
responsiveness activity. All three dimensional constructs could therefore be
considered to be under one generic heading of “responsiveness” and were grouped as

such for further analysis and tests of contrast between the four local authorities.
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1 < 3 4 5 6

IG1 |.287].418{.334(.117].102|.204
IG2 | .650 .360 |.119 |-.114 -.094 .361
IG3 | .639|.141 }.309|.212|.236|.147
IG5 |.812|.004 {.056|.214].029|.187
IG6 |.583 [-.170] .487 |.126 | .224 [-.088
IG7 |.241).126 }.176 |.160 |.163 |.771
IGS |.187|.116 |.243 |.107 | .162 |.810
IG19| .436[.251].300|.013.291|.203
ID1 |.143 |.261 [.692 |-.08(0 .186 |.120
ID2 [.353].252].215|.045|.504 |.350
ID3 |.466 | .281 |.286 |.016 | .588 | .284
ID4 [.100(|.069 | .698 |.152 |.324 |.253
ID5 |.206 |.209 |.684 |.208 |.002],.211
ID6 {.466 | .367 |.532(.282|.028 |.057
R2 -.047.139 | .195 |.123 [ .758 | .154
R4 .149 | .687 [ .264 |.269 | .232|.294
RE .487(.523|.051 ].045 (.283 |.3232
RE8 -.018/.851 (.148 [.121(.193|.081
RS .336|.58B51.1921 (.421|.043 |.108
R10O |-.014.079 |-.024]|.847|.107 | .284
R11 }.363 (.175].146 |.603 |.363 |.142
R12 (.393(.344 }.032|.320].545|-.063
R13|.117).320(.210 |.772 |-.018 -.D85
R14 | . 096 |.641 |.1749 | . 499 | .258 | .D06

Table 21 Rotated Component Matrix, Market Orientation Construct Elements

{G= Intelligence generation clements, 1D= [ntclligence dissemination elemcnts, R= Responsiveness elemcnts

Source Dependent af E  sig
Variable

Q58 IG T 3 3.28B5 029

ID T 3 B.320 .000Q

R_T 3 7.346 .000

Table 22 Significance Values, Market Orientation Construct Elements

Mean Stad.

Error
Dependent Lécal
variable Authority

IG_T LA-C 2.9480Q . 241

LA-A 3.008 -283

LA-B 3.097 L3717

LA-D 4,844 .566

ID_T LA-C | 2.¢89 .252

LA-A 2.792 .296

LA-B 3.519 .394

LA-D 5.750 .591

R_T LA-C | 2.377 211

LA-2 2.700 .248

LA-B 2.844 .330

LA-D 4.900 L3296

Table 23 Mean Values For Market Orientation Construct Elements

1G_T=Intclligence generation, ID_T= Intclligence dissemination, R_T= Responsiveness
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Case 1 2
c 22| 2.9602
A 16 3.0078

3.0972
D 4 4.8438

Sig. .9%96) 1.000

[rs)
w

Table 24 [ntelligence Gencratian,
Significance Test.

Case 1 2
c 22| 2.3773
A 16l 2.7000

B 9 2.8444
D 4 4.9000
Sig. .814] 1.000

Table 25 Intelligence Dissemination,
Significance Test

Case 1 2
C 22! 2.6894
A 16 2.7917

31.5185
D 4 $.7500

Sig. .557( 1.000

1]
hl+]

Table 26 Responsiveness,
Significance Test

9.2.2 Summary

The average values for the constructs of intelligence
generation, intelligence dissemination and
responsiveness were calculated for each local
authority and are shown on table 23. To identify if
any significant differences existed between the four
local anthorities for the valnes shown, multivariate
tests of analysis were conducted. The results are
shown on tables 24, 25 and 26. The initial test
indicated significance for all dimensional constructs
of market orientation for the wvanable “local
anthorities” (table 22). Further analysis, to identify
significant measurcs however between each of the
local authorities identified significant differences
between Local Authority D and the other eases. The
scale Constructs for Each Local Authority values
reported for Local Authority D place it in a very

poor position in comparison to the other three.

This data set returned acceptable results for the Cronbach alpha test scores for each of

the dimensional constructs. The KMO test proved satisfactory indicating that this data

set was appropriate for factoring analysis. Although the Bartlett's test of sphericity

was somewhat weak, it was not sufficiently large to determine that factoring was

inappropriate.
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The principal component analysis using the Varimax rotation methad as determined
in the literature (Kohli et al. 1993; Farrell and Oczkowski 1998) provided a number of
dimensions above the expected three constructs. Closer review of thcse however
indicated that all elements could be grouped into three constructs with only one
difference, an element from the intelligence dissemination construct loading onto the
intelligence generation construct. A review of the wording of this questicn however

indicates that it may be a subdivision of this construct characteristic of the type of

service industry.

The results of the confirmatory factor analysis however has indicated that a relatively
large number of items have loaded onto dimensional constructs indicated in the
literature (15 out of 32). A multiple analysis of variance test of each of the dimensions
against local authorities indicated a significant difference in each of the four local
authorities across all three constructs of market orientation. The Scheffe’s test of
contrasts however indicated that it was only one local authority (D) which was
significantly different from the other three, and this differencc placed local authority
(D) in a significantly lower perceived position in relation to the other three

organisations for each of the market orientation constructs.

For the purposes of the qualitative stage of the study, the average values which are
significantly different for each of the local authorities will be used in conjunction with
the other data available. The values will be calculated from all the elements which

presented a satisfactory Cronbach alpha scores.
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8.3 Service Quality Constructs: Reliability Measurement

Similar to that of the market oricntation data, the service quality data was subjected to
Cronbach alpha reliability tests, the results of which are shown in table 27. Iterative
removal of only three elements increased the scores, to a level above 0.70 for four of
the constructs, which although is above the minimum limit of 0.60 (Sharma 1996) is a

generally accepted lower limit, (Hair et al. 1995).

Tan A Rel B Res C Ass D Emp E

5QL | .7288 | 505 | .7618 | SQ11 | .5861 | SQ14 | .5884 | SQ18 | .6090
802 | .5511 | sge | .7225 | sQ12 | .6098 | SQ15 | .7040 | Q19 | .6578
503 | .7692 | 5Q7 | .7208 [ sQl3 | .4907 | SQ16 | .6017 { SQ20 | . 7208

sQ4 | .6135] sqe | .7614 8Q21 | .6831
SQ9 | .7668
Overall .7409 . 7867 .6587 L7278 .7303

alpha

Table 27 Cronhach Alpha Levels for Service Quality Dimensional Constructs

Tan = Tangibies, Rel = Reliability, Res = Responsiveness, Ass = Assarance, Emp = Empatity

Columns A, B, C, D, and E represent resulting alpha values if corresponding efement removed.

Despite the lower limit of the Cronbach alpha score for the “Responsiveness”
construct {0.6587), it was still above the minimum acceptablc limit of 0.60 (Nunnally
1978). The questions listed in Table 27 are thosc for Tangibles (Tan, A), Reliability
(Rel, B), Responsiveness (Res, C), Assurance (Ass, D) and Empathy (Emp, E). The
values shown for columns B, C, D and E are the maximum possible for this data set.
For Column A, all four elements were retained, even though an increase score could
have bee¢n achieved, because the result was greater than the minimum limit of 0.70
and higher than the responsiveness construct (column C). This test proving

satisfactory, the data set was then subjected to principle component analysis.

193



9.3.1 Factor Analysis: Service Quality Constructs.

Similar to the process applied to the market orientation data, elements were retained
that provided the suitabie Cronbach alpha scores for each of the expected dimensional
constructs. In addifion to this, the Kaiser-Meyer-Olkin (KMO) test of sampling
adequacy and the Barlett’s test of sphericity were conducted. Acceptable retumed
values for these tests would indicate that this data set was suitable for factor analysis.
The values were found to be 0.709 for the KMO test, and 629.9 for the Bartlett’s test
at a significance of .000 and degrees of freedom value 171. The KMO test was above
thc acceptable limits (Malhotra 1996), and although the Bartlett’s test was weak, both
still indicated that this data sct was suitable for factoring and was thercforc subjected
to principal component analysis incorporating a Varimax rotation (Cronin and Taylor
1992). The total variance explained in this data set was found to be 68.24% (table 29).
The various elements loaded onto six dimensions as shown in table 28, and the
minimum level was set at 0.60 10 prevent errors arising due to cross loading problems
{Sharma 1998). Of the original 22 elements used in the SERVPERF instrument, 15
elements loaded onto dimensions which are equivalent to that described in the
literature (Cronin and Taylor 1992, 1994, Parasuraman et al. 1988, Zeitham! et al.
1990;) There is however one element (SQ3), which appeared to load separately and

consequently warrants further discussion at this stage.
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1 2 3 4 5 &
sQ1 L103p-.024] 139 775 .081) -.086
502 .307 -.128] .189 .782]-.044 .217
5Q3 .166] .159 - .025[ .264| .064 777
S04 .017 .156| .101] .728]-.018 .384
SQ% -672 .223] .83 .218{-.138 .346
SQ6 .498[ .163] .494 .158] 067 .184
5Q7 .B05 ,217 .136] .087[ .074 -.0356
508 .622)-,014} .063[ .039 -~.018 .538
5Q% 591 .149f .00z .205 .429 .035
SQ11 -.114] .301] .213]-.073] .845 .450
SQlz L4579 -.130] .230]~.324] .564 .159
SQ13 .067 .1191 .093] .103] .863] -.r08
SQ14 .089[ 797 .107] .020f .067 .073
SQ15 L0665 .669] .143]-.170] .004 .178
sQ16 .308 .767 .108 .052| .182| -.005
sQl18 .133 .002] .825 .091] .1i42 .014
SQ19 -.022] .191] .854) .098 .017 -.01§
SQ20 .197% .25% .486] .173] .158 .040
sSQ21 .475 .426| .3295 .141] .31f -.127

Table 28 Rotated Componcnt Matrix

Component Total % of Cumulative %
Inicial Variance
Eigenvalues

. 5.5 29,1, 29.1¢ .

! 2.1t ¢t 11.52 40.6¢

' 1.5¢ g.3¢ . 49.0: 4

! 1.4: 7.57 56,60

i 1.2¢, 6.3 62.9¢ !
v 1.00" 5.2¢ 68.2¢ )
7 . 958 5.040 73.280
g .757 3.986 77.265
S . 679 3.57%5 80,840
10 ,615 3.235 84.075
11 .524 2.757 B6.832
12 .493 2.594 89.426
13 .462 2.429 91.855
14 .402 2.114 93,969
15 .332 1.747 95,716
16 . 245 1.290 97.006
17 .239 1.258 98.264
18 .198 1.043 99.307
19 .132 .693 100.000

Table 29 Total Variance Explained for Service Quality Components
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Elements SQ1,2, 3 and 4.

From table 28 it can be seen that elements SQ1, SQ2 and SQ4 load onto dimension 4,
whereas SQ3 loads onto dimension 6. The questions to which these elements refer are

shown on table 30:

Tangibles
SQ 1: This centre generally has up to date equipment.
SQ 2: This centre’s physical facilities are visually appealing.
SQ 3: This centre's staff arc wetl dressed and appear neat.

SQ 4: The appearance of the physical facilities of this centre
is in keeping with the type of service provided.

Table 30 SERVPERF Dimension Questions: Tangibles

Three of the questions refer to physical items, whereas SQ 3 refers to staff. It would
appear thcrefore that this eonstruct does refer to tangible items, buf there is a
pereeptual difference of the “tangibles”. This in terms of equipment and physical
facilities as one construct (SQ1, SQ2, SQ4), and possibly another (SQ3) relating to
staff. This latter construct can still be construed as a “tangible”, but there is a not an
unexpected difference as viewed by the respondents between physical assets and the
facilities staff. The questions listed under each of the constructs are listed as follows

on table 31 (SQ3 is listed under tangibles):

Tangibles Reliability Responsiveness Assurance Empathy
SQ1 *1sQs *1sQ10 SQu4 v} SO .
SQ2 *1 806 sQiIl *| 8Qi5 *1 8Q19 *
SQ3 *| 8Q7 *| SQ12 *1 8Qi6 *| 5Q20
SQ4 *| SQ8 *| 3Qi3 *| 8SQ17 5Q21

5Q9 * 8SQ22

Tabte 31 SERVPERF Dimeasional Elements Found
* represent elements of the SERVPERF model identified after principal component analysis for this data set.
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Multiple Analysis of Variance Analysis

The service quality data set was subject to a Multiple Analysis of Variance analysis to
identify whether any significant relationships could be found within the four cases.
The initial results are shown in table 32 and significant differences were found for the
dimensional constructs of 1 and 4 which correspond to the elements of reliability and

tangibles respectively of the SERVPERF construct.

Source| Dependent Variable F_[Fsig.
Q58| REGR factor aceore 1 for snalysls 1| 6.728 .000
REGR factor score 2 for analysis 1| 2.105 .107
REGR factor score 3 for analysis 1 .597 .619
REGR factor gcorg 4 for analysis 1|15.382 .000
REGR factor score S5 for analysis 1| 1.556] .208
REGR factoxr score 6 for analysis 1 .B60] .468
Table 32 Tests of Between-Subjects Elfects
Dependent Case Mean Std.
Variable Error
S5Q_TAN c 2.298 .203
A 2.645 .259
B 3.574 274
D 5.156 .399
SQ REL C 2.026 .159
A 2.378 .204
D 3.275 .314
B 3.518 . 215
S0 _RES C 1.860 .230
D 2.209 . 452
A 2.438 .293
B 2.549 .31¢
SQ_ASS C 1.882 174
D 2.042 .343
A 2.228 .222
B 2.667 . 235
SQ_EMP ¢ 2.016 .229
D 2.437 .450
A 2.461 .292
B 3.132 .309

Table 33 Mean Values: SERVPERF Constructs for Each Case

SQ TAN=Tangibles, SQ REL=Reliability, SQ_RES=Responsiveness, S{Q_ASS=Assurance,
5Q_EMP=Empathy

Average values for each of the cases against the elements of the SERVPERF
construct showed a range of values (table 33). From this however, it is not clear if

there are any significant differences in the values, particularly for the dimensions of
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reliability and tangibles which have already been found to have statistically different
values. Therefore, a post hoc test of differences (Scheffe’s test) was conducted to
identify if any significant differences existed between the four cases for the
dimensional constructs “reliability” and “tangibles”. The results are shown on tables
34 and 35 respectively. The Scheffe test of contrasts indicates that these two
dimensional constructs each segregate into three subgroups for both constructs,
“tangibles” and “reliability”. The tables show that there are significant differences for
both constructs, but in a different order. For the element “reliability”, there are
differences and the cases fall into three subgroups. The range of values however is not
large, even for casc B which indicates the lowest value this is shown as 3.51. On a
scale of 1 to 7 this is not a low value. These results however do indicate that there is a
significant difference across the four cases, albeit in the three sub groups, which does

allow for some discrimination when comparing against the qualitative data, which is

considered later in this thesis.

CASE 1 2 3
C 31 2.0258

A 19 2.3789 2.3789

D 8 3.2750[3.2750
B 17 3.5176
sig. .758 064, . 906

Table 34 Scheffe Test: Construct “Reliability”

CASE b 2 3
(& 31 2.2984
A 19| 2.644712.6447
B 17 3.573%
D 8 5.1563
Sig. . 873 .1758  1.4000

Table 35 Scheffe Test: Construcl “Tangibles™

For the element of tangibles however (table 35), one case was markedly different
from the other three, Case D). This returned a relatively low value of 5.15. This

element is discussed in more detail later in the thesis, but the facilities in this case
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were older than the other cases, and were notably run down, and as reported in the
interviews in need of maintenance and repair, In terms of measurement this is a very

significant result.

9.4 Summary

The reliability tests via the Cronbach alpha measurement for each of the expected five
dimensional constructs were above acceptable limits and so indicated that this data set
was suitable for factoring (principal component analysis). Although the elements
loaded onto six dimensional constructs, it was only one element that loaded onto a
single dimensional construct, which was part of the “tangibles™ group. Closer review
of the questions indicated that this segregation could have come about as a result of
the perceptual difference in the respondents betwcen the physical facilities and
“people” providing the service. The literaturc does not provide any examples of this
separate construct which may be a result unique to this type of service, in that the staff

are an integral part of the provision in conjunction with the facilities.

Multiple analysis of variance tests to identify significant differences, if they existed
between the SERVPERF dimensional constructs and the local authorities indicated
significant values for the constructs of the “tangibles” and “reliability”. Further
examination using the Scheffe tests of contrasts identified that the cases separated into
three sub-groupings for each of these elements, indicating that in part this ordered the
cases in terms of the responses. The range of values however for thc element of

reliability was not as great as the element for tangibles.
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These results therefore indicate that this method is one which is suitable in this
context to gain measurement for the elements of reliability and tangibles within the

SERVPERF dimensional eonstruet.
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Chapter 10 QUALITATIVE DATA FINDINGS.

10.1 Introduction

Outlined in chapter 5, the research mcthodology adopted allowed a number of
findings regarding market orientation and service quality constructs to be drawn.
Information was obtained as a result of a quantitative and qualitative mixed methods
approach. Thc prnciple role of the qualitative stage was for the purpose of
triangulation with the quantitative data stage. In addition to this however, although the
data was obtained in a structured format, qualitative analytical techniques employed
for this section allowed the emergence of other issues which the quantitative stage
could not provide. This enabled the strengths of this approach to allow a richness of
meaning to be drawn from the information which is not possible using quantitative
methods alone. This allowed a wider analysis to be undertaken, which enabled ather
aspects of market orientation, marketing and service quality constructs to be
considered against the strictly measured market orientation and service quality model

constructs developed and measured in the quantitative stage.

A consequence of the mixed methodology approach (Creswell 1994), in that there has
becn a combined approach to using quantitative and qualitative methods, is that there
is no set method to the presentation and findings. Within this section therefore, there
is an analysis of the general and particular themes that arose, which allows an outline
of the themes of market orientation and service quality to be discussed, and then later
considered against the results and findings found via the other research methods

employed in separate arcas of this thesis. In this section therefore there are three
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major sections, (a) market orientation and (b) service quality constructs, then followed

by (c) raw data analysis of individual local authonties.

To assist the analysis, the number of statements were totalled for each local authority
to identify the emphasis placed upon each of the themes, and hence also for the
general dimensions, as a proportion of the total responses derived from the raw data
themes. This also enabled a comparison to be obtained between the market orientation

and scrvice quality dimensional constructs in terms of the volume of their presence as

derived from the raw data themes.

10.2 Theme Analysis: Overview

This stage was primarily intended as a triangulation mechanism against the
quantitative stage evaluating the market orientation construct. Qualitative analytical
techniques however allow a wider perspective with regard to the assessment of the
data, particularly with reference to related issues of market orientation and service

quality. Table 36 shows the comparative results for each of the constructs identified.

Constructs Identified from Qualitative Analysis.

Local Authority Cases A B C D ALL

Market Orientation 161 | 56% | 71| 33% | 77| 40% | 55| 45% | 364 | 45%
{Kohli and Jaworski, 1990)

General Marketing n 4% | 541 26% ) 53| 28% 14 ] 10% 132 16%

(not alrcady coded)

Service Quality (Croninand | 60 | 21% | 25 | 10% 13 7% 12| 10% 110 | 14%
Taylor 1992, 19%4)

Market Orientation (Narver 21 8% { 23 11% | 23| 12% 19| 16% 86 | 11%
Slater, 1990 model

dimensions)

General Service Quality 5 2% 19 9% 10 5% 6 5% 40 5%
(not already coded)

General Marketing/Service 4 1% 1 0% 7 4% g 2% 21 5%
Quality (not already coded)

Other 17 T% | 25| 11% 8 4% 7 6% 37 7%

279 | 100% | 218 | 100% | 191 | 100% [ 122 | 100% | &i0 | 100%

Table 36 Construcls Derived from First Order Themes
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The analysis of the data enabled the identification of three constructs and three
general themes. ltems that fell outside of these were coded under the category of

“other”.

(a) Market Orientation

This construct obtained the highest proportion of responses (45%) and in comparison
to the Narver and Slater (1990) model which gained 11% of the responses, suggests
that the Kohli and Jaworski (1990) fit was better. The market orientation first order

themes are considered under a separate heading.

(b) General Marketing

This theme arose not unexpectedly in the discussions of managers. A range of issues
arose, but it did not gain as much response as that of the construct of market
orientation. The major issues that appeared were measurement of marketing activity,
and relating it to investment, resources, definition of this area, andr marketing

communications.

First Order Themes: General Marketing Elements
Measurement 28 21%
Resources 24 18%
Definition 21 16%
Marketing Communications 17 13%
Organisational Structure 13 10%
Tangibles 12 9%
Motivation 9 7%
Positioning 8 6%
132 100%

Table 37 First Order Themes: General Marketing Elements
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(c) Service Quality (Cronin and Taylor 1992, 1994},

An issuc yet to be clearly resolved is that of the relationship between market
orientation and service quality (Chang and Chen 1998). This analysis indicates that a
greater proportion of response is taken with market orientation and marketing related
issues. Although it is unlikely that therc is a functional relationship between the two
constructs, this analyéis will show later there are elements of each of the constructs
which sit side by side providing a combined approach, which appear to be appropriate

for this industry.

(d) Market Orientation (Narver and Slater 1990)

This was thc theme which arosc according to the criteria of this market orientation
model, and did not gain as much rcsponse as the Kohli and Jaworsk: (1990) model
across all of its elements which comprisc this dimensional construct. One element did

gain consistent response however and that was competitor orientation.

(e) General Service Quality

This theme arose from the factors which were outside the criteria of the Cronin and
Taylor (1992, 1994) service quality construct. In comparison to the comments overall,
these did not account for a large proportion, and the item with the highest priority was
that of rﬁotivation of the work force. This was seen as a key issue in some cases
against perceived harsh conditions. The issne of resources also arises in ather

CONStructs as an issue which is considered important.
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First Order Themes: General Service Quality Elements
Motivation 11 31%
Measurcment 9 25%
Resources 9 25%
Definition 6 16%
Training 1 3%
36 100%

Table 38 First Order Themes: General Service Quality Elements

i) General Marketing/Service Quality {not aiready coded).

This theme arose from factors which were considered from both perspectives outside
of the considercd market orientation and service quality construct models. This did
not account for a significant amount of the total responses (1%), and as a consequence

is outside of the focus of this research.

(g) Both Market Orientation and Service Quality Constructs.

A few responses were coded “both market orientation and service quality” since they
could be interprcted as both. Statements included both service quality and marketing
issues. In total however these were very few in relation to the total number of
responses, and their content did not rcpresent any form of confusion with regard to
the issues or definitions in question. These were therefore not considered in this

analysis which at this stage focuses upon market orientation and scrvice quality.

10.3 Theme Analysis: Market Orientation Construct

First Order Themes: Market Orientation Construct (Kohli and Jaworski 1990)
A B C D ALL
Intelligence Generation 50| 316 281 3967133 4346|20] 3% 13| 354
Intelligence Dissemination | 54 | 346 [ 33| 476 (39 ) S1a| 18] 324 1.4] 40%
Responsiveness 571 356 ] 10 145] 5 6a| 18] 324 1| 254
161 | 100% ! 71 | 100% | 77 [ 100% | 56 | 100% } 363 [ 100%

Table 39 First Order Themes: Market Orientation Construct (Kohli and Jaworski 1990)
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First Order Themes: Market Orientation Construct (Narver Slater 1990)
A B C D ALL
Competitor Orientation 2011006 15) 640 10)] 436 6 324 Y 61%
Customer Oricntation 0 Gol O 1 o 2 Sol O 0% 2 2%
Interfunctional Co-ordination | 0 GCol|l 8| 330111 48 51 13 68 o 2] 37 %
21 [ 100% | 23 | 100% | 23 | 100% [ 19 | 100% 86 | 100%

Table 40 First Order Themes: Market Orientation Construct (Narver and Slater 1990)

There has been much discussion in the literature about the reliability and validity of
the available market orientation models available, particularly with regard to the
weakness of the self-reported measures by managers as a method adopted by
researchers (Cadogan and Diamantopoules 1995; Mathews and Diamantopoulos

1995).

The combined methodology and the qualitative analysis of the second stage adopted
in this research allows a comparison to be made, indicating a better match for the
Kohli and Jaworski (1990) constructs. Whilst marketing scholars have been keen to
investigate the nature and purported effectiveness of the market orientation models
available, no study has been found which attempts to suggest a weighting of the
elements which make up this dimensional construct, where perhaps a differing
balance of relative values might indicate better performance. The values provided are
intended only as a guide to give a comparative view across each of the cases and
construct elements under consideration and would best perhaps be used to indicate a

rank order. Comparison of each of these is considered next.

10.3.1 Kohli and Jaworski (1990) Market Orientation Construct

Intclligence dissemination gains highest priority of all responses within this construct,
which is reflected across three of the four cases. That said, the balance of responses

for these three elements distributes relatively evenly, the lowest value being
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responsiveness at 25%. The qualitative method adopted however is very inexact, as
can be seen by the compensating balance for cases B and C, where the proportion of

responses for “responsiveness” is very low in comparison to cases A and D.

This analysis does suggest however that the Kohli and Jaworski (1990) market
oricntation model is an appropriate mechanism to capture this dimensicna! construct.
In comparison with the quantitative data, case D performs statistically very poorly
against the other three. In the qualitative stage, the lowest number of responses is

recorded in comparison to the other three cases,

10.3.2 Narver and Slater (1990} Market Orientation Construct

Overall, in comparison to the Kohli and Jaworski (1990) model, responses did not
code effectively across all of the cases and elements within this construct. This is
consistent with other work in this area which questions the validity of this construct,

and empirical study indicated reliability difficulties (Sigaw and Diamantopoulos,

1994).

Interestingly, the one element which would have been thought to be significantly
important within this construct, customer orientation, fails to appear at all well in the
analysis. This is in contrast to recent work in the area which suggest that some form
of customer orientation is important as a “next step” beyond market orientation
models, that of “quality orientation” (Miles et al. 1995; Mohr Jackson 1998; Rapert
and Babakus 1996; Westbrook et al. 1996). Despite reporting a relatively high
proportion of responses for Interfunctional Coordination, the quantitative study found

Case D obtained a statistically significant low value compared to the other three cases
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for the Kohli and Jaworski (1990} element of intelligence dissemination. This could
be indicative of management activity reported, whereby what is stated is different to

the actual situation (Argyris, 1966).

(a) Competitor Orientation

One element however which had significant prominence within the responses in this
stage of the research was that of competitor orientation. Using the definitions of
Narver and Slater (1990) however, this term is somewhat bland and misleading as an
“orientation” construct. Although this description implies some form of intelligence
or information gathering about this item, the Narver and Slater (1990) instrument does

not capture any form of competitor information.

This element therefore reflects more of a concern or attitude towards competitor
presence by the respondent as defined in the Narver and Slater (1990) model. This
was found in a number of responses from the interviewees across all four loeal
authorities, but in no instanee was any information offered which suggested formal
research into the nature and type of competitors that were present. This was therefore

consistent with the Narver and Slater (1990) model construct for this element.

10.4 Theme Analysis: Service Quality Construct

First Order Themes: Service Quality Construct (Cronin and Taylor 1992, 1994
A B C D ALL
Tangibles 15] 25% 15| 60% 1 10| 77% | 6] 50% 46 42%
Responsiveness | 26 | 44% | S| 20% | 3] 23% | 6| 50% 40 36%
Assurance 3 13% ] 4 6% ) O 0% 0 0% 12 119
Reliability 91 15% | 1 4% | Q 0% | 0 0% 10 9%
Empathy 2 3% 0 0% | 0 0% | 0 0% 2 2%
60 | 100% | 25 [ 100% | 13 | 100% | 12 | 100% | 110 100%

Table 41 First Order Themes: Service Quality Construct.

208



At an almost equal level of response, in this qualitative stage the two highest coded
elements amsing from the raw data analysis were “tangibles” and “responsiveness’.
Due to the nature of the provision of sport and recreation providers, the maintenance
and other related activities, this highly placed item is understandable as a result of
interviews with managers. The low level of the element of “rehability”, which was
shown as a statistically significant item in the quantitative study is surprising, since
failure of service would almost certainly involve management almost immediately. In
contrast also, the element “responsiveness” did not show a significant result in the

quantitative study.

The range of rcsponses however in this stage does suggest that the elements which
comprise this construct are appropriate for this industry, particularly where managers
are being interviewed. Although the quantitative study did not show a significant -
difference for some of the elements, the survey instrument did allow for a “don’t
know” code. Had the respondents therefore used this extensively for these
dimensional constructs, spurious values would have been returned. This was not the

case however, which suggests that some elements of this construct are available.

10.5 Theme Analysis: Other Coded Elements

The elements which arose under this heading are shown in table 42, and the most
significant element to arise from the analysis under this heading was that of resources.
This accounted for nearly half of the coded responses. This element was seen as one
of the most important issues if facilities were to be developed and maintained, and in
one local authority amounted to an expenditure programme of several millions over a

planned period of some five years.
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Service Quality First Order Themes: Other Coded Elements
Resources 46 47.42%
Motivation 13 13.40%
Measurement 11 11.30%
Definilion 8 8.25%
Organisational Structure 8 8.25%
Environmental Issucs 4 4,12%
CCT 3 3.09%
Training 1 1.02%
Customer Reaction 1 1.03%
Culture 1 1.03%
Confidentiality 1 1.03%

97 100.00%

Table 42 Service Quality First Order Themes: Other Coded Elements

The element of “resources” is not considered as part of either the market orientation
or service quality constructs, but 15 an item which without sufficient support could
hinder either construct. It could be unique to this environment, in that performance is
not only linked to commercial measures, but political ones. 1t 1s an issne however
which does not appear to be addressed in the literature within the arena of market

orientation or service guality.

The other remaining issne was that of “motivation”, which drew both negative and
positive responses but was seen by many as an important issue of the provision of
service. The mechanisms which were reported as available to influence staff were
noted as being restricted, and exacerbated by the nature of the long periods of service
availability, and available resources to take staff “‘off line” in order to provide the
necessary training. All cases saw this issue as important and three (Cases A, B and C)
provided organijsation wide systems of training for staff, or application to obtain
investors in people/1SO 9000/1S0 9002, or both. Poor resources in case D was the

reason cited for not providing training or attempting other methods to influence staff.
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10.6 Qualitative Raw Data Analysis

10.6.1 Introduction

This scction considers various other aspects of each of the cases in this study, using a
variety of data sourccs to assist in the triangulation of the methods to establish the
validity and reliability of the data found. Each case is considered in turn, under a
systematic procedure which begins with the background to each of the cascs, and then
evaluating a variety of data sources including supporting documentation and
individual responses of management staff. The latter section reviews the data under

market orientation and service quality construct headings.

10.6.2 Local Authority Case A

(a) Background

This local authority was located on the south eastern coast of the UK and managed
three major facilities for sport and recreation. Thesc were part of a larger
multidisciplinary department, although the facilities were managed under one contract
which had been won through the competitive tendering process two years earlier. The
management structure provided one contract manager who was responsible also for
the largest facility of the three, with two deputies, responsible for the other two
facilitics. One of the deputics was also responsible for the marketing function of the

contract.

I. Leisure Centre A: This cousisted of a 33'/; metre swimming pool with a moveable
bulkhead, learner and beach pool, large sports hali, changing and shower facilities,
fitness and dance studios, sunbed, servery, and creche. The dry sports facilities
and studios offer considerable flexibility in terms of product offering, whilst the
“moveable bulkhead” epables the floor of the main pool to be raised and lowered
depending upon the nature of demand. Normally the bulkhead would be raised for
teaching lessons and similar activities, and in the lowered position for competitive

sports where deeper water was required (e.g. water polo and competitive
swimming)

2. Leisure Centre B: This facility offered a 25 metre swimming pool, a beach area
(indoor), flume, water features, servery, changing and shower facilities.
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3. Leisure Centre C: This provided a sports hall/skating rink, fitness and dance
studios, sunbed, creche, squash courts, sports shop, changing and shower
facilities. It is unusually positioned in that it 1s situated on the end of a Pier on the
Coast.

Total Income for the previous financial year: £1,339,359
Total Expenditurc for previous financial year: £1,366,424
Total attendances for previous financial year (excluding spectators) 646,486

{b) Review of Supporting Documentation

Compulsory Competitive Tendering Documeniation

The specification document issued by local authority A was very detailed and
provided operational dctails of the facilities, as well as limits required. This included
for cxample even the range of the temperature of the swimming pool water. Almost
all aspects of the operations of the facilities are covered, but there is a reliance within
the document upon the “tangible” items i.e. what can be seen, measured and
monitored. All of the facilities and their operation are considered as “the service”,
under which the “marketing activities” are specified. It is clear from the
documentation that there was a reliance upon measuring the “tangible” aspects of the

service for the purposcs of management, and that marketing was a sub activity of this

service.

The marketing functions are specified, and the requirement of a “sound marketing
plan” was necessary as a part of the tender bid of all organisations. In addition to this,
advertising, publicity and sponsorship were specified as separate activities which
tnust be attended to by the contractor. Market research in the form of an “all user

survey” was identified as an essential activity, but “at the contractors expense”. It is
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therefore not surprising that in the early part of the contract when finances were

reported as being very limited, this activity had not been undertaken.

{c) Case A: Interviews with Key Management Staff
Marketing Plans

The initial marketing plan was incomporated in the tender document for the
compulsory competitive tendening process. lts structure comprised a strengths,
weaknesses, opportunities and threats analysis, combined with general statistical
information about the population trends surrounding the facilities. This detail then led
onto the organisational objectives, facility, promotion, media and marketing research

plans.

Objectives: Thesc were somewhat global in their detail and covered only major
aspects of the operation. They were as follows;
1. Achieve annual target tumover for all centres,

Increase Passport to Leisure memberships from 6,980 to 7,850.

Increase attendances of those on low incomes from 5,000 to 15,000 per year.

LR

Increase swimming lesson courses bookings at the X centre from 350 to 600 per
course period and at Y centre from 340 to 360 per course period.

5. Maintain casual swimming admissions at the 1995/96 lcvel equating to 357,144
swims.

(Extract from “Marketing Plan” tender submission document, 1997)

The detail of the operation was concentrated in time based plans for each facility, all
of which were listed by facility, as were the promotion and media plans. All of these
plans were monitored on a monthly basis and slippage reported. At the time of the
study, other than the market research, no major slippages were reported at any of the

centres.
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Other documentation

Other documentation reviewed included the 1SO 9002 systems and audit
documentation which was very detailed and required review of all aspects of the
service from that of the customer areas to head office and the plant room operations.
All centres were required to comply with the systems for the purposes of the contract
and as management control. This mechanistic system relied upen “tangible” elements
of the service, but did nct provide any information about staffing style, attitude or

bechaviour, other that just a physical “presence”.

With regard to the overall monitoring of the contract, attendancc and financial
information was compiled for each centre manager, indicating an “above” or “below”
performance. This global information gave an emphasis with regard to income,
expenditure and attendance, and was given priority over other measurements at
managers and staff meetings. For example the first year of the current contract
resulted in an operating loss. Remedial action was taken, and when asked about the

performance increase:

“Well we made a loss in year 1 of £200k give or take a few pounds and we made a
surplus in year 2, end of year 2 just recently finished made a surplus of £33k and that
is on turnover of £1.8 million. So it is quite a good performance, we are very pleased
and the projects, we had a monthly subscription scheme that we introduced and we
increased the marketing output and very little else, there were other smaller projects
but it was really those two areas that we improved and we can look at what we call the
five star membership scheme and say that generated an extra £ 136k, so £136k from
£233 possibly derives from the marketing effort, there were other programme changes
and smalier items that we introduced.”

(Coutract manager, local authority A)
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Marketing: Definitions, role and function

The marketing definition applied by the marketing manager was also clearly a

comumercial one:

“..at's identifying and trying to satisfy customer requirements profitably”.
(Marketing manager, local authority A)

This involved managing to a clear business plan which was mecasured on an annual
basis by a net bottom line income surplus minimum limit. This was also an annually
fixed figure which was not permitted to be carried over to the following year, either
net income surplus nor net expenditure surplus. Managers of cach ceuntre were now
responsible for their own marketing plan within the overall business plan of the
department, although co-ordination of marketing was effected through the marketing

manager.

Two managers however in their intervicws were very emphatic about the links
between the role of the expectations of the customer, the primary function of

marketing, and that of providing a service:

“...the role of marketing is very much their business. If we are providing a service,
whereby we are trying to exceed customer’s expectations, and do it profitably, I
would hope that marketing is the driving force at every centre with every manager and
we are {rying to inculcate that with every member of staff”.

(Contract manager, local authority A)

The function of marketing was scen as fundamental to the operation of the
department. The initial contract agreement had not permittced a marketing manager
with a substantive amount of time dedicated to this function. The net result was a
significant fall in income for thc department early in their contract period. This was
then rectified and income levels were reported to have returned to the previous
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contract levels, The restrictions on contract spending however were very apparent
with the marketing manager being personally responsible for the design, creation and
printing of most of the departments marketing literature. Although the marketing

manager identified this method on the grounds of cost efficiency, he added:

*...I am the graphic design artist, ] am the onc with the Apple Mac, so my promotions
assistant is sort of a day and a half very occasionally. I've not seen her this week for
instance, and probably won’t see her next week and so it’s very, the actval sort of, it’s
not the system I suppose as the actual organisation of the department but some of that
is driven by the fact that one of our unstated aims is really one of survival in a
contract situation and being the early part of a contract that is the name of the game
really.”

{Marketing manager, local authority A)

There was evidence of a heavy reliance on the management side of goodwill towards
work output, and duplication of roles. The Director of Leisure services had noted that
a number of the marketing skills employed by the contract organisation were

beneficial, that staff were willing to provide them as part of their work duty and were

unplanned.

Marketing: Measurement issues

Difficulties were expressed with regard to the measurement of this activity. When

asked about how marketing activity was measured:

“We don’t really, we don’t have any, or only few objective means of measuring the
success of marketing effort. We tend to do it, when we won the most recent contract [
was under a bit of pressure from my new principal leisure officer to restructure, and
we resisted doing that and this chap I have who currently spends maost of his time on
marketing he was spending more time at one of the centres managing that centre with
marketing effort on top of that and no promotions assistant. Now we did notice during
the first year of the contract that our income took a dive, and our loss for that year was
greater than projected in the 7 year plan. Now wc had forewamed the council that that
was likely to happen, but we couldn’t prove it then and after year |1 of the contract and
got him away from that centre and gave him a promotions assistant and since then
have turned it around, but that is in conjunction with other projects so again we can’t
say that marketing effort mcreased therefore it generated a £30k or £ 50k additional
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surplus but our marketing output went up, promotional output went up greatly and it
has coincided with a much better performance™

(Contract manager, local authority A)

The mechanism of mcasuring the marketing output of the department was therefore
via income of each centre. Initial estimatcs are laid in a business plan, and these are
compared on a monthly basis against actual income for each centre. A need had been
identified for a more sophisticated management information systern, but at the time
this research was being conducted this had not been installed fully and tested. The
view of the contract manager and the marketing manager however was that marketing
as a specific entity could not be effectively measured, and was therefore an intangible
entity. The experience of the absence of a marketing manager, the drop in expected
income and the correlation of a return to expected levels of income once a marketing
manager had been appointed confirmed the view of all management staff that
marketing and income were intrinsically linked, but not to the level that both could be

proportionately measured against each other.

intelligence generation

Both formal and informal means were reported with regard to gaining information
about markets and competitors. Due to the financial restrictions, market research
activity was reported to be “behind schedunle™ and to date only one marketing research
programme had been completed since thc new contract had been taken over.
Competitors were also seen in respect of those who were “...competing for the leisure
pound”, i.e. any form of leisure that could take a customer away, to a similar service,

to a contractor who may bid in the futurc to win the contract to manage the local
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anthorities facilities. As a rcsnlt considcrable care was taken by the staff to ensure that

financial information was not disclosed to unanthorised third parties.

“...we know we have to be careful abont our information and who sees it, becanse we
do the same and try to obtain our competitors information. 1 am sure we are better af it
than they are, becausc 1 am sure that we have got their information but they do not
have ours”.

(Contract manager, local authority A)

Intelligence dissemination

Communication within the organisation was indicated as an cxtremely high priority, it
being part of an overall major area of commitment as determined by the council. The
major mcchanisms described were via formal meetings in which information *..was
cascaded” via weekly and monthly meetings. Marketing information was
disseminated via these meetings, the subject being specified as an agenda item at most
of the management and staffing meetings. One of the problems highlighted however
with respect to this issue was the high turnover of staff due to low pay rates.
Significant emphasis was therefore placed upon induction and other training to inform
staff of marketing and other related issues. All managers reported the communication

issue however as problematic. Reascns given for difficulties ansing included:

Shift working patterns.

Long opening hours.

Seven day opening operation.
Geographical location of centres.

Poor IT communication system.

A e e

Poor internal postal system.
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Responsiveness

The major mechanism of identifying this aspect of marketing is measurement via
attendance, particularly for specific projects. One of the tactical advantages gained in
winning the contract was the specification of new projects which were started at the
onset of the new contract. One major scheme introduced for this project was a “ Five
Star Project”, aimed specifically at a higher paying customer for the dance studios and
gym. The anticipated membership was approximately 1000, and the number enrollcd
was actually 1300. A ceiling was set once this figure was reached to prevent overuse
and overbooking. This membership figure was reported to have represented
approximately 50,000 to 80,000 increased attendances per year, which would have

been in excess of the previous contract’s specified minimum targets.

The business plan identified the organisation’s intended approach. The operation of
this department enabled the organisation to be run as a “business”, in some respects
being reported by the Director of Leisure as being counter culture to the normal
working of the local authority. This was supported by the view that the Directorate of
Services organisation (DSO) permitting the contract to be managed at “..an arm’s
length”, pcrmitting greater flexibility with regard to decision making. Responsiveness
is a planned approach however, particularly as a result of the compulsory competitive

tendering process, and activity is carefully measured against income and expenditure

on a monthly basis.

“..we are working very much in a, it's not really a competitive environment, we are
working in a contract environment which means following a tender, budgets are really
tight for at least 2 years we have to instigate a number of growth items projects, very
very quickly after winning tender, we have, really what 1 would say a limited number
of management resource and so we tend to focus on key areas, key result arcas, we
have to get straight in and we have to get those off the ground, we have spent, we
usnally spend quite a lot of time preparing for that point so it not a question of just
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diving straight in and running around like headless chickens, but it is a very pressured
period and the timc goes very quickly and we need those projects to pay dividends
quickly or else the contract doesn’t survive, we have just completed the first 2 years
of this 7 year contract and they, all the projects have paid dividends but it does result
in a number of things going out of the window, the business planning process is, I
suppose because we have planned for that 2 years, we know what we need to focus
upon and our effort really is directed towards that.”

(Contract Manager, local authority A)

“Response” was determined somewhat by a product driven culture, the facilities being
the main focus of the provision, rather than a classic marketing approach which used

customer research methods to determine product/service demand.

Marketing: other

Although marketing is seen as an essential tool, it is observed as being a tactical day
to day activity in terms of its operation. It is limited due to the financial constraints of
the contracting mechanism, and problems of communication across the department
impede some of its efficacy according to the management staff. The marketing plans
also specify activities to be undertaken, but are very weak on mechanisms of
measurement and feedback on major arcas. There was however an intrinsic link

observed between marketing and services quality.

Service Quality: Defimtions, role and function

Services quality was obscrved as being intrinsically linked with marketing:

“Services quality, right, end product. The vital part that marketing plays in that the
marketing we do should actually achieve what the end product that we require.”
(Director of Leisure Services, local authority A)

Despite the essential need of the facilitics to provide the product, services quality is

certainly viewed as being significantly dependant upon the staff,
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“..we are obviously very conscious of the fact that it’s the staff that staff have really
got to lead the way (good service quality provision at the centres)”

(Marketing manager, local authority A}

Services quality was therefore seen to be an enabling function, the means by which
customer satisfaction was achieved by the combination of the facilities and staff.

Improvements in service quality were interpreted as the ability to employ more staff

in the short term.

“,..because of thc financial pressures, it is a tight rope that we have to get the balance
just right. We could provide a much better quality service if we employed more
people. As a simple example, either more managers, and more front line staff, we
would prefer to have more receptionists working out on the front, we would like a
custorner services desk, but the pressure in the first couple of years is such that we
cannot entertain that, it is within the strategy further along the line, and it certainly
hinders in that respect and 1 think in the old way of doing things we would have been
able to justify higher budgets and we would have been providing a better quality
service. We try to provide a service that is acceptable, it won’t drive people away, but
with that we have to watch what else is being provided in the district
(re:competition)”

(Contract, local authority A)

Service Quality: Measurement issues.

This was viewed as an organisational issue in terns of the systems that were in place
both extemnally and internally. External verification via the ISO 9002 hall mark was
seen as an essential component and a requirement for the organisation for both the
customers and as a part of the tactical advantage when undergoing the tender process
of the compulsory competitive tendering mechanism. This incorporated a formal
system of inspection via a “quality inspector” who reported back on a detailed set of
measured items on a fortrightly basis. The majority of these however relied upon
“tangible” mattcrs, particularly those that were described and defined in the CCT
document. ln addition to this, informal means of measurement included the

complaints levels, and the customer comments forms, the content of which were
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reported on monthly. Informal means of measurement were in the process of being set
up via focus groups and interviews with customers, but at the time of this study none
as yet had taken place, the reasons given were shortage of staffing resources and

finance being the major reason for the delays in implementation.

The emphasis as reported by the managers did rely upon the tangible issues of the
services reported from the various sonrces, co-ordinated by the contract and
marketing manager to determine what level of resounrce, and hence the priority of the

service issues in question:

“..my role is to work with each manager, and is for me to evalnate the level of
customer service quality at each centre. Whether it is access to the centre as you
struggled with today, or car parking, receptions, queuing, intemal signage, notice
boards, guality of changing facilities. That is partly my role, the role of the marketing
manager, and his meetings with the varions centre managers.”

(Contract manager, local authority A)

Tangibles

Two major issues that are perceived as key to management are the facilities
themselves and the staff that provide the service within the facilities. Design faults are
not easily remedied if reference was needed to the Council for works to be
commissioned. Time scales in some instances of two years from problem reporting to
repair being reported, this being due to financial restrictions being placed upon the
council. If financial surpluses permitted however, the management of the contract
team were prepared to invest in building repair if it was seen as an improvement to the
quality of service and would enable either an improvement, or lowering of

complaints. This however would not necessarily be linked with revenue increase.
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One of the major difficulties however perceived under this heading with regard to
staff was the relatively high tumover. Methods of overcoming this included training,

communication and effective induction:

“We had a day away, all the managers last week, partly to try and get us back on track
with our planning processes and having another look at the strategic direction of the
contract over the next 5 vears, and what we need to do with regard to best value. But
50% of that day was spent on looking at how we could look at improving on staff
involvement, participation, communication. The major problem that we do have with
predominantly low pay rates, whether we ought to look at a performance related pay
scheme, high staff tumover, communicating with staff was a topic of the day and have
got to improve on that. We do have schedule of meetings, but those meetings tend to
be a little bit too 1 suppose operational, which is necessary, but we do try and drop in
training elements within those meetings but there is a distinct lack of involving staff

in decision making processes, and we certainly want to look at how we can develop
that,”

{Contract manager, local authority A)

Reliability

This aspect was viewed under two major headings, that of the facilitics and that of
staffing issues, but these were seen as combined with regard to the provision of the
service. Prior to the compulsory competitive tendering process many ycars previous,

the service was described by the contract manager as a “caretaking role”:

“I have been here, must be in my ninth year now and I came in at a time when all the
staff present were really providing a caretaking service, they were all very nice
people, they were well liked by customers, but they were pretty much opening doors,
setting equipment up, and doing the cleaning.”

{Contract manager, local authority A)

The means by which reliability issues were reported intemally were via the staff
meetings, weekly, monthly etc, as well as via the quality inspector. These mechanisms
however did rely upon the “tangible” items that could be specified and measured,
whereas the customer viewpoint relied upon the self-reporting complaint mechanism

and comments cards and was therefore not systematic nor measurable.
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Service Quality: other

A term which arose in discussions with the managers was the improvement of
services for the customers to over and above their anticipated level of “expectations™.

Exceeding this was a means of inducing customer word of mouth advertising:

“...we introduced at an early stage, and that continues because of the staff tumover, an
ethos where we are going to try and go beyond that, where we are trying to exceed a
customer’s expectations, 1 think “wow” factor is one of the latest buzz words, isn’t it,
where you are not just opening doors and locking up behind them. We are trying to
provide that extra bit of service where a customer will go away and tell people about
it, perhaps even come back to me and say, “really was impressed at the X Sports
Centre the other day” or Y, everybody nowadays I think is trying to provide a good
quality service, and it is that exceeding expectations angle that we would try 1o
introduce to staff over the years, that they have to go beyond the norm. A customer
will be quite satisfied I am sure providing the buildings are clean and the water is the
right temperature, and is healthy, and the showers work and providing they get a smile
when they get to reception and no one is rude to them, I mean that is what we would
describe as acceptable standards, but we want to go beyond that and we need to try to
involve the staff, motivate the staff to want to go beyond that, otherwise they might as
well tread water themselves, so we are beginning to re evaluating all that, but that is
nothing new, that is something we have tried to do over the nine years and we have
had some success, but is a very difficult one to maintain”.

(Contact manager, local authority A)

Although this was seen as an important mechanism from the customer perspective, no
means by which this could be measurcd was stated in any of the formal or informal

systems, other than “the managers view”.

10.6.3 Local Authority Case B

{a) Background

This local authority is situated in the north eastern part of sonth east England, serving
a typically large cormnutling community. The sport and recreation facilities are
concentrated in this borough into onc major facility consisting of a large range of

sports and recreation products. This is managed by a local authority management
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team which had won the compulsory competitive tendering process twice against a

number of other bids.

1. Leisure Centre A: This facility consists of an ice skating rink, three swimming
pools (main pool with flume, outdoor pool and leamer pool), large sports hall,
health suite (two sauna cabins, sunbeds, jacuzzi), snooker room, three squash
courts, fitness room, creche, two licensed bars, restaurant and snack bar, catering
kiosk and sports shop.

Total Income for the previous financial year: £1,618,754
Total Expenditure for previous financial ycar: £1,626,100

Total attendances for previous financial year (cxcluding spectators) 1,045,145

{b} Review of Supporting Documentation

Compulsory Competitive Tendering Documentation

This documentation was typically detailed, and described the “service provision”
covering all activities of the operations of the centre. Requirements to produce

business and marketing plans were included, as were the objectives required of the

contractor.

(a) To 1mprove the health of rcsidents of the Borough and to improve the
quality of life generally by providing a mixed and balanced programme
of sporting and leisure activitics and sporting education and training to
cater for the needs of all age groups and abilities including the
handicapped.

(b) To achieve the fullest possible use of the Centre for sporting and leisure
activities and informal, social and refreshment purposes.

(c) To provide opportunities for the development of sporting excellence

and the establishment of LA-B as an important regional centre for sport
and recreation.

(d) To provide opportunities for cultural and entertainment activities where
these can compliment activities at the Council’s other cultural and
entertainment facilities.

(e) To attract visiors to LA-B.

(f) To operate the centre at the lowest cost to the Council that is consistent
with other objectives.

(Service Objectives, CCT specification , local authority B)
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These were very general in their interpretation other than to indicate a mixed
programme of activity, and objective (f) which provides the only operational

measurement which is via a financial benchmark.

Marketing Plans

This identified outputs in terms of “increased awareness” and required activity
through availabie media. Measurement of marketing plan activity against tangible
items was not detailed, emphasis being placed upon qualitative issues, e.g. branding

descriptions, media and direct mail operations.

(©) Case B: Interviews with Key Management Staff

Marketing: Definitions, role and function

Marketing was scen as a wide set of activities, but only in the context that it was an

income driven operation:

“ Well as far as we are concerned it is a continual process, | mean we are talking
about X, it's an income driven operation. But it’s a big centre with a substantial
turnover with a customer throughput in full year with about three quarters of a million
people. So it relies on the money that comes through the till, and the people who come
through the door pay that money, and only come through the door if the services that
we provide ate the ones that they’l] pay for.”

(Director of Leisure Services, Local Authority B)

The marketing manager of the department, closer to the function held a wider, more

pragmatic view with regard to the marketing function:

* it takes marketing on a wider view, so from my point of view marketing takes forms
of advertisement, from internal and external, actual press release, obviously
newspapers local radio. We don’t do anything on an international scale as such, even
though the ice show does actually go wider a field and throughout the whole of East
Anglia, and also promotions, and that’s whether it’s providing complimentary tickets
and competitions or whether its actually going out and doing a stand sort of at a show.
So | mean, we do from our point of view in marketing take on the whole what sort of
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span of what wc can possibly do and also obviously market research and what our
customer’s want, and also what the staff think about the product we are providing.”

(Marketing Manager of Leisure Services, Local Authority B)

The integration of the marketing function with the operation of the service was
enforced by placing the manager in charge of service staff such as reception and other
operational staff. This duplication of roles (manager of staff and marketing) did
provide the manager with direct communication lines to staff who had first contact

with customers, which was viewed as an advantage by the marketing manager.

Marketing: Measurement issues

Until recently, measurement of this activity was based upon revenue and attendance,

but weaknesses in this approach had been identified:

“We are talking about developing some ncw measures, these are always a bit difficnlt.
Some of these include things like, marketing spend per visitor. This is just the first list
that we produced a while ago and this 1s best value orientated. But trying to play the
dangerous game of cost ratios which take marketing spend into account and trying to
focus it down on specific areas. The problem with these is that there are always all
sorts of other variables which, you know we get a really good summer, we’ve got
three swimming pools and the marketing doesn’t make the slightest bit of difference
i’s the sun coming out that brings the people in. But what we think we are trying to
develop is more targeted objective measurement; was this year’s summer programrme
for kids more beneficial across all sorts of measures and what were the reasons and
try to develop ways of analysing that. But it is difficult, I mean ] think probably we
are very much driven by the bottom line and if we can feel that there is a degree of
measurable benefit, then you tend to get a gut feel rather than actually have. 1 mean
you can develop all sorts of figures but actually what do they mean is very difficult
sometimes. 1 mean the other thing that we do rely on are the sort of customer surveys
we do because 1 mean they, periodically, well in this case annually, they cover the
same areas in so far we are able to tell they are consistently applied. A lot of them
rclate to, well I mean they-all relate in one way or another to the nature of the offer
and the public perception of that customer attitude. So I would like to feel that
marketing would play a strong part in that.”

(Director of Leisure Services, local authority B)
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A performance indicator system was being considered at the time of this study which

incorporated a number of measurcs which included:

1. Average spend per head (customer).
Staff costs as a % of total income.
Marketing spend per visitor.

No. of visits per complaint/compliment.
Income per item of fitness equipment.

Marketing spend as a % of total income.

R O

Spend per head (customer) of catering.

This process was in its formative stages however, and as stated, up to this point in
tinle measurement was based upon income/expenditure and attendance base line
figures. The contract manager expressed difficulty in measuring marketing activity, in
that he stated: “he couldn’t”. With regard to image and reputation, informal
qualitative mechanisms were used and provided a general perceived outlook. This
mechanism however did not provide any quantitative measurement, although negative

returns would result in management action:

“(to mcasure the marketing function)...it’s difficult to actually do that, we do know
that we are a busy and successful centre. We do know from our market research and
our external assessment that we are doing a reasonably good job. We do know from
our market research where our customers find out about us and where they listen, they
basically listen to us on local radio and see us in the local paper. But again that’s very
difficult to assess in figure terms. Having said that, our attendances are going up and 1
mean 1 would like to be able to put figures to it, but I can’t at this stage, it would be
nice to but I can’t.”

{Contract Manager, local authgrity B)

Despite this difficulty to measure the marketing function, it is still considered an

important asset, so much so that the marketing manager is a member of the senior
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board of managers which operate this very largc centre indicating its high political

status.,

Intelligence generation

A significant emphasis was placed upon the intemal systems, particularly comment
cards and complaints, as a source of information. These were usually qualitative in
style and communicated imtemally via management and staff meetings. External
mechanisms also placed an cmphasis upon attempting to link information to

attendance figures:

“I keep a list of things 1 have actually advertised throughout papers and press releases
that have gone out through the radio station. We obviously keep an eye on the figures
of attendance. If 1 change a style a leaflet [ will also keep, I mean 1 will speak to the
iustructors as well as keeping an eye on the figures, I don’t just do it by computer. It’s
mainly a case of looking at the figures of people that coming in, but also finding out if
people are actually aware about it so, because we have got the people at the council
that are not actually here, it’s quite easy sometimes just, if you are going down there
to do something else just to speak to people and see if they are aware of something
that you have done recently”.

(Marketing Manager, local authority B).

it was clear however that any information derived was in some way linked to both
income, expenditure and attendance figures, mostly due to management awareness to
prevent deviations from the projections in the business plan in the short term,

especially financial.

Intelligence dissemination

This was secn under two headings, internal and external. The intermal system

consisted of the formal communications systems, staff and management meetings etc,
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but was identified as being problcmatic due to the shift working pattems and “cross

over’ difficulties between functional areas:

“Bccause we’ve got two reception areas because the X is completely separate, it’s
important that at the morment to make sure that the cross overs people up stairs know
what’s going on down stairs, other wise you don’t see, people don’t seem 1o know
what the other half is doing.”

(Marketing Manager, local authority B)

The mechanism of intelligence dissemination was also considered by the contract
manager as an ¢xtremely high priority, the problems in this area being a source of a
number of problems. Many different mechanismus had been introduced in order to

enable effective communication, but this aspect was still identified as a problem area:

“I mean we have, we obviously intemal memos, we have a staff newsletter, we have
mcetings we have all the nommal forms of communication that we have. We have a
computer screen so we’ve got the opportunity to leave messages and that sort of thing.
Having said that we’ve got all of those mediums, telephone, voice mail you know
communication is always seems to be a problem in this. Tt is exacerbated by the fact
that we are open extensive hours and 1 think it needs to be said that some individuals
are motivated to let staff know and others aren’t and that’s quite a difficult situation to
get over. 1 mean we are working on it and we’ve introduced more meetings and more
focus groups than we’ve ever had before, but if T could solve the communication
problem it would be very nice thank you very much.”

(Contract Manager, local authority B)

1t would appear therefore that the large range of facilities and the resultant working
shift patterns has created difficulties with regard to effective intelligence

dissemination within this centre.

Respongiveness

The key criteria for determining action was stated as “income”. This was dctermined

as part of the compulsory competitive tendering process. Difficulties were expressed

230



with this method and approach in that the flexibility to change according to demand

was curtailed due to the financial constraint placed upon the organisation.

“..because the centre is run on a contract, the fact that it is a sort of 4 to 6 year life
span doesn’t help because the main decisions on objectives, financial, social etc are
done at the start of the contract and therefore there is not the ability to make a change.
There is the ability, but it simply doesn’t happen within the period of the contract
unless there is a huge reason to do so.”

(Client Manager, local authonty B)

The planning mechanism and process is therefore seen as a hindrance to
responsiveness rather than an enabling mechanism, especially when combined within

the financial constraint placed upon the department.

Service Quality: Definitions, role and function

Definitions of this topic were somewhat elusive and identified indirectly via

attendance.

“...there is obviously bums on seats in terms of numbers through the door, and that’s
sort of a poor quantitative measure that I would say that people like me have been
relying on for too long. There’s that, and you can’t dismiss that.”

(Client Manager, local authority B)

An issue which arose as important under this heading was that of “customer
expectations”. The provision of sport and recreation, and the customer involvement

was linked intrinsically with expectation as a key topic in the management perception.

“Well, it’s not necessarily top quality what it is I think something that matches up to
two things 1 suppose, firstly what we have said what we are going to do, and then
what the customer expectation is. Now sometimes customer’s expectations is
significantly more than what we said we were going to do, and that’s always difficult.
But, I mean 1 think basically as long as you deliver what you said you are going to do
and you deliver that in the right kind of way then I think that is it.”

(Director of Leisure Services, local authority A).
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Three concepts arise from this, expectation, performance and reliability. Although
identified by thc Director of Leisure services as important, mechanisms of
determining thesc three areas by measuremcnt means had not been established with

the organisational system.

Service Quality: Measurement issues.

Repeated emphasis was placed upon the internal measured “bottom linc figure” of
income, expenditure and attendance. Other than informal qualitative mechanisms of
complaint, custorner cards and staff discussion, no other means were identified of
methods of measuring service quality, despite it being stated as “important”. Some
areas were identified as a “monopoly”, and carried icss attention by management in

terms of service quality, but a key determinant was stated as:

“..because obviously if people are coming in, and they are coming regularly and we
can measure that fact that the same people are coming back and they are satisfied and
thatr obviously got to be very valuable test.”

(Client Manager, local authority B)

This reliance upon repeat visit has been built upon historical experience. Reviews of
customer surveys indicated that 83% of attendances wcre once per weck or greater.
This suggested that although service quality measurement was not directly indicated,
service quality provision was set within certain ranges that were acceptable to the

customer, but undefined in quantitative terms for management.

There was also use of external measures conducted by independent agencies such as

the Institute of Leisure and Amenity Management, which provided customer audits,
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MORI resident surveys and user comynittees. This information was communicated to

management and staff via meetings ctc.

Tangibles

The product/service range of this authority was “tangible led”, i.e. without the facility
the activities could not effectively take place. One product was considered a
“monopoly” for the cntire town (swimming pools). The range of facilities in this
centre was however large, the authority choosing to centre all major sport and
recreation facilities in the one location. Problems were expressed however with regard
to the fabric of the building, and that some competitors to some of the product/service
offerings were opening with “newer” facilities which were enticing some of the more
wealthy clicntele away (weights and fitness training). As a result of this building
works had been programmed, but time delays had becn noted, which caused some
management conccrn especially as a “new” commercial facility was dune to open in a
fcw months offering a competing product to the “monopoly”. The newer facilities
were considered as a higher quality, and pians had been instigated that wouild possibly

match this.

Reliability

The majonty of the facilities which were offered by this local authority do not have a
high staff involvement with regard 10 the provision of the service i.e. the swimming
pools and ice rink. Reli.ability is therefore easily identified by basic tangible
measurements, the presence of the raw elements of water and ice respectively. Other

elements of the service also did not require high levels of staff involvement such as
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catering, bars and sports halls for non instructor led services. As a result, the
reliability of the facilities was in the main determined by a technical approach and the

costs of running each section.

10.6.4 Local Authority Case C

{a) Background

This local authority is situated on the outskirts of North London serving a large rural
and commuter population. The facilities are currently undergoing an extensive
refurbishment programme, but are still operational whilst the building works are being
conducted. In one instance the facility is new, and is currently ouly part of a building

programme which is ongoing.

1. Leisure centre A: This facility is currently under extensive development although
a substantive part of the sports and recreation provision 1s open and functioning
normally. The facilities that are operational consist of a 25 metre swirnming pool,
creche, children’s play area, health and fitness studios and dance studio.

2. Leisure centre B: This centre was built in the early 1970’s and comprises a large
sports hall, fitness suite, sunbed rooms, two squash courts, outdoor football area,
and threc netball/tennis courts .

3. Leisure Centre C: This centre comprises a 33'/3 metre swimming pool, large

sports hall, creche, bar, hcalth suite, multipurpose rooms, synthetic hockey pitch
and grass football pitches.

Total Income for the previous financial year: £2,198,990
&%k
Total Expenditure for previous financial year: £2,346,430
*ox

Total attendances for previous financial year (excluding spectators) 761,386*
* Figure for one centre estimated on four month attendance extrapolated to one year.

(Centre opened in Feb 1999)

** Figurc based upon adjusted budget projections based upon previous year’s actual,
reduced by 3% to allow for inflation so figures are comparable against other
authorities for last financial year.
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(b) Review of Supporting Decumentation

Compulsory Competitive Tendering Documentation

The documentation under this heading was extremely detailed, complex and
attempted to cover all eventualities in terms of service operations and marketing.
Initially, contract bids were required to incorporate marketing plans not only in
general terms, but specifically for each centre. The objectives laid ont in the tender
document were also very detailed, and were time/financially constrained where
appropriate. The roles and responsibilities of the contractor and client were very clear,
even to the extent for example, of specifying that waste bins must not be allowed to
fill greater than 30%. Significant emphasis was placed upon the importance of

producing a marketing plan to which the contract organisation would operate.

Service quality was descnbed in the contract document by the vanous operations
required, for example the cleaning routines, which staff were rcquired to follow.
Considerable emphasis was therefore placed on “tangible” issues, mostly in the
operations section of the specifications. Detail rontines were laid down, including

photographs of items to ensurc ¢lear communication of the specified tasks.

Marketing Plans

The marketing planning documentation was the most extensive of the four case
stndies reviewed, the main document being some 11,000 words in length. Major areas
identified are: staff, communications, health and fitness, product development,
strategic alliances, youth, r;:search, systems, IT, and a major new centre. These were
dctermined by internal management groups working to produce key activity areas

based upon factors including management prioritics, customer attendance Icvels, and
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a strengths/ weaknesses/opportunities/threats analysis. The various activities were
considered under the headings of: cleanliness, health and safety, maintenance &
cquipment, customer service, diversity & quality of programme, staff expertise and
welfare, and communications. Each of these in tum was extensively described with
aims and objective details. Objectives were normally date limited, but most activity
was not quantitatively measured. What was clear from the documentation however
was that the marketing plan was an active document used by all management
throughout their operations, with reference to both marketing and services activity

which will be discussed later in these findings.

(c) Case C: Interviews with Key Management Staff

Marketing: Definitions, role and function

A number of the management staff were of the perception that marketing and service

provision were “what they did™

“I think that in everything the we do I would not like to classify it as marketing or
management or service provision. I think that everything has to be integrated in ali
actions that we take with a mind to promoting our service and providing a quality of
service which using the cliché meets and exceeds customer expectations.”

(Director of Leisure Services, local authority C)

This view was echoed by other managers in the authonty, for example:

“1 would suggest the everything that we do from the service we provide, the facilities
that we are offering, the experience that the customer enjoys hopefully. Cleanliness,
safcty, everything that we do from the moment the customer arrives to the moment
they leave and in terms of those that are using us and hopefully that expenence in
attracting others.”

(Manager A, local authority C)

I sec marketing as a much bigger function than simply letting our customers know
what we are doing. So yes it encomapasses all of the things that I have already
discussed about looking competitors, looking at industry trends, looking at you know
how other centres influence their service delivery to customers, are they doing things
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better than we are, it’s about looking at best practice and replicating it here and that
might be within C, or I would say it would be beyond that, it’s looking at other leisure
providers, and 1’d see the publicity part of it as supporting that function. So that
would really be the outcome of that process.

(Manager B, local authority C)

Others described this process more classically as “getting and retaining customers”,
(manager C, local authority C). This wide definition created marketing with the image

of being intangible, and created difficulties with regard to the measurement of this

activity.

Marketing: Measurement issues

Despite the extensive plans and the integration of marketing planning within the
management structures, measurcment of marketing as an activity was described as
“problematic”. Systems of measurement were all manual, and 1T systems had not
cffectively linked this function. Quantitative financial and other information was
therefore circulated approximately two months after collection. Management action
against quantitative data was measured against “bottom line figures”, particularly

against the business plan that had been initially submitted for the compulsory

competitive tendering bid:

“l suppose at the end of the day it is to determine if you have achieved the objectives
that you have achieved in your business plan and those objectives can be measured as
| think 1 said earlier in terms of finances, in terms of number of people using the
building number of new activities that you have introduced your meeting targets for
various target groups if you have got those etc

(Director of Leisure Services, local authority C)
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The unccrtainty produced about the mechanisms of measuring the marketing function
still however had not sufficient impact for the marketing function to be either

eliminated or curtailed.

“Now that is a fairly glib answer because what you could say is right, don’t spend a
penny on marketing, just don’t spend anything and go for a year and by that I mean a
penny on advertising and promotion as opposed to marketing in the bigger picture,
don’t spend a penny and see what happens and it would be quite fascinating if you
would be prepared to take that risk, 1 think as I say I don’t think we could ever givc up
this sort of intemal marketing, you know the quality of service, the staff delivering the
good scrvice and being polite etc but 1 would love to have the guts one year to say
right we spend in the region of a guarter of a million pounds on marketing, that
includes staff uniforms and one or two other bits and pieces. But I would love to say
you are only going to have £125k this year and 1 want you to achieve the same results
as the year before. I takes a brave person to do that but it would be very interesting to
see whether it would still work out and 1 don’t know.”

(Director of Leisure Services, local authority C)

The management activity which resulted under the heading of “marketing” and driven
by the marketing manager through the management team was considerable, with
significant amounts of output resulting from qualitative analysis of the various aspects

of the marketing plan.

Intelligence generation

Considerable c¢mphasis was placed upon multiple sources of information by
managers, both internal and external. Formal mechanisms of commun;cation, eg
appraisal meetings with staff, enabled data to be then communicated to other
managers to assist in programme development. Other sources of internal information
included for example architects and contractors warking on site at one centre still
under completion and even in one case listening to staff who have been in contact

with the public in the town centre on an informal basis. Other than market research
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conducted, other formal systems of intelligence generation from customers relied

upon complaint and comments cards. These were collected weekly and reported

monthly.

Intelligence dissemination

An extensive system of formal communications methods exists within this authority
to enable staff and management to exchange information at all levels and across
centres. A large variety of meeting groups, team, staff, appraisal, management
meetings were all described. Emphasis was placed upon differing management staff
being in membership of the various key activity groups. The main focus of the various
groups set up was via the marketing plan document, and information was considered
under the major headings of this document. Significant emphasis was placed upon the

staff experience with customers as a source of information within this process:

“...communication is a, | was going to say a two way process, but it’s more than a two
way process isn’t it, it’s more. Staff are aware of their role within the centre, if there
are changes operationally or to the programme or marketing or there are corporate
imtiatives that we have taken on board, obviously they need to be aware of it. They
are going to have interaction with customers on a regular basis that maybe I am not
going to see or receptionist staff isn’t going to see, or a member of the teaching staff
isn’t going to be aware of, so it is important that they are communicating back to me
any ideas that they may have or any you know informal comments that people might
be making, that they just think I don’t really need to, or it’s not my remit to deal with
that. It’s encouraging that ongoing dialogue.

(Manager B, local anthority C)

Although not quantified, it was clear that a considerable amount of emphasis was
placed upon communications within the organisation, and resource dcvoted to it. The
feedback mechanisms employed were not only management sourced, all staff were
encouraged to attend a variety of meetings to promote communication and feedback

with regard to the operations of the centres:
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“Within each of our centres there are management team meetings, there are sub
meetings, whether it be receptionists, leisure assistants, we feed back into those
meetings customer comments whether it be from our user groups, customer comment
analysis, accidents, customer comments as | have said, all of those are fed into a
database, regurgitated, they give ns cumulative and snapshots of the way our
customers are perceiving any particular element of our service so for instance what
we are looking for is not the odd comment here or the odd comment there, we are
looking for themes, it is all about representative samples and so on and meaningful
information and the systems in place primarily database analysis allow us to pnt
together themes, in other words ‘your changing rooms arc dirty, why? .

(Contract Manager, local authority C)

It was clear from the interviews of all managers that communication was seen to be a
difficulty that required input from all staff who were able to observe any aspect of the
service operation. This fcedback mechanism was also communicated to the various
working groups that were identified in the marketing plan document, which enabled a

qualitative evaluation of progress against the intended plans specified.

Responsiveness

A considerable emphasis was placed upon the facilities in terms of “delivering the
product”, so much so that this local authority had embarked on an extensive
refurbishment and new build programme over the next five years. Current value of
this programme was approximately £22 million. This local anthority had also allowed

the contract organisation flexibility in terms of its operation:

“...there is a certain amount of, quite a lot of freedom given to the operations unit,
and again as a result as much as anything of CCT where they won the contract, they
were given the contract price, right get off and deliver it and so the system doesn’t
hinder the process and 1 would suggest that if there was a return on an investment and
that is not just financial but in other ways as well. The authority and the system and
waould allow that to occur and so there is a great deal of empowerment, (use that word
loosely because 1 know it 15 another jargon word) a great deal of empowerment to the
on site managers and the head of operations who looks after all the sports centres and
swimming pools to get on and do what is effective without interference.”

(Director of Leisure Services, local authority C)
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This range of empowerment allows the contract managers to vary items such as
pricing, promotions, and product/service delivery, with overall financial target
provisos, i.c. variation could be made but an overall income and expenditure balance

must be maintained.

The ability to respond effectively and at a high level of perceived quality was placed
very high on the priority list by all managers interviewed. Difficulties of staff turnover
were noted, but 1n on¢ instance a maintenance shutdown resuvlted in almost all staff
being laid off, and then only those who were considered “suitable” being re-
employed. This occurred only at one centre however. This organisation also uwsed
extensively other methods to condition and “guide”™ staff into appropriate behaviours.
Both formal and informal methods were adopted. Formally, the department had
adopted an NVQ training scheme for all staff. This enabled many areas of this
education programme to be tailored to the needs of the department. Management and

other staff were also committed to other training and education programmes:

“I would also cite again formal quality assurance systems like 1SO 9002 which rely
upon an auditing system which is carried out by all members of staff at different
levels, highlights if you like areas of concemrn, operational concern. So again, it comes
back to this communication thing and how we are feeding back to people both at the
sharp end and a little bit further back, problems and that the systems that we employ
are many and varied.”

(Contract manager, local avthority C)
The purpose of the formal education programme for all staff was the belief that it
improved the customer/staff interface, and hence the quality of the responsiveness that

customers experienced:

“We were committed to an NVQ based training regime, if you like that is the fabnc of
our training, our approach to training, there arc any number different initiatives,
Stewart is ISRM diploma, I am doing a Masters, we have got higher ed academic
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qualifications being pursued you get within our centres and lower qualifications such
as NVQ level 2. All of our front line staff will have in due course undertaken NVQ
level 3 customer care, and anecdotal information snggests that there is a perceptible
improvement in their general demeanour, their willingness to interrelate with
customers in a very positive way to be able to project through a telephone if you like
that positivity. 1 think within the industry at large there is a growing awareness of the
need to ensure that our customers needs come first. 1'm not under any illusions 1 know
that it is unlikely that 1 will ever see bad customer care in my centres and the real
indicators are when 1 am not thcre and when the manager’s not there. But there are
enough initiatives in place to ensure that we get feedback.”

(Contract manager, local authority C})
The perceived benefits of the training programme were all based upon qualitative,
anecdotal information, and maintained by the communications system set up which
was sourced both externally and internally. All managers were of the opinion that the
system adopted by this local anthority was very beneficial and gave management

input on what is often a difficult and intangible issue.

Service Quality: Definitions, role and function

Service quality was seen by many of the managers as “everything we do”, a not
dissimilar description of the marketing activity. Manager B, when asked how

marketing would be defined for the centre:

“l would suggest the everything that we do from the service we provide, the facilities
that we are offering, the experience that the customer enjoys hopefully. Cleanliness,
safety, everything that we do from the moment the customer arrives to the moment

they leave and in terms of those that are using ns and hopefully that experience in
attracting others.

{Manager B, local authonty C)

This integrative view was echoed by other managers, and was not clearly

differentiated from the activities of marketing in general terms.
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Service Quality: Measurement issues.

Measurement was dctermined by an cmphasis with regard to bottom line inccme,
expenditure and attcndance figures. Because customers would normally attend a
centre at least once per week, throughput was therefore expressed as an indicator of
quality, it being the range acceptable which did not deter customers from using the
services. Issues of product/service balance which often caused conflict or complaint

were also dealt with by user surveys:

“,.the number of pcople at swimming lessous, the number of people coming to our
parties, that’s got to be an indication that there is customer satisfaction out there and
again we would mesh that with all sorts of user surveys, we carry out surveys on a
regular basis, again taking the X centre, we have undertaken a massive research
project into perceptions about the quality of our swimming programme, cleanliness,
balance of lanes versus free swim versus clubs and so on and so forth.”

(Contract Manager, local authority C)

Management action was then taken to determine the most appropriate balance with
regard to customer perception. Other measurements incorporated external viewpoint
and included mystery shoppers, quality assurance mechanisms such as ISO 9002.
Information from these sources were fed back into management and staff meeting

groups across the entire group to determine appropriate action.

Tangibles

This authority placed a considerable emphasis upon the facilities, undergoing a major
refurbishment and rebuild, anticipated to be £22 million over the next five year
period. A major motivation of the rebuild programme was the concern of competitors

in the catchment area of their population providing facilities which were new and

“superior”.
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“Again | keep coming back to this indicator of throughput, I do make this very raw
correlation between sustained increase throughput and customer satisfaction. Of
course, if we invest £6m in the X Centre and it is an infinitely better quality facility,
then it is quite likcly that we will get more people than at say, BC Centre in another
authority because the hardware is there.”

(Contract manager, local authority C)

The commitment to formal and informal training schemes was a deliberate policy to
provide a “high quality” of customer service, since the interaction of the staff was

seen as a very “tangible’ aspect of the service provision:

“All of our front line staff will have in due course undertaken NVQ level 3 customer
care, and anecdotal information suggests that there is a perceptible improvement in
their general demeanour, their willingness to interrelate with customers in a very

positive way, for example to be able to project through a telephone if you like that
positivity.”

(Contract manager, local authonty C)
This dimension was clearly seen by all managers interviewed as a two distinct areas,
one of the facilities and the fabric of the buildings and the other the front line staff

that dealt with customers on a day to day basis.

Reliability

Reliability of the service was determined by two main areas, firstly the compulsory
competitive tendering documentation and secondly the marketing plan. The CCT
documentation was explicit in the detail of how the centres were to be operated in
considerable detail, but almost all of the itemised activities which provided the
“reliable service” were tangible in their nature, i.e. cleaning and maintenance rotas,
minimum staffing levels and opening hours. The marketing plan document specified a
number of areas 10 which resource was to be devoted. The measurement mechanisms
such as mystery shoppers and internal communication methods provided the source
information about the “reliability” of the service provision, albeit via tangible clues.
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10.6.5 Local Authority Case D

(a) Background

A substantive Borough situated in the west of London. Its two major facilities were
built in the 1960’s and have been refurbished incrementally over the years. The major
facilities were managed by a private contractor as a result of the compulsory
competitive tendering process until 1998, when the contractor went into receivership
due to financial difficulties in another leisure contract not associated with this
borough. As a result, the major facilities have been managed in house by the

authorities own management team.

1. Leisure centre A: This comprises a 33'/3 metre main pool, teaching pool, male
fitness room, female fitness room, cafeteria, and sunbed room.

2. Leisure centre B: This comprises a 33'/3 metre main pool, teaching pool,
gymnasium, male sauna/solarium, female sauna/solarium, cafeteria and
commitiee/meetings room.

Total Income for the previous financial year: £779,889
Total Expenditure for previous financial year: £972,413

Total attendances for previous financial year (excluding spectators) 340,354

(b) Review of Supporting Documentation
Compulsory Competitive Tendering Documentation

This documentation was also very detailed, itemising almost all activity required in
terms of the maintenance and operation of the two facilities. One major aspect
however was the absence of marketing criteria or activity. The client management
who compiled the initial contract determined that there was no legal requirement to
put marketing criteria into the document, indeed that to have done so was would have

been “ultra vires” or illegal. Other authorities in the UK had clearly taken a diffcrent
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view. Since compulsory competitive documentation was available from many other
local anthorities, as were standard tender document specifications available from the
professional bodies of the sport and recreation industry (Inst. Of Sport and Recreation
Management and Inst. Of Leisure and Amenity Management) it is difficult to
understand why this approach was written into the contract specifications. The net
result was no requirement of the contractor to undertake marketing activity as a part
of the operation of the contract, and if any were, it would be at the contractors
expense. The absence of any description of marketing activity within the contract also
brought about conflict between the client and contractor, in that each thought the other

responsible for this activity.

“Well we had a major disagreement about the contract, because we felt that marketing
was included and we felt that the contractor should undertake marketing although it
was a very difficult thing to quantify and X from his position had no other option but
to say “hang on a minute, this is budget driven as far as we are concemed, we have no
respansibility for that”. We even had to call in the Borough solicitor to actually
adjudicate, because the specification wasn’t clear enough. Now that’s been overcome,
we work together and we didn’t fall ont about it but it just shows you what problems
we had.”

(Director of Leisure, local authority D)

This was not the only problems which caused difficulty for the marketing operations
of this authonty. The bureaucratic system also impeded activity due to restriction of
finance. The contract was intended to run at a small deficit, and unfortunately was
not. The opecational deficit was some £193,000, which resulted in severe curtaillment

of activity which increased expenditure in the short term.
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The contract also did not require the contractor to offset any income against
expenditure i.e. income was merely collected on the council’s behalf. As a result, the
operations were managed by the contractor with specific reference to control on
expenditure, the responsibility for incrcasing income by the client. This presents an
almost untenable sitnation with regard to increasing income and is considered a
serious flaw in the contract and resultant operation of the organisation. The previous
contract however did have a responsibility for income, and this was in a profit shating
ratio of 80:20 in favour of the contractor. This onus on the previons contractor gave
motivation to increase income by both improved marketing and efficiency measures,
and the contractor was reported as being able to produce some £750,000 surplus of
income over expenditure for two years of the contract’s duration. This contractor
went info receivership because another contract taken on by them in a different local
authority generated a negative cash flow, and as a consequence negative profits,
which were greater than all the surplus generated at all of their other contracts. This
demonstrated therefore that although the facilities were not modern by contemporary
standards, it is possible at least to create an appropriate organisation that could
generate sufficient income significantly in excess of the current situation, which
would in the very lcast satisfy financial objectives, and could satisfy other criteria

such as rebuild and refurbishment with the financial surplus available.

Marketing Plans

At the time of this study, no marketing plans were in existence. The reasons given by
the client and contract manager were that since having taken over the contract some
two years previously, there had not been the opportunity to instigate an effective plan
due to the operational requirements taking priority. Within the management team,

there was not a marketing manager dedicated to marketing activity of the department.
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There was however a supervisory/assistant manager whose role was primarily to
produce posters for the two centres, but no other promotional literature. This function
was the responsibility of the contract manager, but funded by the client organisation.
This relationship, although now harmonious still resulted in delays in developing a
marketing plan to the point that the client organisation felt it necessary to gain
authority to develop a marketing plan from the leisure committee. This process, to
merely gain the authority to develop a marketing plan from the leisure committee
takes some months. At the time of this study, this authority had just been obtained. It
was anticipated that after consultation with appropriate personnel, other organisations
and other bodies, agreement from the leisure committee to approve an agreed
marketing plan and strategy wounld not occur for some nine months to one year from
the date of securing authority to prepare a marketing plan. This mechanism was
viewed as extremely constraining by the management staff, and detrimental to the
operations of the department by the contract manager and Director of Leisure

operations.

(c) Case D: Interviews with Key Management Staff

Marketing: Definitions, role and function

Management of both the contract organisation and the client side were very aware of
the definitive terms of this activity in its general sense. There was an awareness
however that activities of the contract organisation had not incorporated any

significant marketing activity.

* Marketing, well in the general sense of the word, is everything to do with assessing
what you are providing including market research, promotion, analysing your
customer’s trends, income, the product that you are providing, whether you are
meeting the needs of the community. So that’s what I think it is, what we have been
actually providing has been a lot less that that.”

(Contract Manager, local authority D)
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Although marketing was seen as an important activity, the problems of the
receivership of the previous contractor had resulted in a senous management problem
for the authority of which this activity had taken a very low prionty for the previous
year. Marketing activity was sporadic and limited, and flexibility was not afforded to
managers to change itemns such as pricing on a local basis. This was now controlled by
the council, and set on an annual basis. The facilities and staffing budgets were also
set on an annual basis by the council, so the only item which was under the control of
management was the promotions budget. This was not within the contracting
organisation, but on the client side. Needs for advertisements and marketing
communications therefore, other than internal posters had to be requested from the
contract organisation to the client section of the council which produced considerable

delays and reduced effectiveness.

Marketing: Measurement issues

Very little activity was recorded. The basic measurement parameters of income and
attendance against tarketing activity was provided, but by the client side. The
contract manager, currently with no responsibility for income or improving

attendance until this point in time, did not devote any management resource time to

this aspect:

“(with regard to income)...but 1 think what I wouid like to do, ] mean we’ve only got a
couple of years left of the contract, to see if we could agree to a change in the contract
so there was a 50/50 split on income. You shouldn’t have to do that in a way, but 1
think the staff felt well, it’s not our income, different department and I'm not saying
that they deliberately didn’t go out to get income, but they didn’t own that part of the
process. Whereas expenditure was very very closely watched, very very scrutinised to
the nth degree, income was more of a secondary issue, and we are just trying to
redress that balance now.

(Contract Manager, local authority D)
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Intelligence generation

The department was just beginning to embark on a pluralistic approach with regard to
gathering information with regard to marketing, user forums had been started as were
other mechanisms of gaining information. A new IT system was being planned at the
time of this study which was due to be operational “in one or two months time",

which would give better information about customer habits and usage patterns.

Intelligence dissemination

The major mechanism reported for this component is via weekly and fortnightly staff
meetings. Other mechanisms were reported such as training sessions, and ad hoc

meetings.

“..we have staff training every Tuesday afternoou for a couple of hours, where it
would be one group cof staff one week, one group the next week the way the rotas
work. But within those, staff training times, some of it 1s spent obviously some of it
doing swimming life saving traiming, but other stuff is spent on what happens in the
event of fire, bomb alerts this sort of thing so the staff are aware of exactly how to
treat the customers should those events happen. Various other issues crop up where
things are chatted through it is explained to the staff and what they, what is expected
of them in certain cases. Wc also have induction packs where staff are given
information on a whole range of issucs, on how the centres operate from opening to
closing sort of thing, So there 1s reading material as well as verbal comments”.
{Manager A, local authority D)

Problems were reported however with regard to the training sessions in that the seven

day week operations meant that cousistency could uot be achieved in terms of

communication,

“...would be the number of staff we do employ and the wages budget, and if I could
increase that purely to have a few extra staff so that we can bring all the groups of
staff together for training purposes, rather than having to have one day of training
with one set of staff because of the rota then finding another time maybe a week later
with another set of staff from the other shift makes it very difficult because no matter
how hard you try perhaps both groups do not receive exactly the same information,
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whereas if they are all sitting down together at one time they received exactly the
same information and instructions and then everybody within the building would
know what is expected rather than one group saying well we thought he meant this,
and another group saying well he actually said this or said that and sometimes that can
cause conflict within the cenire, so we could actually have all the main stream staff if
you like being able to actually sit down and get some training together on the major
issues that they perhaps feel they need training on and all at the on¢ time would be
good”.

(Manager A, local authority D)
This difficulty was reported as being one of the main causes of conflict with regard to
communications errors to staff. Therefore, despite regular meetings of managers with
staff, and other formal and informal mechanisms of communication, difficulties

existed in providing an homogeneous communications method which presented to all

staff a consistent message.

Responsiveness

Problems were expressed with both the nature of the facilities and staffing issues. The
facilities, built in the middle 1960’s were now considered by the managers to be
seriously out of date. This included the swimming pools and their methods of use.
Managers expressed an inability to respond effectively due to strong competitor

pressures in nearby boroughs:

“From the point of view of X we are fairly near the “H” boundary and there is a huge
sports centre in “H" which takes some of our customers. There is another swimming
pool at “N’" which is fairly close by that we compete with them. There are a couple of
other swimming pools going out towards “R” and “He”. “TR™ area which will be
considered to be probably our closest competitors. Some of those pools are purely
local authority run, other ones such as “H” is a private company in there which is
running it on a CCT basis. They are the major sort of people who we look at and see
as customers. There are one or two private gyms as well, because “Hi” has a
rcasonable set up stand, gym and fitness. On the gym side some of our sports centres
indeed, are competing for the customers to go there”.
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The perception by the managers therefore was that they were unable to effectively
respond against the competition that had been building up around from both

municipal and private operators, inside and outside of the borough.

Service Quality: Definitions, role and function

This was defined by the Dircctor of Leisure via the extcrnal measure, the “council’s
annual survey”. This was viewed as an accurate assessment in that it place the service

on a low ranking in compariscn to other services which were provided:

“One of the ways is that we have an annual survey, where council services are ranked
in order and for the last few years leisure has been, its service quality provision has
been fairly low with residents. We are always flagging up because we have got old
facilities and that sort of thing.”

(Director of Leisure Services, local authority D)

This was stated as being a generally “accurate” reflection of how the management
team viewed the standard of leisure provision currently in the authority. Managers
however were still unsure about the term “quality” in respect to the service that was

being provided, particularly against the bottom line measure of attendance to their

sessions.

“As far as individual sessions are concemed it’s basically filling up a session,
therefore there can’t be too much wrong, or we have pitched the price too low.
Doesn’t mean to say it’s good quality, that’s a subjective thing, that in all honesty if
we were running an aecrobics session say at one of our sports session and they were
running at one of the brand new fitness centres you’d say that their’s was better
because of the better environment. Depends what people regard as quality, whether it
is the coach, whether is the locality. What we are always aware of is that the sessions
are underused, so that you can take it that as being an indication that it is not good
quality, or not what people want. But it is difficult to say that even though a session is
fully booked is still good quality or above a certain level.”

(Contract manager, local anthority D).
This indicates a problem with regard to understanding the relationship of the customer

and their perception of service quality by the management of the department.

Normally this would be identified by the staff and communicated via the staff
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meetings which are held. Other indications are the “classes which are not full”, which,
althcugh could be due to any number of factors, only now are user groups being

consulted to identify customer centred issues of service provision.

Service Quality: Measurement issues.

Very little mechanisms exist to identify levels of service quality, other than informal
discussions at staff meetings. Attendanccs at the various sessions are monitored, but
these are not effectively communicated across the management team, nor are they

linked performance criteria. In general, they are reviewed on an annual basis globally.

“Good service quality, you get feedback from comments, customer comments,
compiaints, that’s about the only gauge we have really and we look at figures
annually and see what the % increase or decrease is.”

(Manger B, local authority D)

This measurement mechanism therefore does not appear to be linked in any way to
finance, i.e. improvements equate to increased funding to generate higher

custom/income.

Tangibles

The emphasis placed upon this topic was not about staff as tangibles, but more of the
fabric of the buildings. These were considered to be both old in style and in need of

repair and refurbishment. This probicm also extends to new product development.

“...wce are given a really restricted budget as managers and if you put a proposal for
instance, if yon wanted to do a new health suite or even put a new carpet down
because the customers are saying that the carpet looks threadbare or whatever, yon
have to go through such a rigmarole to get any funds released to replace that, if you
can’t get it ont of your normal budget. Invariably you can’t do much out of your
normal budget you just can’t do any improvements. There is a hold on maintenance, [
mean it’s really really bad, so even to get a new lock on the door its very difficult, it
can take months.”

(Manager B., local authority D)
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The importance that is placed upon providing this type of service through a major
facility is very high, and this type of problem could cause perceptual problems of

good quality to customers.

Reliability

Although the maintenance of the facilities is poor, the services that are being operated
were functional. Those facilities with serious problems however were shut and not
available as a resource. Under such conditions therefore, a perception of “reliable”
could be considered because all of the major facilities were being maintained and
operational. The ancillary services however were not considered by staff as being

“reliable”. For example, when asked about how to improve services quality:

“a big influx of money to just routine stuff to just provide a better quality of service to

the customers, i.e. proper showers that work and proper toilets that flush, the basic
essentials.”

(Manager B, local authority D)

This brings into question the concept of “zone of tolerance”. For example if the
showers are cold and not working, does this stop customers using the centre. This is
not an easy question to answer because customers may either be attending as
individuals, or as a group, and there may be other pressures which support the use of a

centre with “less than satisfactory service standards”.

10.7 Summary

The purpose of the qualitative stage was to develop a data source that could be

triangulated against the quantitative data which had been obtained via the market
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orientation and service quality research instrument. The market orientation
comparison noted differences with regard to Intelligence Generation, Intelligence
Dissemination and Responsiveness. With regard to service quality, dimensions of
tangibles and reliability appeared important. Case C noted strong emphasis with
regard to marketing planning which was also evident in the staffing struc‘tures and
documentation of meetings. This was used as a uniform platform to develop a market
orientation. Extensive refurbishment had also been undertaken to provide better
“tangible” evidence of sport and recreation provision. Underpinning Case A, similar
to Case C also were extensive documentation of management approaches detailing
objectives, aims, planning issues for both marketing and service quality issues. The
other extreme Case was D, which had very poor contract details with regard to
marketing and service quality issues, poor marketing and service quality strategies

reinforced by a weak documented infrastructure.

An important facet which arose from the investigation were the results of the
activities of 1SO 9000/9002, and Investors in People applications which Cases C and
A were pursuing. These processes provided a vehicle which focused many of the
internal functions including comrmunications, objective setting, measurement and
evaluation. This appeared to provide an infrastructure and base upon which the
observed dimensional constructs for market orientation and service quality could
effectively operate for these two cases (A and C), although this was not a primary

intention of this activity for either case.
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Other aspects which arose included two of the dimensional constructs of the Narver
and Slater (1990) market orientation model which were competitor orientation and
interfunctional co-ordination which appeared from the themed analysis. As a result
some consideration shounld be given to incorporating these two elements into a market
orientation research instrument. Other themes that also arose were, measurement
issues of marketing, resources, the definition of marketing, marketing

communications, and organisational structure.

With regard to service quality, consistent with the quantitative scction, two key
elements which arose were tangibles and rcliability. Other dimensions did arise from
the themed analysis, and these were motivation, measurement, resources and the

definition of service quality.
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Chapter 11 GENERAL DISCUSSION OF FINDINGS

11.1 Introduction

Previous studies have not as yet effectively integrated the dimensional constructs of
market ortentation and service quality. The dcbate of both these areas is also far from
clear concerning their composition, a considerable number of authors reporting a
variety of dimensions which purport to mcasure a market orientation and service
quality constructs. The literature is relatively well segregated however at the present
time, with some studies attempting to identify a relationship between market
orientation and service quality (Caruana et al. 1999; Chang and Chen 1998; Van

Egeren and O’Connor 1998).

This relationship, if it cxists has not as yet been effectively identified. To compound
the issue, despite the works that have been undertaken in the arena of services
marketing, it would appear therefore that it is still not clear how these two constructs
are differentiated. Managers in this study have reported similar responses when asked
to define marketing and service quality, one for example stating “...it is everything
we do”, (manager B, local authority C) for both definitions of marketing and services

quality.

This discussion will therefore consider the results of thc research methods adopted
with regard to thc coastructs of (1) market orientation, (2) service quality, (3) other

impacting dimensions, (4} the link to performance, (5) a comprehensive means of
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measuring the market orientation and service quality construct models, (6) and finally,

methodological issues.

11.2 The Market Orientation Construct

This study was able to effectively replicate thc dimensions of the Kohli and Jaworski
(1990) model, albeit with fewer elements due to the iterative removal of items to
improve the overall Cronbach alpha scores for each dimension within the construct.
Further tests of difference (Scheffe tests) which were conducted also provided
significant results across all thee of the dimensions of the overall construct. These are

discussed under the section “link to performance”.

One advantage this work has brought to this arena, is the fewer number of definitions
for market orientation available compared to marketing. There are four cumently

accepted forms of definition for market orientation as follows:

“Market orientation is defined as organisationwide generation of
market intelligence pertaining to cwment and future eustomer needs,
dissemination of intelligence across departments, and organisationwide
responsiveness to it

(Kohli and Jaworsk: 1990)

“...market orientation consists of three behavioural components-
customer orientation, competitor orientation and Interfunctionat
coordination-and two decision critecia-long term focus and
profitability.”

(Narver and Slater 1590)

*...we define customer orientation as the set of beliefs that puts the
customer’s interest first, while not excluding those of other
stakeholders such as. owners, managers, and employees, in order to
develop a long term profitable enterprise.”

(Deshpande, Farley, and Webster 1993)
“...market orientation represents superior skills in understanding and

satisfying customers.”
(Day 1994)
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From a management perspective, Day’s (1994) construct is difficult to operationalise
in the same manner as the Narver and Slater {1990) and the Kohli and Jaworski
(1990) models. The Deshpande et al. (1993) definition, whilst it may appear logical,
from this data set does not appear to hold significance from any of the interviewed
respondents. The results from this data set al.so do not appear to completely support

only one of the two models either, as table 43 & 44 indicate:

First Order Themes: Market Orientation Construct (Kehli and Jaworski 1990)

A B C D ALL
intellipence Gereration 50 ] 31% j2B) 39% 133 ) 43% | 20 ) 36% 129 | 35%
Intelligence Dissemination | 54 | 349% [ 33§ 47% [ 3% | 51% | 18] 32% 144 | 40%
Responsiveness 57 35% [ 10| 14% 5 6% | 18 ¢ 32% 90 | 25%
161 | 100% [ 71 | 100% { 77 | 100% | 56 | 100% 363 | 100%

Table 43 First Order Themes: Market Orientation Construct (Kohli and Jaworski 1990)

First Order Themes: Market Orientation Construct (Narver Slater, 1990)

A B C D ALL
Competitor Orientation 21 [100% | 15] 64% | 10| 43% | 6| 32% 521 61%
Customer Orientation 0 0% | O 1% | 2 9% | 0 0% 2 2%
Interfunctional Co-ordination | 0 0% | B 35% | LL| 48% | 13| 68% 321 37%

21 1 100% | 23 | 100% | 23 | 100% | 19 | 100% 86 | 100%

Table 44 First Order Themes: Market Orientation Construet {Narver and Slater 1990)

First Order Themes: General Marketing Elements
Measurement 28 21%
Resources 24 18%
Definition 2] 16%
Marketing Communications 17 13%
Organisational Structure i3 10%
Tangibles 12 9%
Motivation 9 7%
Positioning & 6%
132 100%

Table 45 First Order Themes: General Marketing Elements

The weaknesses of the quantitative research technique is the limitation of the area of

study, in that no other emergent theme can develop. The use of qualitative techniques
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has allowed consideration of market related themes outside of the strictly defined
bounds of the Kohli and Jaworski (1990) model, and indicates possibly that market
orientation could be better served by a combination of elements incorporating
competitor orientation, interfunctional co-ordination from the Narver and Slater
(1990) model. Using the existing questionnaire structures that have been already

tested and evaluated this would perhaps, give a useful tool.

Other themes also emerged which may have a direct impact upon market orientation
(table 45). The clements of positioning and marketing communications would be
considered to be subsumed within the market orientation element of “responsiveness”;
that of organisational structure and motivation under “intcrfunctional coordination”.
The concerns with regard to the issues of the definitions of marketing for scrvices
particularly (Glynn and Lehtinen 1995) and measurement cannot be dealt with until
an established and agreed basc can be dctermined. This leaves the elements of
“resources” and “tangibles”, the latter of which will be dealt with under the services

quality construct,

Resources as discussed by the interviewees are a unique feature of public sector sport
and recreation providers. Although this is a semi-commercial environment, in which
the providers need to be market sensitive and most of their revenue income is derived
from customers by choice, major development is via capital investment from a
number of sources, but pri:ﬁarily from the local authority. The costs of service quality
are often not seen and conscquently not allowed within organisational planning

(Bammes and Cumby 1995). The high level of tangible materials necessary for this type
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of provision enables this element to be identified as important and useful when
positioning the service from a marketing perspective (Flipo 1988). This determines
short and longer term development, and there is a need, identified by this data set to
establish an effective means by which to measure this. The convenience of “adding to
the {ist” after appropriate validity and reliability tests would be appropriate, but the
pluralistic nature of the cnvironment would only enable a view of “what is needed”
rather than “how the resources are being deployed”. This latter concept could perhaps
be subsumed under the element of “‘responsiveness”, leaving the way clear to inclnde
this element of “resources” to be developed and included within the quantitative
study, and not requiring it to be investigated by other research methods, most

probably via a qualitative approach.

11.3 The Service Quality Construct

The quantitative section of this study was able to replicate the dimensions of the
service quality construct, albeit with a fewer number of elements supporting the work
of Cronin and Taylor (1992, 1994) in this area. It was not as well supported however
within the gnalitative phase. The two highest rated elements were those of “tangibles”
and “reliability”. “Empathy” gained a very poor level of value either in terms of the
number of times it was discussed by interviewees, or whether it was considered
important by any individnal. This last element may be unique to this type of
provision, in that much of the activities are undertaken by customers in tangible

facilities. It is therefore not surprising that “tangibles™ appears high on the listings.
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First Order Themes: Service Quality Construct,
A B C D ALL
Tangibles 15 ) 25% |15 ] 60% [ 10} 77% [ 6 [ 50% 46 42%
Reliability 26 | 44% | 5] 20% | 3| 23%, 6| 50% 40 36%
Assurance 8 13% | 4| 16% !} 0 0% ]| O 0% 12 11%
Responsiveness | 9| i5% | 1 4% | 0 0% ] 0 0% 10 9%
Empathy 2 3% | 0 0% | 0 0% | 0 0% 2 2%
60 | 100% | 25 [ 100% | 13 | 100% | 12 | 100% 110 100%

Table 46 First Order Themes: Service Quality Construct

Although this was established via principle component analysis, only two elements of
the service quality construct were found to have significant values when compared
across the four case studies. These two elements, “tangibles™ and “reliability” were
also found to have a relatively high level of support in the qualitative section of the
study. For the second of these two eletments, this is consistent with Parasuraman et
al.’s (1991) work, that found this was the most important element of the service
quality dimensional construct. In this study, this preéented the greatest range of values

indicating a useful measurement methcd for this elcment.

11.4 Other Impacting Dimensions

11.4.1 Customer Expectations

This element does not appear to be significant with regard to the managers of this
sample, either as a theme or as individual discussions from the qualitative study. Thus
it wonld appear therefore not to be an issue which management of any of the cases
would want developed for measurement. Berry and Parasuraman (1991) suggest that
the management of expectations involves: (1) a realistic picture of the service is
portrayed to the customer, (2} a premium is placed upon company reliability, (3)
effective communications with customers takes place, (4) employees excel during
service performance and exceed customers expectations, and (5) the recovery

situation is exploited to the full. The nature of the service in this study, in that a
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majority of customers attend very regularly items (1), (2) and (3) are logical from a

management point of view.

One difficulty which presents itself with this list of “Management of Expectations”
with regard to the industry of this study is the integral nature of the physical facilities
and staff. Without either the service cannot be provided, and exceeding a customer
expectation for example of a swimming pool with regard o a tangible item, i.e. the
pool itself, is difficult to conceive. It is however easy to understand poor
performance, unpleasant conditions or a facility is closed for example. This is further
compounded by the nature of involvement of the customer They also are an integral
part of the service. Exceeding customer requirsments is therefore in part within the
domain of the customer themselves, particularly if they are partaking in a self-
imposed regime of fitness. Customers continuance to use the service is therefore in
part, outside the control of the service provider, for this industry. In any event other
work in this area has not bcen found to provide links with performance (Pitt and
Jeantrout 19%4). Expectations, and the management thercof will no doubt still be
considered and evaluated in the literature within service industries. It would appear,
that from the qualitative data of this study, and the nature of the service provision, this
is not a dimension which would yield a useful function, either academically or from a

management perspective,

11.4.2 Customer Orientation

Customer orientation does not have a construct of its own in the Kohli and Jaworski
(1990) model. Also, in the qualitative phase of this study this dimension {(customer
orientation) did not rate significantly within the interviews, either as an emphatic
1ssue in the raw data, or as a theme. This is consisteni with the Kohli and Jaworski
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(1990) market orientation models but in contrast with earlier themes which termed in

part market orientation as “close to the customer” (Shapiro 1988; Webster 1988).

11.4.3 Total Quality Orientation

In contrast to the results of this study, there has been recent work which extends the
debate conceming dimensional constructs of marketing in the services arena from a
base of “quality orientation”, which incorporates earlier work from a number of fields.
This, theoretically is a logical progression, since marketing idcology, when present is
usually considered as an operational component of a larger corporate or business
strategy (Webster 1988), often seen competing with the other business disciplines

{(Lorenz 1986).

The basis of a quality orientation has its roots in TQM (total quality management), the
key principles of which are customer focus, continuous improvement and teamwork
(Dean and Bowen 1994). This suggests that there are several that are common, and
further, many of these overlap with dimensions used to measure marketing
oricntation. In many situations, however, these relate to outcomes, which may not be
a good indicator of the underlying processes involved. This revives some of the
arguments that the measurement of “the process quality attributes” are insufficient to
capture all of the service quality dimensicnal construct, since the “ontcome quality

attributes™ are being ignored (Mangold and Babakus 1991; Richard and Allaway

1993).

The debate concerning the measurement of process or outcome with regard to the

service quality dimensional construct is as yet, also unresolved. Therefore if the
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objective is to come to an operationalisation of the total quality construct, the issue of
teamwork raised by Dean and Bowen (1994), theoretically should not be overlooked,
and this theme was in part supported by the qualitative phase of this study which
provided the theme of “interfunctional coordination” as defined by the Narver and
Slater (1990) model. Again an important issue particularly reported by the managers
of local authority C. Key determined areas identified via a marketing plan were
developed by various staff groups drawn from all areas of the organisation. This is
testimony to the prninciple which was considered an important organisational approach

with regard to delivering services.

The meodels of a Total Quality Onentation have yet to be effectively tested and
replicated, but a major consideration is the common theme of customer satisfaction
which appears in a number of works (Miles ct al. 1995; Westbrook et al. 1996; Rapert
and Babakus 1996; Mohr-Jackson 1998). Some have argued that despite this being a
fundamentally sound principle, measurements of customcr satisfaction are considered
not to be especially informative or diagnostic (Peterson and Wilson 1992). A theme of
customer satisfaction did not appear in the qualitative phase of this study, nor

significantly in any of the individual interviews,

11.5 Link to Performance

One of the major outputs of the market orientation and service quality measurement is
the ability to link the data positively to performance related data. Because of the
problems of profit and other derived measures, only income, expenditure and

attendancc figures are considered. Table 47 indicates that Case D shows the poorest

265



levels of income, the lowest attendanee figures and the highest deficit level (income
minus expenditure). This also extends to the ratio of income per customer which is the
highest of the four cases, indicating a relatively low value for money return from a
eustomer perspective. Limitations in this study however exist with regard to income
and attendance over a single year period. Although not a lengitudinal study, spurious
changes may have affected these direet measures, which if evaluated over a longer

time period may have provided a more stable view of these two eriteria.

Case A

Total Income for the previous financial ycar: £1,339,359

Total Expenditure for previous financial year: £1,366,424

Tot} artendances for previous financial year (excluding spectators)
646,436

Financial Surplus/(-Deficit) £ (27,065)

Case B

Total Income for the previous financial year: £1,618,754

Total Expenditure for previous financial year: £1,626,100

Total attendances for previous financial year {excluding spectators)

1,045,145

Financial Surplus/(-Deficit) £ (7,346)

Case C

Total Income for the previous financial year: £2,198,990 **

Total Expendiwre for previous financial year: £2,346,430 *+

Total atiendances for previous financial year (cxcluding spectators)
761,386*

Financial Surplus/{-Deficit) £ (147,440)

* Figure for onc centre estimated on four month attendance extrapolated to onc year.
{Centre opencd in Feb 1999)

** Figure bascd upon adjusted budget projections based upon previous year’s actual,
reduced by 3% to allow for inflation so figures are comparable against other

authoritics for last financial year,

Case D

Total Income for the previous financial ycar: £ 779,889

Total Expenditure for previous financial year: £ 972,413

Total attendances for previous financial year (excluding spectators)
340,354

Financial Surplus/(-Deficit) £(192,524)

Table 47 Financial and Attendance Data for Each Case.
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The only statistically significant tables are the Scheffe’s test for the market onentation
eonstruets which place Case D in the lowest category for all three elements of the
dimensional construct of market onentation. The same eannot be said for the serviee
quality constructs, whieh only returned as statistieally valid two of the four constructs,
although confirming the existence of all five. This is consistent with some studies in
this area, in that service quality and performance are known to be related but the
meaﬁs of measuring this relationship appears to be somewhat elusive. Also consistent
with the literature is the statistically significant return for the element “reliability”,

found to be the most important factor of all the dimensional construets elements in the

Parasuraman et al. (1991) study.

11.6 A Comprehensive Means Of Measuring The Market
Orientation And Service Quality Construct Models.

Receent attempts have been made to identify the relationship between this dimensional
construet and market orientation, if one exists (Chang and Chen 1998; Caruana et al.
1999). These construets are somewhat abstract and a difficulty arises in that any form
of relationship is going to be complex. From a management perspective, the key issue
arises in that there may not be a meaningful relationship between them at all, and that

the elements of the dimensional constructs sit alongside each other.

The qualitative phase indicated that market orientation and marketing issues held the
greatest proportion of responses. The market orientation quantitative study also
indicated a link to performanee for this data set. Whilst the literature has established
in part the purported benefits and positive link to performance for both market

onentation (Doyle 1992; Jaworski and Kohli 1993, Slater and Narver 1994; Wensley
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1995; Van Egeren and O’Connor), and service quality (Rust et al. 1995; Caruana ct al.
1999). Studies have also considered very complex relationships that exist between
market orientation and service quality, (Chang and Chen 1998; van Egeren and
O’Connor 1998). These have not been conclusive however and have not had
sufficient time to be replicated in the literature to determine the level of acceptance.
These studies, considering the intemal mechanisms of the relationship between these
two major constructs however assume that there is a relationship that exists between

the two constructs.

The qualitative phase of this study would suggest that there is very little overlap.
Although intuitively it would be expected that managers, if they were attempting to
improve market orientation, they would also attempt to achieve this for service
quality. There may be a case therefore that a relationship does not exist at all between
the two constructs, and these two constructs merely sit beside each other, enabling
management 10 manipulate them for the purposes of satisfying organisational
objectives. For pragmatic purposes therefore there is a need to provide a means by
which managers can determine a level of market orientation and service quality, and
link some form of that measurement to performance. The method suggested as a result
of this data set would be to use what has been effectively established in this study in
terms of significant responses from the quantitative phase and place the appropriate
questions within one measurement instrument. By using the elements which have
shown only statistical significance, this would also rcsolve the issue of the duplication
of the “responsiveness” elements in both the market orientation and service quality

constructs, since only the market orientation “responsiveness” element would be used.
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The next question is what would be the purpose of “cherry picking” the appropriate
clements from thc available dimensional constructs and placing them in one research
tool? 1t would provide a compositc view of market orientation and service quality, but
the clements of the market orientation would be used to indicate a link to
performance, whereas the service quality elements wonld indicate the “non-
management” view of the service facility from a “tangible” and “reiiability”
perspective. Poor responses in terms of the market orientation constructs wounld
indicate a linkage to poor financial performance. Poor response with regard to either
or both “tangibles” or “reliability” measurements would indicate where management
effort could be directed, in addition to the areas of the three elemental constructs of
the Kohli and Jaworski (1990) model construct. Therefore, only part of the response
would be used to link to performance i.e. the elements of market orientation. It is not
possible to determine at this stage the value of including dimensional constructs of
“resources”, “competition” and “interfunctional co-ordination™ because of validity

and reliability issues for this industry.

With regard to the methodology adopted, significantly different is the use of front line
staff t0 act as “surrogate customers” to obtain measurements for the market
orientation constructs. The litcrature suggested that where repeated actions occur,
strong role and script patterns of behaviour can be established by the customers, with
the front line staff (Shrank and Abelson 1977; Booms and Bitner 1982). Thc results of
this study would therefore. indicate that front line staff are an appropriate source of

information that will produce valid and reliable results.
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It is therefore suggested, from the results of this data set, that the questions which
provided statistically significant results be combined into one measurement
instrument. This should comprise the elements of the dimensional construct for the
market orentation Kohli and Jaworski (1990) model in conjunction to the questions
which comprise the elements of the “tangibles” and “rehability” service quality
construct of the Cronin and Taylor (1992, 1994) and that front line staff be

incorporated into the process to obtain the “surrogate customer” viewpoint.
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Chapter 12 PROPOSITION EVALUATION

12.1 Introduction

Chapters 9 and 10 document the research findings from the combined research design
incorporating the case study research, and analysis of the quantitative survey data.
The iterative process of removing elements of the survey instrument improved the
reliability measurement via the Cronbach alpha scores. This produced two sets of
elements which were snbjected to principal component analysis using the Varimax
rotation to determine the presence or otherwise of any underlying traits consistent
with the literature with regard to the market orientation and service quality constructs.
Such dimensions were found which could be considercd comparable to that
discovered in the literature. These dimensional constructs of market orientation and
service quality were also subjected to multiple analysis of variance to determine if
there were any statistically significant differences found between the four local
authorities examined. This was found to be so for only some of the dimensions which
compose the market orientation and service quality constructs, and this chapter
evaluates these differences in relation to the hypotheses developed earlier in this
thesis. This chapter evaluates the hypotheses devcloped, and other issues which have

arisen in relation to this research.
The hypotheses developed in this thesis are as follows:

H; “MARKOR” is an appropriate model for measuring the construct of
Market Orientation.

H; Public sector sport and recreation providers that indicate Market
Orientation as measured by the “MARKOR” model perform better as
indicated by direct measurements of income and attendance.

H; “SERVPERF” is appropriate for measuring the construct of
Service Quality.
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Hy Public sector sport and recreation providers that indicate good service
quality as measured by “SERVPERF”, perform better as indicated by
direct measurements of income and attendance.

12.2 Evaluation: Hypothesis H,

H, “MARKOR”

is an appropriate model for measuring the construct of Market

Orientation.
1 2 3 4 5 6
1G1] .387 .418 334 .117 .102 204
1g2] .650 .360 .119 -.114 -.0%4 .36
13| .699 141 303 .112 .236 .147
1es| .81z .oo4 056 .214 .029 .187
1ce|] .s83 -.170 .487 .126 .224 -.088
1c7l .z41 .126 .17 .160 .13 .77
Tesl .187 .115 .243 .107 .163 .810
161o0| .436 .251 .300 .013 .291 .203
ipl] 143 .261 .92 -.080 .186 .120
1p2l  .3s3 .252 .215 .045 .504 .350
ID3H .466 .281 .286 .016é .588 .284
tpal .100 .069 .698 .152 324 253
ips| .206 .z09 .6B4 208 .002 .211
ID6| .466 ,367 .53z .282 028 Q57
rRz] -.047 .139 .195 .123 .758 .154
R4 .149 .687 .264 .269 .232 .294
Rel .4B7 .523 051 .045 .283 332
re| -.018 .B51 .148 .121 .193 .06l
Ro|] .336 .585 .1%1 .421 .043 .108
rio] -.015 .075 -.024 .847 107 .28B4
r11| .363 .175 .146 .603 383 142
rizl .393 344 032 .320 .545 - 063
R13] .117 .320 .210 .772 -.018 -.085
R14] .096 .641 .174 .499 .258 .006

Table 48 Principal Component Analysis of Market
Orientation Elements,

Table 48 shows the various market cnientation elements which lead under the factors

1 to 6. The market orientation construct (Kohli et al. 1993) consists of three major

dimensions, intelligence gathering (IG1-10), intelligence dissemination (ID1-6) and

responsiveness (R2-14). These six dimensions account for seme 70.1% of the
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variance, a relatively high value. Kline (1994} has suggested that *variance cxtracted”
acts as a good method of providing an adequate measure of construct validity. This
implies therefore that the greater the variance extracted via 2 model using this
approach, a better measure results to describe the construct of market orientation. This

value therefore represents a good indicator of construct validity for this data sct.

Intelligence gencration in this data set appears to consist of two dimensions, 1 and 6.
Intelligence dissemination appears to consist of one dimension in this data set,
whereas the responsiveness construct appears in this data sct to consist of three
dimensions, 2, 4 and 5. Intelligence generation. In the event, the elements 1G3, IG5
and IG6 loaded under one construct (No. 4), and IG7, 1G8 loaded under another (No.

2). The questions to which these refer are as follows:

Elements which loaded above the threshold limit on Dimensional Construct No. 1

IG2  Individuals frem our development unit interact directly with custemers to lcarn how to serve
them better.

IG3 In this department, we do a lot of market rescarch.

1G5  We poll end uscrs at least once a ycar to asscss the quality of our preducts and services.

Elements which loaded above the threshold limit en Dimensienal Construct No. 6

1G7  We collect industry informatian by informal means (e.g., lunch with industry fricnds, talks
with trade partners).

IG8 1n our department, intelligence on our competitars is generated independently by several
departments.

There appears to be a difference in the apparent perception of information that is
obtained via market research and related activity (construct No. 1) and that of
information about competitors and other industry information (construct No. 6). An
extant review of thc literature, particularly Kohli et al. (1993), Farrell and

Oczkowski’s (1998) studies do not identify such a division in this area, but consider
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these under the single heading of intelligence generation. This may be characteristic
of this type of service, different to that so far identified in the literature, The Narver
and Slater (1990} construct however does eontain an element “eompetitor
orientation”. This is supported by the themed analysis in the qualitative stage, where
this element appears within the themed analysis. This study also finds an anomaly in
the respect of competitor orientation in that although it emerges in the themed
analysis, information or intelligence is not systematically or routinely sought about
competitors, mareover there is an “awareness” that competitors are present and they
are a threat. This is in contrast with the concept of the Kohli and Jaworski (1990)
model under the element of Intelligence Generation. It would appear therefore that in
this study, the element of competitor orientation should be separated from the existing
elements, and should form a construct in its own right, similar to the Narver and

Slater (1990) model construct.

Intelligence Dissemination

The data under this heading (IDl to 1D 8) was expected to load under one
dimensional construct. The results which can be seen on table 48 show that the
elements 1D!, ID4 and 1D5 load onto one construct. For these elements this is

consistent with the literature, particularly Kohli et al. (1993), Farrell and Oczkowski

(1998).

Responsiveness

The elements for this construet shown on table 48 appear to load onto three separate
dimensions. R4, R8 and R14 appear under heading No. 2, R10, R11 and R13 appear

under heading No. 4 and R2 appears under No. 5.
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Elements Under Coustruct No. 2

R4 We periodically review our product development efforts to ensure that
they arc in line with what customers want.

R8 If a major compctitor were to launch an intensive campaign targeted at
our customers, we would implement a response immediately

R14 When we find that customers would like us to modify a product of the
service, the departmenis involved make concerted efforts to do sa.

Elements Under Construct No. 4
R10 Customer complaints fall on deaf ears in this department,

Ri1 Even if we came up with a great marketing plan, we probably would oot
be able to implement it in a timely fashion.

R13 When we find out that customers are unhappy with the quality of our
service, we take catrective action immediately.

Elements Under Construct No. 5

R2 Principles of market scgmentation drive new product development
efforts in this business unit.

Elements under all three constructs can be seen to fall under the dimensional construct
“Responsiveness” identificd in the literature (Kohli et al. 1993). What is different is
that these three groups have appeared rather than one. Those under heading No. 4 are
negatively worded clements. Deng and Dart (1994) identified that in their scale
purification process negatively worded items were eliminated due to respondent
reaction. In addition, services marketing literature also identified that problems with
negatively worded questions, and removal improved reliability (Babakus and Boller
1992; Babakus and Mangold 1992; Carman 1990). Later studies regarding market
orientation also eliminate negatively worded statements confirming that their use may
produce spunous results, despite being advocated as good design to eliminate
respondent bias (Churchill 1979). Elements under constructs No. 2 and 4 could
therefore be considered to be grouped together. The element under construct No. §
appears to be different to the other two in that it refers to a marketing tool, whereas

the others are more of a pragmatic approach. It is however a “responsiveness” item
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and loads separately not because it is different to constructs 2 and 4, but that 1t
appears to be perceived as a different type of responsiveness activity. All three
dimensional constructs could therefore be considered to be under one generic heading
of “responsiveness”. The qualitative phase of this study however provided support for
two of the Narver and Slater (1990} elements, namely competitor orientation and

interfunctional co-ordination, these achieving relatively high levels of response from

the interviewees.

It 1s therefore concluded that the MARKOR measurement instrument using the
restricted number of elements as identified using principal component analysis is an
appropriate measure of the market orientation eonstruct for this data set for the
elements identified within the survey instrument. That is with the exception that an
additional element of “competitor orientation” should be created, as a result of this

data analysis.

12.3 Evaluation: Hypothesis H;

H, Publie seetor sport and recreation providers that indicate Market
Orientation as measured by the “MARKOR” model perform
better as indieated by direct measurements of income and
attendance.

For this hypothesis, multiple analysis of variance was conducted to determine if any
statistically significant difffarences existed, these are shown on the following tables.
Initially, the intelligence dissemination and responsiveness constructs show a
significant value with regard to the four local authorities. Further analysis revealed

one local anthority, D which was significantly different from the other three on all
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dimensions of the market orientation constructs (see tables 44, 45 and 46). Review of
the income and attendance figures on page 228 correlates with this difference of this

local authority (D) in comparison to the other three.

Case 1 2
c 22| 2.9602
A 16| 3.40078

B 9] 2.0972
D 4 4.8438
Sig. .996] 1.000

Table 49 Intelligence Generation: Significance Test

Cage 1 2

C 22] 2.6894

A 16] 2.7917

B 9t 3.5185

D 4 5.750Q0
Sig. .587] 1.000

Table 50 Intcllizence Dissemination: Significance Test

c 221 2,37%773
A 16 2.7000

B 9] 2. 8444
D 4 4.9000
5ig. .a14] 1.000

Table 51 Responsiveness: Sipnificance Test
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Case A

Total Income for the previous financial year: £1,339,359
Total Expenditure for previous financial year: £1,366,424
Total attendances for previous financial year (excluding spectators) 646,486

Financial Surplus/(-Deficit) £ (27,065)
Case B

Total Income for the previous financial ycar: £1,618,754
Total Expenditure for previous finaneial year: £1,626,100
Tolal altendances for previous financial year (cxcluding spectators) 1,045,145

Finaneial Surplus/(-Deficit) £ (7,346)
Case C

Tolal Income for the previous financial year: £2,198,990 *+
Total Expenditure for previous financial year: £2,346,430 **
Total attendances for previous financial year (excluding spectators) 761,386*

Financial Surplus/(-Deficit) £ (147,440}

* Figurc for onc centre estimaled on four month altendance extrapelated to one year.
(Centrc opened in Feb 1999}

** Figure bascd upon adjusted budget projections based upon previous year’s actual, reduced by
3% to allow for inflation so figures are compzrable against other autherities for last finaneial

year.

Case D

Total Income for the previous financial year: £ 779,889
Total Expenditure for previous financial ycar: £ 972,413
Total atiendances for previous financial year (cxcluding spectators) 340,354
Financial Surplus/(-Deficit) £(192,524)

The deficit value in companison to the attendances recorded indicates a very
significant difference for local authority D in relation to the other three. The
qualitative phase of the research indicated that this authority had recently been in
difficulty in that the opcrational contractor had gone into receivership. The facilities
as a result had been managed in the short term by an in house department pending
reorganisation. Resultant organisational changes, identified in the interviews,
indicated that almost all decision making other than within prescribed budgcis had
been removed from the malnagcrs, and marketing policies such as pricing were made
by committee on an annual basis. This approach is very similar to that observed by

Cowell (1979), which was indicated at the time as being problematic, and did not

278



make best use of resources. This is confirmed by this study in that local authority D
has the highest deficit and the lowest attendance levels. Ratios of income, expenditure

and attendance provide some comparison.

Case | A B C D
Income per customer (£) 2071154 1231229

Expenditure per customer (£) | 2.11 | 1.55 1 3.08 | 2.86

Table 52 Comparative incumel‘Expcndilure Statistics

Table 52 shows the relative values per customer for income and expenditure. Case D
is notable in that its income per head is the highest of the four, and yet the qualitative
phase indicated that the facilities and product/service provision was the oldest and of
poorest quality. In comparison to the others however, expenditure is not the lowest,
indicating a poor usc of resources when compared with the qualitative data of all four
cases. The quantitative stagc placed case D in the lowest category for all dimensions,
which was also consistent with the qualitative phase of the enquiry. The total number

of attendances for case D was also the lowest of all four cases reviewed.

Based upon the statistical significance of this test, in that local authority D is rated
very poorly, and that the other sources of information indicate better performance
measured by their lower deficit values, hypothesis 2 is, for this test alone confirmed.
This does not however imply a performance link with market orientation, since the

differences observed between the other authorities were not statistically significant.

12.4 Evaluation: Hypothesis H;

This hypothesis relates to the services quality section of the quantitative section of
this study, and is based upon the SERVPERF performance evaluation model of

Cronin and Taylor (1992, 1994).
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H; “SERVPERF" is appropnate for measuring the construct of
Service Quality.

1 2 3 4 5 &
5Q1 L1030 ~.024) .139 775 .081 -.086
5Q2 .307 -.128] .189] .782]-.044| .217
503 .166 L1599 -.025 .264] .064] .777
5Q4 .017 L156f .101] .728 -.018] .384
SQ5 672 L2231 .083] .218[-.1318 . 3146
5Q6 .498 .163[ .494] .158] .067 .184
5Q7 . B0 5 L2170 .136[ .087 .074/ -.056
5Q8 .522) -.014] .063 ,039% -.018 .538
5Q9 . 591 L1498 002 205 .429] .035

SQ11|-.114 .301 .213)-.073] .645 .450
SQLl2 457 -.130 .230]-.324| .564] .159
SQ13 .067 L1139 .093] .103[ .863]-.108
5Ql4 . 0829 L7971 .107 .020[ .067 .073
5Q15 . 065 .669[ .143|-.170/ .004[ .178
5Q16 .308 L7670 .108] .052 .182[ -.005
5Q18 .133 .002[ .825 .091 .142[ .014
5Q19 | -.022 .191 .854| .098 .017 -.01§6
5Q20 .197| -259] .48s8[ .173] .158/ .040
5Q21 .475 -426] .325[ .141] .316[-.127

Table 53 SERVPERF: Rotated Components Matrix

The iterative removal of question elements due to low Cronbach alpha reliability
scores resulted in 19 elements of the original 22 being retained. Thesc are shown in

table 53, alongsidc the principal component analysis (Varimax rotatcd) correlation

5COres.

(a) Elements SQ1, 2, 3 and 4.

From table 53 it can be seen that elements SQt, SQ2 and SQ4 load onto dimension 4,
whereas SQ3 loads onto dimension 6. The questions to which these elements refer are

shown on table 54:

Tangibles

SQ 1 | This centre generally has up to date equipment.

$Q 2. | This centre’s physical facilities are visually appealing.

SQ 3: | This centre’s staff are well dressed and appear neat.

SQ 4: | The appearance of the physical facilitics of this centre is in
keeping with the type of service provided.

Table 54 SERYPERF Dimension Questions: Tangibles

280



Three of the questions refer to physical items, whereas SQ 3 refers to staff. It would
appear therefore that although this construet docs refer to tangible items, there 1s a
perceptual difference of the “tangibles” in terms of cquipment/physical facilitics as
one construct (SQ1, SQ2, SQ4), and another (SQ3) rclating to staff. This latter
construct can still be construed as a “tangible”, but the difference as viewed by the
respondents between  physical assets/facilitics and staff 1s not unexpected. The

questions listed under each of the constructs are listed as follows (SQ3 is listed under

tangibles):
Tangibles Reliability Responsiveness Assurance Empathy
3Q1 *| 8Qs *18QI10 SQi4 *| SQ18 d
3Q2 *1 8Q6 SQI1} *| 85QI5 *| 8QI19 *
8Q3 *| 5Q7 * [ 8Qi2 *18QI6 * | 5Q20
SQ4 *| SQ8 *| 8QI3 *18Q17 5Q21
SQ9 * §Q22

Table 55 * Elements Of The SERVPERF Model Identified after Principal Companent Analysis,

It is therefore concluded, that as a result of these reliability and validity tcsts, and
factor analysis the SERVPERF model is an adequate measure of service quality for

this data set using the restricted range of elements for this service industry.

12.5 Evaluation: Hypothesis Hy

This hypothesis considers the performance of the local authorities in this study in

relation to the dimensional constructs of service quality.

Hy Public sector sport and recreation providers that indicate good
service quality as measured by “SERVPERF”, perform better as
indicated by direct measurements of income and attendance.
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(a) Multiple Analysis of Variance Analysis

The service quality data set was subject to a multiple analysis of variance to identify
whether any statistically significant relationships could be found against the four
different local authorities. The rtesults are shown in table 56 and significant
differenees were found for the dimensional construets of | and 4 whieh correspond to

the dimensional constructs of “reliability” and “tangibles” respectively.

Source Dependent Variable F !8ig.
Q58| REGR factor gcors 1 for analysis 1} 6.728] .000
REGR facter score 2 for analysis 1| 2.10% .107

REGR factor score 3 for analysis 1 .597] .619

REGR fsctor scors 4 for analysis 1]15.382] .000

REGR factor score S for analysis 1| 1.5S6] .208

REGR facror score 6 for analvsis 1 .860] .466

Table 56 Tests of Between-Subjects Effects for Service Quality Constructs.

The average values for the elements for each local authonty across each of the five
SERVPERF dimensional eonstructs are shown on table 57. A post hoc test of
differences (Scheffe's test) was conducted to identify if any significant differences
existed between the four local authorities for the dimensional eonstruets established
for this data set. The results are shown on table 58 and 59. Significant differenees at
the .05 level werc found for factor 1 (reliability), in which loeal authority B was found
to be separated from the remaining three, and factor 4 (tangibles) in which local

authority D was found to be significantly different from the other local authorities.

282



Dependent Cage Mean [$td. Error
Variable

Tangiblea A 2.645 .2589
D 5.186 .399
B 1.874 .274
C 2.298 .203
Reliability p 2.379 .204
D 3.275 .314
B 3.518 .215
C 2.026 .189
Reeponaiveness A 2.439 .283
D 2.208 .452
B 2,849 .310
C 1.860 ,230
Aseurance r:y 2.z28 .222
D 2.042 . 341
B 2.667 .235
C  1.882 .174
Empathy ray 2.461 .292
o 2.437 .450
B 3.132 .3089
C 2.016 .229

Table 57 Average Values: Elements of the SERVPERF Construct

AUTHORITY 1 2 3
LA-C 31| 2.2984
LA-A 19 2.6447(2.6447

LA-B 17 3.5735
LA-D 8 5.1563
Sig. . 873 L1791 1.004

Table 58 Scheffe's Test: Construct “Tangibles”

AUTHORITY 1 2 3
La-C 31 2.0258
LA-A 19 2.3789/2.3789

LA-D B 3.2750/3.2750
LA-B 17 3.5176
sig. .758] .o0e64| .06

Table 59 Scheffe’s Test: Construct “Reliability™

The results indicate that these two dimensional constructs each segregate into three
subgroups for both constructs, “tangibles” and “reliability”. For the ‘‘tangibles”
construct, the order of level was Local authority C and A in subgroup 1, local
authority A and B in sub-group 2, and local authority D in the third and final group.
For the “reliability” construct, the order of level was local authorities A and C in

subgroup 1, local authorities A and D in subgroup 2, and local authority B in the third
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and final group. The greater value scores indicate a lower position (original scale
value 1 to 7). The values for each construct however are wider for the tangibles
construct indicating a wider perception of difference. The other dimensional

constructs did not indicate any significant differences in the values returned.

“Tangibles” Construct

The two extreme local anthorities are perhaps the better indicators of this dimensional
construct result. Local Authority D rates the lowest, the facilities being described in
the qualitative stage as being “old, and in need of considerable maintenance”. Local
authority C on the other hand has been embarking on a refurbishment and rebuild
programme for the previous two years, and due to finish in three to five ycars time
valued at some £22 million. Clearly this would give local authority C an advantage in
providing a service in “Excellent” facilities. Local authorities A and B have also been
embarking on refurbishment programmes, but not to the same degree as local
anthority C, but certainly in a better position than local authority D which has not, and
is not currently undergoing any form of refurbishment programme. The high level of
tangible materials necessary for this type of provision enables this element to be
identified as important and useful when positioning the service from a marketing

perspective (Flipo 1988).

These results however also produced one element under the “tangibles™ construct in a
separate dimension which related to the staff of the centre. Significant resource was

devoted from the marketing budget head for staff uniforms, and this coupled with the
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NVQ training programme would provide a very ‘“tangible” presence of staff in a

facility.

“Reliability” Construct

The qualitative stage of the research provides easily an explanation for local authority
D rating the lowest of all the group. The facilities are reported as being old, (mid
1960°s), and some of which are shut due to maintenance problems. Similarly for the
reliability dimensional construct, reports of significant difficulties may be a reflection
of this measured value. Local authority B however is not such a facility, albeit not
new, but reliability valnes are the lowest for this case. Interviews with managers
however indicate a keenness and motivation, but serious problems were reported with
regard to communications to staff and implementing programmes. Such difficulties
cannot also be attributed to organisational or burcaucratic problems. This case (B) had

one, albeit very large single facility as its provision for sport and recreation.

Local authority C however is rated the most highly with regard to reliability, and this
organisation was emphatic about staff meetings, communication and the considerable
resources devoted to the issue of internal communications and the ability to keep staff
“up to date” constantly about the service provision. Provision of adequate and capable
staff was also reported in local authority C as being of prime importance, and the
relationship of staff with the organisation as being a beneficial “partnership”. All staff
in this local authority weré participants of a personal NV(Q) programme, which was
seen by the managers as beneficial to both, providing the staff with a recognised and

transportable qualification whilst it provided the opportunity for the organisation to
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customise training programmes suitable to the needs of the service. Managers are all
also keenly dynamic, with hands on approach, very aware of the service provision in

their facilities.

12.6 Summary
This thesis has set aut to test the following Hypotheses:

H, “MARKOR” is an appropriate model for measuring
the construct of Market Orientation.

H; public sector sport and recreation providers that
indicate Market Orientation as measured by the
“MARKOR” model perform better as indicated by direct
measurements of income and attendance.

H;  “SERVPERF” is appropriate for measuring the
construct of Service Quality.

H, public sector sport and recreation providers that
indicate good service quality as measured by
“SERVPERF™, perform better as indicated by direct
measurements of income and atiendance.

H, 1s supported with the caveat that there are fewer elements, and in addition to the
three dimensions, additional ones are proposed to account for “competition” and

“interfunctional coordination”.

H; 1s also supported in that one of the cases which reports marketing very poorly and
ranks the lowest from the tests undertaken. These measurements of market orientation

are therefore significant “in extreme”, i.e. where relatively large differences exist.
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H: is also supported, also with the caveat that there are fewer elements within each
dimension, and only two constructs show significance, “tangibles™ and “reliability™.
For the construct “tangibles”, it is further divided to account for the “people”
providing the process and the “physical tangibles” which provide the environment for

this service.

H. is only supported via two of the constructs {tangibles and reliability), which show
significant differences in the quantitative study. For the “tangibles” construct, this is
clearly validated by the other measures for all of the four cases, particularly between
the two extreme cases. With regard to reliability, the major issue of the two cases
which rated together in the lowest sub-group was communication, and this was cited
as a major management difficulty. This hypothesis is also significant “in extreme”, i.e.

where relatively large diffcrences exist.
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Chapter 13 CONCLUSIONS FROM THE RESEARCH
PROGRAMME

13.1 Market Orientation and Service Quality Constructs

Business success depends upon customers. This issue has always driven academics
and practitioners alike in an aftempt to determine methods to measure the elusive
construct of “marketing”. Eqr]y works enabled the identification, in terms of
marketing, of “what to do”, but not “how to do it”. More recent studies attempted to
consider the implementation of the marketing concept, which has now been generally

accepted as “market orientation”.

Work in this area has been prolific, but whilst the first types of industry to take
advantage of marketing and related techniques were product industries, service
industries which are now a significant proportion of the industrialised developed
countries, did not appear to embrace the techniques of marketing with such alacrity.
This has not been the case however in the last 30 years where work in both the

marketing and service quality arenas have been prolific.

Early works were significantly influenced by a seemingly simple concept, that the
customer was importani, and all areas of an organisation should be directed towards
that effort. The next logical step would be to measure the views of the customer,
either from the perspective of the customers’ themselves (customer satisfaction,
expectation, perception etc), or from the view of the providing organisation
(customer orientation) as viewed by the customer. Although some very sophisticated

models have been produced in an attempt to measure a range of related concepts, a
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number of camps have evolved all claiming to have the valid, reliable and appropriate
measurement instrument, and challenging other works in the area. This has resulted in
a plethora of works, none of which appear to achieve a consensus opinion. It would
appear also that the complex customer is not the correct group to ask for their views
about service quality. Other issues arise with regard to empirical studies, in that
managers self reporting can be biased, particulartly when reporting issues of

performance.

It is only in the last 10 years {post 1990} that an attempt has been made to articulate a
more scientific method to evaluate and measure the implementation of the marketing
concept, or the market orientation of an organisation. In contrast to this, despite the
claimed “slower” adoption of marketing in the services industry, attempts to articulate
a service quality construct appeared in the literature some five years earlier. Attempts
have been made to link both constructs with performance of organisations. Market
Orientation constructs have however been more successful in this respect than studics

comparing service quality and organisational performance.

It is only in the latter part of the 1990°s attempts have been made to consider both
constructs of market orientation and service quality via a scientific method, mostly in
an attempt to determine the nature of the relationship between them. They have
assumed however that a relationship does exist, and studies have provided some very
complex models to verify such propositions. No studies have however started out with

the concept of this study that perhaps little or no relationship exists between the two
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as far as the constructs of market orientation and service quality are concerned, and

attempted to measure these against the criteria of organisational performance.

The next issue was to consider an appropriate means to obtain the necessary data.
Front line staff have been reported, in some works to be an effective source of
information about customers. This applies particularly in service industries when
high levels of repeat custom occur, and habitual roles are established by the customer.
Front line staff, it would appear, tend to have a better grasp of the reality of the
service provision, mostly because they are present at its delivery. Managers on the
other hand are not likely to be present for the exchange of the service provision, since
it would be assumed that they would be usually “managing”, normally away from the

location of the service provision.

This data set provided a good fit overall with regard to Kohli and Jaworski (1990)
market orientation construct models, and the Cronin and Taylor (1992, 1994)

performance measurement for the service quality construct. These are not however

without caveats.

Some of the questions in both dimensional constructs were removed by the iterative
process to improve the statistical Cronbach alpha scores. Whether these questions
should be removed permanently, or if their removal was due to “statistical noise™ in
this data set can only be determined by further work in this area. What is significant

however is that the dimensions were confirmed for both constructs.
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The link to performance and the Market Orientation construct has been reasonably
well established now in the literature, and this data set confirms a linkage to
performance, atbeit due to an error outside of the control of the researcher in the case
selection method. It enabled one authority to be identified, which is performing very
poorly against three others which are performing apparently well. Statistically
significant results were identified across all three dimensions of the market orientation

constructs.

The same however cannct be said to exist for the service quality construct examined
in this study. Only two of the dimensions presented statistically significant results, the
elements of “reliability” and “tangibles”, and the cases identified at either extremes
were not correlated with performance for the element of “reliability”, but were for

“tangibles”. The link to performance is therefore not shown clearly in this data set.

The qualitative phase however did indicate problems for the two cases that indicated
poor reliability problems. These were attributed to difficult communications by
interviewed respondents; but it was also noted that these two authorities were not as
vigorous as the two cases which achieved the higher scores, for example i their
emphasis towards continued meetings with staff, or the training, or the drive to
achieve the 1SO 9000, 9002 and Investors in People Award. In comparison therefore,
this measurement instrument does present a useful management indicator for the
element of “reliability”. The range of values being from 2.02 to 3.51, although it was
statistically significant across three sub-groups for four cases, this measurement

would appear to be reasonably sensitive.
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For the element of “tangibles” for the extremes of cases (C and D), whilst one case
had extensive rebuilding programmes, costing some millions of pounds set over a
number of years, case D did not have such a programme, and interviewees reported
difficulties over maintenance ttems. This alse is a useful management indicator,
noting also that the range of values for this element was the highest of all, values at

cach extreme being 2.29 and 5.15 respectively. Significant on a 1 to 7 scale range.

An interesting issue to arise from the data analysis is the possibility that staff are
perceived as tangibles, but differently to the physical facilities. These questions
appearing on scparate but discrete dimensions in the quantitative study via principal
component analysis. In hindsight, this is an obvious distinction to draw but one which
has been commonly identified in the service quality arena. 1t is an issue however
which would appear to benefit from further investigation, since a dimensional

construct which segregates staff and physical facilities would be a useful management

indicator.

Overall, the Kohli and Jaworski (1990) market orientation measurement instrutnent,
and the Cronin and Taylor (1992, 1994) service quality measurement instrument for
the elements of “reliability” and “tangibles”, combined have been found to correlate
well in part with organisational performance (for market orientation) and other useful
management indicaters for service quality. The results of this study suggest therefore
that this combined measurement instrument can be used, combined with a qualitative
approach to determine an appropriate level of market orientation and service quality,

linked in part to organisation performance with regard to market orientation. This is
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new to this service and is considered a significant contribution to knowledge for
public sector organisations to be able to measure service quality and market

orientation, and link the latter construct to performance.

Market orientation and service quality are constructs which managers from this data
set would appear to see as relatively different and distinct concepts, with little
effective or meaningful relationship between them. Further work in this area will
confirm or not, the generalisability of these conclusions to this, or similar service

industries.

13.2 Methodological Issues

This study consisted of two phases, initially an exploratory phase to select cases
suitable for this study, followed by a combined research phase of a quantitative and
quaiitative phase. The first phase which used the Analytic Hierarchy Process was
found to be successful in selecting suitable cases, but an unforeseen difficulty arose in
that thc company initially selected which operated the contract for the local authority
went into receivership between the time of sending out the initial questionnaire and
proceeding with the second phase. Although this was seen to be catastrophic at the
time, the sport and recreation providers that were operating the facilities were doing
so poorly from a marketing orientation, and service quality perspective. This thercfore
provided a useful perspective to comparc against, which indicated a weakness in the
research design. If all casés had been operating successfully, there would not have

been perhaps the statistically significant results with which to compare the three

effective cases.
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The combined research design proved an effective approach to compare the
guantitative study against. The emergent themes which arose as a result of the
qualitative study indicated further dimensions which could be considered for both the
constructs of market orentation and service quality, suggesting further additions to
each. Academics may be competing for “the best measurement instrument”, but it
would appear that a combination of elements to form the dimensional constructs

would be appropriate from the results of this data set.

Finally, the approach that this study has undertaken with regard to the quantitative
measurement has been to obtain a view of “all of the staff”, since they are considered
a rich and valuable source of information, and developed a clear view from a
customer perspective, This is often found under certain conditions in service
industries (Bitner and Booms 1994). Much of the management action reported in this
study was dependant upon a pluralistic approach in terms of information sources,
coupled with effective communication. Much of the sources of information also were
front line staff, in daily contact with large numbers of frequent repeat customers.
Some studics have indicated that staff exhibit a “learning curve”, being influenced by
the customer that “actually helps to co-produce the service.” (Schneider and Bowen
1993). Front line staff therefore would appear to be useful sources of information to
determine market orientation and service quality values as determined by this data set.
It wounld also appear that they do not suffer from the same “fatigue™ problems that
customers exhibit when . completing questionnaires, enabling a longer, more

comprehensive measurement instrument to be used.
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The management issuc subsequent to this 1s therefore about effective two way
communication, reported by the local authority which came highest in the “reliability”
dimensional construct as essential, and which devoted considerable resources to the
enactment of it. The results from this data set indicate initially they are effective since
the dimensional constructs for both the market orientation and service quality were in
a large part confirmed. As a method for research, staff in a service industry where
large numbers of repeat visits by customers occur, would appear to be a more reliable

and valid source of data than customers themselves.

13.3 Limitations to this Research

The combined design of this study has given an effective means whereby the
quantitative phase of stage 2 could be effectively triangulated against the qualitative
data. The strict boundaries of the quantitative stage 2 did not enable the quantitative
measurement of the Narver and Slater (1990) market orientation constructs which
appeared to emerge from the qualitative analysis of the interviewed respondents. Two
of the dimensional constructs, competitor orientation and interfunctional co-
ordination would appear to warrant consideration to be included within future studies,
to determine the value, or not of their inclusion in the measurement instrument. The
same can be said for the apparent dimensional construct of “resources” which also

emerged in the qualitative phase.

Limitations also exist with regard to income and attendance over a single year period.
Although not a longitudinal study, spuricus changes may have affected these direct
measures which cvaluation over a longer time period may have provided a more

stable view of thesc two criteria, Further studies may consider this aspect.

205



13.4 Implications for Further Study.

A measure, which is composed of a set number of dimensions and is generically
applicable across all industries, from an extant review of the literature and this study
appears to be a difficult objective to achieve. Certainly, dimensions appear which are
consistent, but these were formed from a reduced set of elements which were
determined by reliability measures. Future studies will consider the methodological
foundations of these constructs, and whether or not differences are occurring due to
the nature of the instruments being used, the contextual situation of the siudies, or

whether it is the respondents themselves causing the variations,

The results of this data set indicate that the element “responsiveness” of service
quality is better served by the more widely defined market orientation element of
“responsivencess”. No doubt researchers in this area will question and evaluate the

tesnlt found in this study.

Although a link to organisational performance was found for the market orientation
construct, other dimensional elements which appeared in the qualitative analysis
included two of the Narver and Slater elements (interfunctional co-ordination and
competitor orientation), and a further construct “resources™. Further work in this area
will determine if it is appropriate to include this elements in the measurement
instrument, and if the same link to performance can be achieved. It may be noted
however that “resources” as a dimensional construct may be unique also to the Sport

and Recreation Service Providers.
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The concept of a “total quality orientation” which incorporates a number of other
dimensional constructs, although a utopian ideal, from the results of this data set

would appear to present considerable difficultics in being effectively replicated for

this service area.
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Date: ref:

John Beaumaont-Kerridge
Senior Leeturer (Marketing)
University of Luton

Park Sq

Luton

Beds LU1 3JU

Phane: 0402 165 560
Fax: 01582 450 500

Dear Pager: 0941 161 339

Re: Phd study, Markcting Process Survey.

Firstly, may I thank you for taking part in this survey concerning the above. It is the first of its
type, and is intended to identify the effectiveness of the various marketing processes which
occur withia Icisure departments, as applied to built facilitics for sports provision.

What is nceded, is for you to state for cach of the pairs presented on the questionnaires
attached, your opinion of how important you consider one marketing clemcent to be over the
other. The numeric scale ranges from 1 (neutral) to 9 (extreme difference).

The study should be able to identify initially:
»  Marketing clements considered to be the most important by Heads of Leisure Services.
*  What is the industry standard based upon the collective input..

The difference with this approach is the use of a technigue called “Aunalytic Hicrarchy
Process”, which holds that decisions arc made in terms of hierarchics. The maths behind it is
seriously boring, however it docs enable the relationship of clements to be rated, and thereafter
determine their perceived functionality. This has not been done before.

The questionnaire needs your instinetive thoughts rather than long contemplation and should
only take about tcn minutes to complete. Unfortunately, shortage of financc does not permit me
to offer any rcward other than a very warm thank you, If you would like a set of results
however, could you plcasc return the tear off slip below with the questionnaire.

Yourss sincercly

John Beaumont-Kerridge
pleasc tear along line

From:

Please send me a set of results of this
siudy which includes a printout of:

e  The results of MY questionnaire
e The results of the total inpue

PS. Pleasc remember, when completing the questionnaires, this study applies only to built
facilities for sports provision.



EFFECTIVE MARKETING OF SPORTS FACILITIES
Compare the relative importancc of cach clement in each pair
1=equal 3=modcratc S=strong 7T=very strong 9=cxtrcme

With respect to the overall effective marketing of Sports / Rec Centres
Which, in each pair below is more important:

Strategic marketing 987635 40 2123456789 Strategic marketing planning
Strategic masketing 987 6@ 432123456789 Marketing management
Stralcgic marketing planning 987654 @ 21234567829 Marketing managcment

This is an example of how to complete page 1 of the questionnaire.

This example reads:
¢ Strategic marketing is moderately more important than Strategic
marketing planning (3, left of centre)

¢ Strategic marketing is strongly more important than marketing
management (5, left of centre)

e Strategic marketing planning is moderately more important than
marketing management (3, left of centre)

The remaining pages except the last (page 5) follow the same
principle as above. The final page contains descriptions (if needed)
of the terms used.

Please note, all questions apply to built facilities that provide wet
and/or dry sports programmes.




EFFECTIVE MARKETING OF SPORTS FACILITIES
Compare the relative importance of each element in cach pair

I=equal 3=moderate 5=strong 7=very strong 9=exireme Page 1 Of 5

With respect to the overall gffective marketing of Sports / Rec Centres
Which, in each pair below is more important:

ilegic marketing 98765 423212345678 %9 Strategic marketing planning
itegic markcting Y8 7654321234567829 Marketing management
itegic marketing planning 98765 432123456789 Marketing managcment

note, that the importance of each element in a pair on:

(this page) is with respect to overall effective marketing
L is with 1espect to stratcgic marketing,

i is with respect to strategic marketing planning,
- is with respect to inarketing management.

+ asks for some basic information about the sports centres in your authority.

ick page contains some explanations of the terms nsed.

Please complete pages 1 to 5
(including this one)




EFFECTIVE MARKETING OF SPORTS FACILITIES

Compare thc relativc importance of each clement in each pair
1=equal 3=moderate 5=strong 7=very strong 9=extreme

Page 2 of §

With respect to the overall Strategic Marketing of Sports Centres

Which in each pair below is more important:

lanning method of the Council for

9

876 5432

1

23 456789

Planning ahead against futurc

trategy formation. uncerainty
lanring method of the Council for 9 8 76 543 2123 45¢67T8¢Y Proactive planning of sports
trategy formation, progranuucs
lanning method of the Council for 9 87 6 5432123 45¢6178¢9Y Pressures resulting in the reactive
tratepy formation. planning of sports programmes
lanning method of the Council for 9 87 65 43212345¢6789 Decision making cfficiency of
trategy formation. Directorate via Council Committec
lanning method of the Council for 9 87 6 5 43 2123 45¢678¢9 Analytical tool used: Ansoff matrix
tratcgy formation.
lanning method of the Council for 9 87 6 543 21 234546 7 8 9 Objectives set by Leisure Dircclorate
trategy formation.
lanning method of the Council for 9 8 76 5432123 45U¢6789Y Council members political ethos
trategy formation.
lanning method of the Council for 9 87 6543 212345¢678%¢Y Synergy between Council depts
(rategy formation,
lanning against future uncertainty 9876 543212345¢67829 Proactive planning of sports
programumes
lenning against future uncertainty 9 876 543 212345¢678¢9 Pressures resulting in the reactive
plauning of sports programmes
.anning against future uncertainty Y876 543 212345¢678799 Decision making efficiency of
Directorate via Council Committec
anping agsinst future uncertainty 9 87 6543 2 123456789 Anplytical 100} used: Ansoff matrix
tanning agaivst fulure uncertainty 9 8 76 5 43 2 12 3 45 6 7 8 9 Objectivessctby Leisure Directorate
nmiing ogainst future uncertainty 9 87 6 5 432123 45¢678°9 Council members political cthos
anning against future uncertainty 9 8 76 543 21234567829 Synergy bctween Council depts
‘ogctive planning of sports 9 87 6 5432123 45¢67178?9 Pressures resulting in the reactive
0grammes planning of sports programmes
‘oactive planning of sports Y 87 6 5 432123 45¢46789 Decision making efficiency of
DErammes Directoralc via Council Commiltec
'oactive planning of sports 9 8 76 5432 12345¢6178©9Y Analytical tool used: Ansoff matrix
ogrammes
-gactive planning of sparts 9 8 76 5 432123 456 78 9 Objectives set by Leisure Directornie
ogrammces
oactive planning of sports 987 6543 212345%¢66q78%9Y Council members political cthos
ogrammes
oaclive planning of sports 9876 5432 12345¢678¢Y Syncrgy between Council depls
ogrammes
essures resulting in the reactive 9 § 76 543 21234561789 Decision making cfficiency of
anmiing of sports programmes Directorate via Council Comuniltee
cssures resulting in the reactive 9 B76 5 432 12345¢678?9 Analytical 100l used: Ansoff matrix
anning of sports programmes
essurcs resulting in the reactive 9 87 65432123 45¢6 7 8 9 Objectivesset by Leisure Directorate
anning of sporis programmes
cssures resulting in the reactive 9 87 6 5432123 45¢678Y Council members political ethos
anping of sports progranimes
cssures resulting in the reactive 9 8765432 112345¢6789Y Synergy between Council depts
anning of sports progranmmes
:cision making efficiency of 9 876 5432123456789 Analytical tool used: Ansofl matrix
rectorate via Council Committee
rcision making efficiency of 9 8 7 6 5 43 212345067 8 9 Objectivessct by Leisare Dircctorate
rectorate via Council Committee
scision making efficiency of 9 B76 5432123 45¢678©9 Council nembers political ethos
rectorate via Council Commijttee
xciston meking cilicicncy of 9 87 6 5432 12345¢678¢9 Synergy between Council depts
rectoratc via Council Committee
ralytical tool used: Ansoff matrix 9 8 7 65 43 2 1 23 456 7 8 9 Objectivessct by Leisurc Directorate
walytical tool used: Ansoff matrix 9 8 76 543 212345¢678%9 Council members political cthos
wlytical tool used: Ansoff matrix 9 87 6 5432123456789 Synergy hetween council depts.
yectives sct by Leisure Direclorate 9 87 65432 12345¢678¢ Council members political ethos
sjectives set by Leisure Directorate 9 87 65432123 45¢678°9 Synerpy betwecn Council depts
wpcil members political ethos 987 6 5432123 48567839 Synergy belween Council depts




EFFECTIVE MARKETING OF SPORTS FACILITIES

Comparc the relative importance of each element in each pair
i=equal 3=moderatc 5=strong 7=very strong 9=¢xtreme

Page 3 of 5

With respect to the Strategic Marketing Planning of Sports Centres

Which in each pair below is more important:

ynergy between management levels 98765432123 45¢6789 Staff marketing planning skills
ternal to the dept. and knowledge
ynergy betwecn management levels 98 76 5432123456 18 Y% Marketingorientation of directorate
iternal to the dept.
viergy between management levels 987 65432123 456717T869 Speeific goal measurcment of
ternal to the dept. SpOris programmes
ynergy between management levels 98 765 4321234356 178¢Y Matching dept strengths /
iternal to the dept. opporlunitics
ynergy betwecn managemcnt levels 987654321 23456 7 8 9 Identification of weaknesscs / threats
ternal 10 the dept.
vhergy between management levels 98765432123 456789 Marketing research
ternal to the dept.
ynergy betivcen management levels Y8 76 5432 12345¢67829 Marketing information
iternal to the dept.
ynergy bebween management levels 9876 54321223 45617829 Allocation of resources to match
iternal to the dept. identified market opportunities
:aff marketing planning skills 9 87 654321 23 45¢6 78 9 Marketing orientation of dircctorate
1d knowledge
taff marketing planning skills 987 6 5432123456789 Specific goal measurcment of
id knowledge sports programmes
aff marketing planning skills 98765 4321234567829 Matching dept strengths /
1d knowledge opportunilies
aff marketing planning skills 9 8765432123456 7 8 9 Identification of weaknesses / threats
1d knowledpc
‘aff markcting planning skills 987635 4321234546789 Markeling research
i knowledge
aff marketing planning skills 9 876 543 212345¢66 7829 Marketing information
ud knowledge
aff inurketing planning skills 9876 5432123456789 Allocation of resources to mateh
wd knowledge identified market{ opportunities
‘arkcling oricntation of directorate Y8 76 543 2123456 78Y Specific goal measurciment of
sports programmes
-arketing orientation of directorate 2876543 212345¢6789 Muiching dept strengths /
opportunities
lnrketing orientation of directorate 9 87 6 5 43 2123 45 6 7 8 9 Identification of weaknesses / threats
arketing orientation of directorate 9 87 6 5 43 21234546 789 Marketing research
larketing oricntation of directoratc 9 8 76 5 4321 23450617829 Marketing information
‘arketing orientation of directorate 987 6 5432123456789 Allocation of resources to match
identified market opportunitics
secific goal measurement of 5 87 65 43212345¢678%Y Matching dept strengths /
‘Orts prograimines opporiunitics
recific goal incasurement of 98 76 5 43 2123456 78 9 Identification of weaknesses / threats
-Orts programmes
secific goal measurement of 98765432 12345¢678¢Y Markcting research
orts programmes
wecific goal measurement of 8765432123456 78D9 Marketing information
'Orts progriummes
eeific goal measurement of 987 65432123456 789 Allocation of resourees to natch
orts programmes identified market opportunitics
atching dept strengths /opportunitics 9 8 7 6 5 4 3 2 1 2 3 4 5 6 7 8 9 Iidentification of weaknesses / threats
atching dept strengths fopportunitics 9 8 7 6 § 4 3 2 1 2 3 4 56 7 89 Marketing research
atching strengths and oppertunities 9 B 765 4321234506789 Marketing information
atching dept strengths fopportunities 9 8 7 6 5 4 3 2 i 2 3 4 5 6 78 9 Allocation of resources to match
identified markct opportunitics
ntification of weaknesses / threats 9 876 5 4321234567809 Marketing research
:ntification of weaknesscs / threats 9876543 21234567829 Marketing information
mntification of weaknesses / threats 98765432123 4567829 Allocation of resources to mateh
identified market opporiusities
arketing research 9876 5432123456789 Marketing information
arketing research 987 65432123456 789 Allocation of resources to match
identified market opportunities
arkcting information 98 76543 212345¢66178D9 Allocation of resources to maich

identified market opportunitics




EFFECTIVE MARKETING OF SPORTS FACILITIES

Comparc the relative importance of each clement in each pair
1=cqual 3=moderatc S=strong 7=very strong 9=extreme

Page 4 of 5

With respect to the Marketing Management of Sports Centres

Which in each pair below is more important;

entificd products / scrvices

»ange of product / scrvice provision 9 8 76 5432123 45¢678¢% Price of product / service

-ange of product / service provision 9 8 76 54 32 12 3456789 Promotion of product / service

.ange of product / service provision 9 8 76 5432 1234567879 Location of built facilitics

.ange of product / service provision 5 8 76 5 432123 456 7 8 9 Qualityofproduct/scrvice provisicn

.ange of product / scrvice provision 5 8765 432123456789 Customer experience of

product/services

-ange of product / scrvice provision 9 87 65432 123456789 Competitor products / services

-ange of product / service provision 9 876 5432123456789 Clarity of target scgmentation to

identified products / scrvices

.ange of product / service provision 98 76 54321123 45¢678¢Y Flexibility of staff to respond to

changing censumer needs

ricing of products / services 9 87 6 543 212345¢67889 Promotion of product / service

ricing of products / services 9 87 65 4321234546789 Location of built facilitics

ricing of products / scrvices 9 8B 76 5432 123456 7 8 9 Qualiyofproduct/ service provision

ricing of products / services 987 65432123 45¢6789?9 Customer expericace of

product/services

ricing of products / services 9 876 S5 43 2123 45¢6 7829 Competitor products / scrvices

ricing of producis / services 9876 54321123 45¢6a789 Clarity of target scgmentation to

identified products / services

ricing of products / services 9876 5432123456789 Flexibility of stafl to respond to

changing consumer nceds

romotion of products / services 9 87 6 5432 1234567859 Location of built {acilities

romotion ol products / services 9 87 65432123456 78 9 Qualityofproduct/service provision

tomotion of products / scrvices 9 87 6 5432123 45%0678%9 Customer experience of

product/scrvices

rontolion of products / services 9 8 76 5 432123456 789 Competitor products / services

romotion of products / services 9876 5432123456789 Clarity of target segmentation 1o

ideptified products / services

romotion of products / services 987654312 12345¢67¢8?9 Flexibility of staff to respond to

changing consumer needs

acation of built facilities 9 87 65432 123 4567 8 9 Qualityofproduci / service provision

ocation of built facilities 987 6 543 21 2345¢6 7879 Customer experience of

product/services

acation of built facilities 9 876 5432123 45©6 789 Competitor products / scrvices

ocation of built facilities 9 87 6 54321 2345¢0678Y Clarity of target segmentation te

identified products / services

acation of built facilities 9 8765432 12345¢6789 Flexibility of stafl io respond to

chanping consumer needs

uality of product / service provision 987 65 432123456789 Custower experience ol

product/services

vality of product / service provision 9 8B 76 5432123456786 Competitor produets / scrvices

uality of product / scrvice provision 9 876 5432123456789 Clarity of target scgmentation o

identificd produocts / services

uality of product / scrvice provision 9 876 543 2123435¢%6678£Y9 Flexibility of staff to respond to

changing consumer necds

usiomer experience of 9 876 5432 12345¢678?9 Compeclitor products / services
oduct/services

astomer experience of 987 6 5432123 45¢678%9 Clarity of targel segineniation to

oduct/services identified products / services

Jstomer experience of 9 8765 43212345¢0678©9 Flexibility of staff to respond to

oduct/services changing consumcr needs

ampetitor products / services 9 876 543121123456 78F9 Clarity of target segmentation 1o

identified products / scrvices

ympetitor preducts / services 9 876 543212345¢678S Flexibility of stafl to respond to

changing consumer needs

arity of larget scgmentation to 9876 5d43212345¢678¢9 Flexibility of staff to respond lo

changing consumer nceds




EFFECTIVE MARKETING OF SPORTS FACILITIES

Compare the relative importance of cach clement in each pair Page 5of 8§

I=¢qual 3=moderate¢ 5=strong 7=vcry strong 9=extreme

Could you please also provide the following brief information

Q1  How many combined wet and dry sports centres does the anthority have?....................... ...

Q2  How many centres that provide dry sports only docs your authority have?...........................

Q3  How many cenires that contain swirsming pools only (and no dry sports provision) does your
authority have T . o e e e

Q4  Approximately haw many full time cquivalents staff (including centres opcrated under CCT)
docs your Leisure department have?. .. .........

Q5  Is your Leisure department a) A department with a chief officer instsownnght? ......... 1Y /N

b) or, part of another depactment?. ... [Y /N

Q6  What is the approximate total income of the sports and recreation centres given in Q1-Q37 - 4

Q7  What is the approx. total cxpenditure of the sports and recreation centres given in Q1-Q3?7 (£

Dear

Thank you very much for your help in this study.

John Beaumont-Kerridge



EXPLANATION OF TERMS USED.

' Strategic Marketing |

Strategic Marketing

anagerial and operational activities
jnired to creatc and sustain cffective
d efficient marketing strategies
Planning Method Of The
:partment For Straregy Formation.
is refers the effect of the systewn of
inning of the department to develop the
propriate strategy to cffectively
wide products and services of the
rartment.

Plaaning Against Future Uncertainty
is activity is intended 10 overcome
urc problems duc to unceriainty.
Proactive Planning Of Sports
JETAINES.

is method, as an head office activity,
atcs change rather than waits 10 react.
Pressures Resulting In The Reactive
nning Of Spons Programmes.

is mcthod, as an head office activity,
cts to change rather than makes

inges,

Decision Making Efficiency Of
-ectorate Via Council Commiittces.
w cficctive in terms of efficiency is the
ision making for the depariment via
varions Council Commitiees.
\natytical Tools Used: Ansoff Mamix
s considers the provision of the

vice based upon two dimensions,

duct and market. These are cach then
divided into two further categories of
isting” and “new”. Its purpose is to
irly identify the existing aspects from
ncw ones, which helps in decision
King,

Jbjectives Set By Leisure

ectorate

:s¢ are the operational objectives of
depariment determined by head

ce.

souncil Members Political Echos

s is the political complexion of the
ncil, and its cllect on the delivery of
services.

Synergy Between Council
yartments

5 refers 10 the other departinents of
Council, and whether they “get on”
1 this depariinent.

Strategic Marketing Planning

Marketing Management

1 Strategic Marketing Planning
Develops the broad marketing objectives
and strategy based upon an analysis of
the correni market sitnation and
opporlunitics.

2 Synergy Between Management
Levels

This rcfers to the “do the managers
between cach Ievel get on with each
other” factor.

1 Marketing Management

The process of planning and executing
the conception, pricing, promotion and
distribution of ideas, goods and scrvices
to creatc exchianges that satisfy individual
and organisational goals.

2 Range of Product/Service provision
This is the individual product or service
that the customner buys. c.g. swim,
squash,

3 Scaff Marketing Placning Skills /
Enowlcdge

This refers 10 the ability of staff to have
the available skill and knowledge of
inarketing planning techniques to the
advantage of the departtnent.

3 Price of Produocts / Services

This is the actval price of the individual
product or service purchased. 1t docs not
include the moneys paid by individuals in
rales.

4 Marketing Orientation of
Directorate.

This is the oricntation of the head office
in terms of their approach to the
markcting operations of the depariment

4 Promotion of Products and Services
This includes the advertising, Icafleting

and all other mcthods of communication
of the products and scrvices provided.

5 Specific Goal Measurement

This refers to the clanty of the products
and services provided, and how their use
1§ measured.

5 Location of Built Facilities

This refers to the geographical situation
of the built facilities in rclation to the
intended target groups for whom the
products and services are provided.

6 Matching of Qrganisation’s
Strengths and Opportunitics

To gain and maintain the best advantage,
the natching of organisational sirengths
against the available opporiunitics.

6 Quality of Product / Service
Provision

This refers to the quality of products and
scrvices, and the facilities in which they
are provided.

7 Effective identification of
organisations Weaknesses and Thrcats
Avoiding the pitfalls of weaknesses of the
organisation and the outsidc thrcats
which might cause detriment or prevent
product / service operation or take up.

7 Customer Expcrience

This is an indirect measure of the
einphasis the organisation and its staff
places upon customers, for examplc in
dealing with cusiomer complaints.

8 Marketing Research

The vse of marketing research focuses the
organisation towards its intended
customer |argeis.

8 Competitor Products / Services
This refers to the provision of products
and services, and the level of
consideration given to coinpetitors that
may take customers away.

9 Marketing Information

Information about customers is essential
for a marketing orientation. This typc of
informmation comncs from computerised
ticket sales systcms and gives valuable
indications of customer nsage trends.

9 Clarity of Target Segmentation to
Identified Products and Services

This refers to how the depariment defines
its customners in terms of identifiable
charagicristics ¢.g. age, employment.

10 Allocation Of Resources To Match
Identified Market Opportanitics.

As well as finance, the deployment of
staff and all other items that would be
considercd “resources”.

10 Flexibility of Staff to Respond to
Changing Consumer Needs

This refers 1o the ability of the
department to reorganisc its resources to
adapt to changes required by changes in
consumer demands.
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Market QOrientation and Service Quality in a Leisure Setting

ank you for completing this questionnaire. When considering your responses,
ase note that the reply is YOUR VIEW of others in the centre, and NOT your view
about yourself.

his department, we meet Q4 We are slow to detect changes Q7 We collecl indusltry information
1 customers regularly to find in our customers' product by informal means (e.g., lunch
what products or services preferences, with industry friends, talks with
y will need in the future. trade partners).

1 STRONGLY AGREE................ [j 1 STRONGLY AGREE................. |:| 1 STRONGLY AGREE

1
2SS D 2ttt ssa s D 2D
DISAGREE ....o..ovoseeooosseesns [l DISAGREE ..o DISAGREE ... A
1
A

S P — 0 5. oo
ED B oot et D -

4 NEITHER AGREE NOR 4 NEITHER AGREE NOR D 4 NEITHER AGREE NOR

7 STRONGLY UISAGREE..........D 7 STRONGLY DISAGREE .......... [:I 7 STRONGLY DISAGREE.......... D
BDONTKNOW v D SDDONTKNOW ..., D BDONT KNOW ....ooooovevnrricrrnnns [:]
viduals from our Q5 We poll end users at least once 08 |n our department, intelligence
‘elopment unit interact a year to assess the quality of on our competitors is generated
} : our products and services. independently by several
:ctly with customers to leam | STRONGLY AGREE departments
itoservethembetter. ] TR ITEEEETARRRReeene (:I is DNG'Y Ee
{ STRONGLY AGREE oo, D 2|:] TR LY AGR D
5 O T 0 2o s 2
3
T D 4 NEITHER AGREE NOR (j ------------------------------------------------- D
OISAGREE ..o,
4 NEITHER AGREE NOR . 4 NEITHER AGREE NOR 0
JISAGREE. EI [:'
’D 6[:] SD
6
’D 7 STRONGLY DISAGREE........... D D
7 STRONGLY DISAGREE.......... D S DONT KNOW ...y D 7 STRONGLY D]SAGREE"""""D
s DON'T KNOW D BDONTKNOW ..o [:I
Q6 Ve often talk with or survey
those who can influence our end 0% \We are slow to detect
1is department, we do a lof users’ purchases. (e.g. local fundamental shifts in our
narket research. groups, community activity industry (e.g., competitian,
information centres). technology, regulation).
| STRONGLY AGREE ........cco..... D 1 STRONGLY AGREE ............. D 1 STRONGLY AGREE................

I NEITHER AGREE NOR D 4 NEITHER AGREE NOR 4 NEITHER AGREE NOR

U
|
a
NSAGREE .o casereseren DISAGREE ..o N DISAGREE . ... ccrvecorerercerern 4
eeeeeee e ee e [:I s[:] 5[:]
e et [:] T [:] 5[:|

2

]

" STRONGLY OISAGREE.......... D 7 STRONGLY DISAGREE........... [:] 7 STRONGLY DISAGREE..........
FOONT KNOW ..ooooeceen, [:] 8 DONT KNOW ..o D 8 DON'T KNOW




+ periodically review the likely
act of changes in our

siness environment (e.q.,
ulation} on customers.

{ STRONGLY AGREE...............

4 NEITHER AGREE NOR
DISAGREE ...,

BDONT KNOW ...

ot of informal "hall talk' in this
itre concems our

npetitors’ tactics or

itegies.

1 STRONGLY AGREE ...............

4 NEITHER AGREE NOR

|
H
4
DISAGREE............ croooererern
3
4

G et
Bl erense e e
7 STRONGLY DISAGREE.......... |:|
BOONT KNOW......ovverrerserieone 1

- have interdepartmental
etings at least once a quarter
liscuss market trends and
relopments.

1 STRONGLY AGREE................ |:|

4 NEITHER AGREE NOR
DISAGREE...........corn ]

BDONT KNOWD

keting personnel in our
iness unit spend time
:ussing customers' future
ids with olher functional
artments,

1 STRONGLY AGREE.......ccoo0.on..

4 NEI'THER AGREE NOR
JISAGREE........... e

7 STRONGLY DISAGREE
IDON'T KNOW.........

14Qur department periodically
circulates documents (e.g.,
reports, news-letters} that
provide information on our
customers.

1 STRONGLY AGREE................

]
J
O
[l
d

4 NEITHER AGREE NOR
DISAGREE........cccoovveiiiicres

7 STRONGLY DISAGREE.......... [:I
B DONTKNOW ...o.oovvecen. D

Q15When something imporant
happens 10 a major cuslomer of
the market, the whale
department knows about it
within a short period.

1 STRONGLY AGREE................

4 NEITHER AGREE NOR
DISAGREE...

M|
4

T
7 STRONGLY OISAGREE..........
8 DON'T KNOW..oovvvoovernisiieens |:]

Q16Data on customer satisfaction
are disseminated at all levels in
this business unit on a regular
basis,

1 STRONGLY AGREE ............... D

4 NEITHER AGREE NCR

DISAGREE ..o ]
Beeeereeeer e eaes et ettt [:]
7 STRONGLY DISAGREE.......... D

8 DONT KNOWD

Q17There is minimal
communication between
marketing and manufacturing
depariments concerning market
developments.

1 STRONGLY AGREE .......c..c.n..

4 NEITHER AGREE NOR
DISAGREE. ..o

s[:l
7 STRONGLY OISAGREE........... [:'
]

00 000

BDONT KNOW ...

Q18\When one depaﬂment finds out

something important about
competitors, it is slow to alert
other departments.

1 STRONGLY AGREE..............

4 NEITHER AGREE NOR
DISAGREE ..o

Q19]t takes us forever to decide

how to respond to our
competitor's price changes.
1 STRONGLY AGREE ...,

4 NEITHER AGREE NOR
DISAGREE.............cocooiiin

7 STRONGLY DISAGREE..........
BDONTKNOW ..o

Q20Principles of market

segmentation drive new product
development efforts in this
business unit.

1 STRONGLY AGREE................[:]

4 NEFTHER AGREE NOR
DISAGREE .......oooooovvrerssensee |

7 STRONGLY OISAGREE..........D
BDONTKNOW oo [j

Q21 For one reason or another we

tend to ignore changes in our
customer's product or service
needs.

1 STRONGLY AGREE................D

< JOT OO [:]
4NEITHER AGREE NOR
DISAGREE........ooo i D




y pericdically review our
duct development efforts to
sure that they are in line with
at customers want.

1 STRDONGLY AGREE........oovene D

4 NEITHER AGREE NOR
DISAGREE ..o everscrrsess s |

7 STRONGLY DISAGREE.......... D
BDONTKNOW.....coooevrre D

T business ptans are driven
re by technological advances
n by market research.

1 STRONGLY AGREE................. |

4 NEITHER AGREE NOR
DISAGREE ..o oo |

7 STRONGLY DISAGREE.......... [:]
BDONTKNOW ... [:]

seral departments get

ether periodically to plan a
ponse to changes taking

ce in our business

rironiment.

1 STRUNGLY AGREE................ [:]

4 NEITHER AGREE NOR
DISAGREE oo i)

8 DON'T KNOW[‘_‘]

: product lines we sell

yends mare on intemal

tics than real market needs.
1 STRDNGLY AGREE................D

4NEITHER AGREE NOR
DISAGREE ool

‘.

Q261f 3 majar competitor were 1o
launch an intensive campaign
targeted at our customers, we
would implement a response
immediately

1 STRONGLY AGREE ................

4 NEITHER AGREE NOR
DISAGREE ...l

7 STRONGLY DISAGREE..........
DONT KNOW ...

027 The activities of the different
departments in this business
unit are well co-ordinated.

1 STRONGLY AGREE......ccoe...

4 NEITHER AGREE NOR

3
J
DISAGREE... D
J
a

T
7 STRONGLY DISAGREE.......... [:]
BDONT KNOW ... |:]

G28 Customer complaints fall on
deaf ears in this department.
1 STRONGLY AGREE.................

|
M|

4 NEITHER AGREE NOR
DISAGREE...

|
4
7 STRONGLY D'.SAGREE..........D
0

8DON'T KNOW ...,

Q29Even if we came up with a great
marketing plan, we probably
would not be able te implement
it in a timely fashion.

1 STRONGLY AGREE

4 NEITHER AGREE NOR

|
o
|
DISAGREE oo (]
W]

S.

B oo e

7 STRONGLY DISAGREE........... [:]
B DONT KNDW ..oooorrre e W

C30We are quick to respond 10
significant changes in our
competitor's’ pricing structures.

1 STRONGLY AGREE........c......

4 NEITHER AGREE NDR
DISAGREE.............ooeee

E]
E]
W
U
d
W
U

7 STRONGLY DISAGREE..........
BDONTKNDW ...

Q31 When we find out that
customers are unhappy with the
quality of our service, we take
corrective action immediately.

1 STRONGLY AGREE ............... E]

4 NEITHER AGREE NCOR
DISAGREE .. oooooveoeoevveesseeeeooniee |

7 STRONGLY DLSAGREE..........D
8 DONT KNOW....ooovoceeveeas [:]

032\When we find that customers
would like us to modify a
product of service, the
departiments involved make
concerted efforts to do so.
1 STRONGLY AGREE................. D

2.

4 NEITHER AGREE NOR
DISAGREE o ooveeeeoeeeoveeeeee e W

7 STRONGLY DISAGREE......... D
8 DON'T KNOWD

D33 This centre generally has up to
date equipment.
1 STRONGLY AGREE................ [_—_]

4 NEITHER AGREE NOR
DISAGREE ... s |

7 STRONGLY DISAGREE..........D
8DONT KNDWD



is centre's physical facilities
» visually appealing.
1 STRONGLY AGREE................

4 NEITHER AGREE NCR
DISAGREE ...

7 STRONGLY DISAGREE..........
BLONTKNOW ..o

DDE:Jf:Ji:l OO0

is centre's staff are well
issed and appear neat.
1 STRONGLY AGREE................ D

4 NEITHER AGREE NOR
DISAGREE D

3 appearance of the physical
ilities of this centre is in
1ping with the type of service
vided.

1 STRONGLYAGREE................I:I

4 NEITHER AGREE NOR
DISAGREE 4

ien this centre promises to do
nething by a certain time, il
1S 50,

1 STRANGLY AGREE................[]

4 NEITHER AGREE NOR
DISAGREE .....oomrseeerese oo i)

7 STRONGLY DISAGREE.......... D
B DON'T KNOW ., {:]

Q38YWhen there are problems for

the customer, this centre is
sympathetic and reassuring.
1 STRONGLY AGREE ......ccoooevvns

4 NEITHER AGREE NDR
OISAGREE

Q39This centre is dependable.

1 STRONGLY AGREE .......ceoo.... D

4 NEITHER AGREE NOR
DISAGREE ...cooooeversssseerree 3

T |:|

7 STRONGLY DISAGREE.......... [‘_‘]
BDONT KNOW .....oovvvvrireveenan 1:]

Q40This centre provides the
services at the time it promises
io do so.

1 STRONGLY AGREE................ [:I

4 NEITHER AGREE NOR
DISAGREE ... oo i)

7 STRONGLY DISAGREE .......... D
BDONTKNOW .o |:]

Q41 This centre keeps ils records

accurately..
1 STRONGLY AGREE.............. {:l

4 NEITHER AGREE NOR

U
ol
BISAGREE .o ]
U
|

Q42This centre does not tell its
customers exactiy when
services will be performed.

1 STRONGLY AGREE.........c.......

4 NEITHER AGREE NOR

-
d
-l
DISAGREE ...........covrrr oo a
O
R

7 STRONGLY DISAGREE..........[:I
8 DAN'T KNOW ..o ]
Q43The employees of the centre do

not provide a prompl service.
1 STRONGLY AGREE ....cccoo.onn. |:|

4 NEITHER AGREE NOR
DISAGREE ... R

7 STRQNGLY DISAGREE.......... [:I
BOGNT KNCW oo D

Q4 Employees of this centre are not
always willing to help
custamers.

1 STRANGLY AGREE................[:I

4NEITHER AGREE NDR

DISAGREE ...oooooocovrr s 4
B et e i
Bt e eeb et O
7 STRONGLY DISAGREE..........D
B DANT KNOW ..o, |:|

Q4SEmployees ot this centre are too
busy {o respond to customer
requests promptly.

1 STRANGLY AGREE

4NEITHER AGREE NOR
DISAGREE ..o oseorecrees o 4



1 can trust employees of this
wre.

1 STRONGLY AGREE .......cco... D

4 NEITHER AGREE NOR
DISAGREE........c.oooiirrmrrnnneean

stomers can feel safe in their
1ssctions with this centre’s
ployees.

1 STRONGLY AGREE................I:I

4 NEITHER AGREE NOR
DISAGREE...

BOONTKNOW ...

0
0
.0
-0
0
Q
Q

ployees of this centre are
ays polite.
1 STRONGLY AGREE.................

4 NEITHER AGREE NOR
DISAGREE..........ooveir

7 STRONGLY DISAGREE..........
3DONT KNOW ..o

ployees get adequate
port from this centre to do
r jobs well.

| STRONGLY AGREE.............. [:|

$ NEITHER AGREE NOR

J
3
NSAGREE ...cccccrorvrsssrevrenens 4
N

IDON'T KNOWD

050This centre does not give
individual attention to
customers,

1 STRONGLY AGREE.................

3.

4 NEITHER AGREE NOR
DISAGREE

7 STRONGLY DISAGREE.......... [:]
8 DON'T KNOW ...c.ovceeeeen |:|

Q51 Employees of this cenire do not
give persona! altention.
1 STRONGLY AGREE ..o..cc.evne_]

4 NEITHER AGREE NOR
DISAGREE .vovoooooooesoeoeoresn |

7 STRONGLY DlSAGREE..........D
8 DON'T KNOW[:l

Qs2Employees of this cenire do not
know what customers needs
are.

1 STRONGLY AGREE................

4 NEITHER AGREE NOR
DISAGREE ..

a
-
-

a

Q

3

053This centre does not have the

customer's best interests at
heart..

1 STRONGLY AGREE................ |:|

4 NEITHER AGREE NOR
DISAGREE ..o comes e |

7 STRONGLY DlSAGREE..........[:I
8 DONT KNOW ...coovvoeccrriiniens |:|

054 This centre does not have
operating hours convenient to
their customers.

1 STRONGLY AGREE...........

4 NEITHER AGREE NOR
DISAGREE...

8 DON'T KNOW ...

DDDEEE@D

QssCentre
Kingamesd......ooeere et D
Whitstable SP.........ccccovciiines

Herons Leisure Fool....................
Pier Sports Centie ...
Highgrove SP..........cccnivmnnne

J
0
Q
J
HYES SP....oecvreer v cceceeecennncnas D
[l
|
|
|

The Venue ...

Furzfield ...
HemSPriNg ......ccocememsrmeericimeenin
11
12
14
15
16

Qs6 Staff Work Role

Directorale.......cceevvceccvinieniie
Area management....................

Centre management

Operational staff.....................
[0 (1= [ SRS

0o000

Q57 Gender

QSsaWhich Local Authority is this?
Canterbury...‘...............................l:]

HIllIRGLON v e e canns |:|

Chelmsford . ...ooooceevrerese e D

Hensmere....................................D



Themed Interview Responses

243



‘med Hesponses Firat Ovder Construct | LA
: have regular informal meetings 1o discuss different approaches Intellipence MO A
dissemination
iean a fot of it is anecdotal and that's how it gets passed around Intelligence MO A
dissemination
dthat, a lat of those things also get passed around to senior managers meelings and most of them are very Intelligence MO A
resling and [ suppose that's one of the, I mean I 2 bit long in the tooth in this jab, but it i3 one of the interesting dissemination
gs about the job that there are always these things that erop up almost daily which we haven't come across before
1c nature of a complaint or no two, or are rarely the same, exactly the same, so
I I'm one of the mechanisms, [ 21 the sorl of designated marketing manager and we have regular staff mectings Inteiligence MO A
1the centre managers once a month, 1 in theory have regular markeling meetings with the managers dissemination
:y don't always happen, but we do have a marketing plan, we had ta produce that for the tender submission but Intefiigence MO A
iously we would be producing one anyway, which we try and work to and I'm the actual bod that physically dissemination
ks out the hard, the end material really, the advertising the feaflets the posters but it is sorl of a team effart,
iously people, infermation is cascaded down from the 10p and via centre managers as well for their needs, but I've
1 wilh the department for, must be approaching }0 years so I have a certain understanding of what the facilities
lire anyway
st of it is by word of mouth with the managers, How has this promotion worked, how has this of advertising Intefligence MO A
ked, we do iry as best we can to gel receptionisis to ask how they've heard about us dissemination
the moment it's all a bit loose, to a degree has been, with our new management systeny we are hoping to improve Intelligence MO A
1 that But a fot of it is dune by word of mouth dissemination
ot of it is anecdatal, a fot of i, is we have our regular monthly meetings, 1 wifl be asking managers how did that Intefligence MO A
g go. if it didn work then we won't do it again next year, or we will query why didn't 11 work, did we get the offer disseminalion
ng, was the timing in the advert wrong, and we do try and sorl of take into accoumn in terms of the marketing
vinarketing process
discussed this a couple of weeks ago and we think if we sent out a sort of stafT attitude survey at the moment intelligence MO A
1ably one af the largest complaints would be communication, and I don't know whether sometimes that's a knee dissemination
reaction that stafl don't believe tat things are conutunicated to them having said that in our discussions we do
ave that we do need to inveolve staff more
alse appreciate that some stafF it really doesn't matier if you communicate te them or not, they are probably not Intellipence MO A
-ested, i('s o job dissemination
dn't know the cenire manapers at Kingsmead, at Whitsiable Sports Centre as they were then, we didn't heve the Intelligence MO A
4 two pools but there was no, we now have, most of the siafT know each other now disseminetion
tainly at a senior management level, and we do place in a great emphasis on communicating at that level, but then Intelligence MO A
selling it cascaded down really to the ground floor stalf as well Bul it is important dissemination
zan all cenires are supposed lo have staff meetings, mos( centres have duty managers mectings so they are the sort Intelligence MO A
1e senior management meetings within each centre and issues get passed down really as and when it is pertinent 1o dissemination
Q
2an I'm supposed 10 have markeling meetings with each centre manager as well, although it doesn't necessarily Intelligence MO A
310 be the centre manager, [ mean previously 1 was having meetings witl a particular duly manager at a couple of dissemination
res who were picking up the markcting role on behalf of the centee and that does work very well
1in that is something that has lapsed, it's sometling thal we want to relurn to as so0n as pessible hecause it is quite Intelligence MO A
luctive, and again it hasn't happened really because of, again 1 will probabiy return to this time and time again in dissemination
15 of the survival and the fire fighting and perhaps and locking at it personally my own sort of time management
planning
uin its gelting it then cascaded down to the other staff, and sometimes 1 will see individual stafl anyway and when 1 Intefligence MO A
wer there | make a point of dragging them in and praising or chastising as the case might be ot teaching dissemination
Jing it to that extreme we are, again getling back 1o the survival bit of it we are stretched on that I believe, our Intelligence MO A
plions are stretched, but at the moment it's difficult (o assess how much of that being stressed is down (o the new Dissemination
agement information system and thercfare people learning that system, getting to grips with it and therefore it
{d be very easy to throw resources al that afl of a sudden and think that would be sort of answer to that when it wiil
aps cure itself in time so we have got 1o monitor that anyway
« each centre, each centre manager is responsible for preducing their own plans and our marketing manager has a Intelligence MO A
{hly meeling with each centre manager to keep these plans on track, modify them dissemination
¥ else might we iuvolve marketing within the centres? There is commmunication throughout each centre and again Inteltigence MO A
s slipped of fatc because we have been chasing our tails but we have monthly staff meetings and weekly duty dissemination
Egers meelings, as standard but cbviously it is very important for us 1o report performance 10 them and marketing
15 a larpe chunk of that discussion, the development of the facilities, customer care, tends (o form part of the
iing element of the agenda
have monthly senior manapers meetings where [ have all the centre manapers and various specialist manapgers Intellipetice AMO A
# 13 of us in tota} put together and again a lot of the agenda tends 1o revolve around marketing dissemination
i is parily my role, the role of the marketing manager, and his meetings with the various centre manapers Inteitigence MO A
dissemination
extremely important i h1y eyes and we don't do it enough Intelligenee MO A
disscmination
had a day away, all the managers last week, partly to iry and get us back on track with our planning processes and fntelligence MO A
ng another look at the stralegic direction of the contract over the next 5 years, and what we need to do with regard dissemination
st value
50% of that day was spent on looking a1 how we could look at improving on stafT involvement, participation, Intelligence MO A
munication, the major problem that we do have with predominantly low pay rates whether we ought 1o look ata dissemination
rmance related pay scheme, high staff tunaver, communicating with staff was a topic of the day and have pol 1o
ove on that, but we do have schedule of meetings, but those meetings tend to be a little bit too I suppose
ational which is necessary, bul we do iry and drop in training elements within those meetings but there is a distine
of involving staff in decision making processes, and we certainly want 10 look ai how we can develop that, we do
an annual system of appraisals, it is a fairly simple syster, but we keep it simple but then it is done
¢ made il too oncrous it would fall by the wayside, given the pressures that we all have with time Intclligence MO A
dissemination
e moment it is really via their training, it is via staff meetings, we don't have a heading called marketing but Intellipence MO A

-iably as marketing is really a part of all our operations it is therefore within the agenda anylhing we talk about
ably involves markeling somigwhere
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¢ try and ensure that our overall aite is comsmunicated to all staff, and it is a marketing aim [ believe

Intelligence MO A
dissemination
¢ are now looking at giving better performance informatton back to staff, going back to an earlier question, whether Intelligence MO A
current system help ot hinders our marketing we don't tend to reveal much about aur performance because well we dissetmination
very worried about competitors getting hold of information, because they will do because we try and get hotd of
irs
«we have tended to keep a lot of information close to cur chest and a lot of very important information we have kept Intetligence MO A
zither just myself or my immediate deputy, and the third most senior manager but with the onset of best value we disscmination
looking to relax that and we can persude the council that tendering is not the best value option and we can be a lot
r¢ open, and [ think that staff involvement should increase if we can start letting them know what is going on by
ing these are the objectives, and this is how we are doing against those objectives
sbleins are always reported back through stalf meetings, they are reported back there and then if they arc scrious Intelligence MO A
s disscmination
¢ also report compliments, things that have gone particularly well, we don't have quite so many of those as is usual Intelligence MO A
in terms of for instance, here at Kingsiead, we have a particular problem with the design of pool changing rooms, dissemination
{we do get a number of custonter comments forms completed on that and other Yetters, and we discuss it at stafl
stings and our weekly duty manager meetings We discuss means by which that service guality can be tmproved At
mamenl it is pretty awfiil, it is better than it was but something more drastic has to be done
gular meetings with, central mectings so that al} centre moanagement, senior management are present helps to Intelligence MO A
ure that the right policies are adopted and promoted Disscmination
mununication importance) Very, Staff need to know what is going on and why it's going on [ntettigence MO A
Disseminalion
ey need to know, if staff bave the wrong information going through or information going through too late if can Intelligence MO A
:ct the way that they deal and treat with customers by piving possibly wrong information and slower service Dissemination
sty also fead 1o fow morale and poor niotivation amoengst stafl Intelligence MO A
Dissemination
sir, we have monthly mectings with staff, weekly teetings with duty manager staff Inteltigence MO A
Disscmination
a fairly small contre we only have 25 employees, most stafl are seen on a daily basis so any new information needs intelligence MO A
¢ corununicated can actually be told more often than not on a onc to one basis Dissecmination
Wl appraisals help sort of help to assess that sitwation anything coming through of significance in marketing will be Intelligence MO A
municated by intemal memos depending upon the impartance of, it's atlached 1o anything Dissemination
night be to each individual or just to the centre to be then cormmumicated verbally to the staff Intelligenee MO A
Dissemnination
'y, apain because it is a small centre they can be spoken to and then seen on a daily basis so that aty issues or Intelligence MO A
blems or any matters arising from any instanee, are dealt with quite promptly if not by myself then by the duty Dissemination
nagers and then passed on through, we have pot the daily diary so that's just gaing to be left there for me
"ident records for other matters more serious matters that are then passed on to senior management, so most matters Intclligence MO A
be dealt with inumedtately as they happen Dissemination
ink possibly that over the years that the main difference is more formal meetings than we used to have which does Intelligence MO A
+ the opportunity to et the important information Dissemination
are is always the risk that when you are just deing on an informal basis that might gt out to 90% of the staff but Intelligence MO A
of two miss out Dissetination
t that is probably the main ways, but it slightly more, it's more structured intelligence MO A
Dissemination
picking up your point which is the one with stail is, the stall are the tnost vital, the cascading of information and Intelligence MO A
wally communicating with them, whether is through letter form: or wirether its verbal, weekly mectings, monthly dissemination
ings, team bricfings etc, arc second to none
body within local authorities have as yet go it right, a lot are working towards it, some of the Lendon Boroughs in Intelligence MO A
icular are way ahead of the rural areas, but again you've got to look at it yourself and for it to work, it's the old dissemination
g the latest buzz word is best value and everything that is associated with it, but if you don't mean it, if you dont
it that the stafl arc you're most valuable resource then don't say it
ht, how they arc communicated with in pencral, obviously that is donc by the general manager DSO and that Intciligence MO A
‘ades down with weekly, monthly meetings ctc whatever hie sels in dissemination
ase with the general manager personally on issucs Intelligence MO A
dissemination
<ing marketing specifically, that is only. it only becomes a part of the either weckly mecting with managers of the Intelligence MO A
ity with relevant staff, say for example receptionists, cleaners, sports atiendants ete dissemination
it's only, it isn't done as a specific function, they maybe within the manager's meeling a section on environment, on Intelligence MO A
ncial issues, inarketing but there aren't as such set marketing meetings weekly or monthly dissetnination
2y do have special meetings where if they are discussing the marketing plan for the year that they will call ad hoc Intelligence MO A
that will be done, it's not done enough but basically that is what should happen, is that they are more regular they'll dissemination
nen lo be, oh well it's vital to the organisation now we are moving forward let's bave a session on it
in, service quality if you look at the marketing I've said that it's only at weekly or monthly meetings as an issue, latelligence MO A
n service quality issues are the same, so you can maore or 1¢ss say the same about the service quality as about dissemination
keting except for what you tend to find is there if an issues goes wrong in a centre it's usually a service quality
2
at comes down from that is that thers is five or six main arcas that we have discussed in best value working Intelligence MO A
ips, and one of those is communication Dissemination
retly how we would do it, we would plan and look at, as a group Intelligence MO A
dissemination
> thing that's an arca 1 think that the cenlre 10 be honest is looking 1o improve upon with, to use computerisation, Intelligence MO B
sre Jooking to bring in things like leisure cards and membership systems which will hopefully give us the 100ls we dissermnination
1to measure out tarketing success.
| obwiously it 5 crucial in any organisation, but any service led organisation of this sor it is paramount because Intelligence MO B
ously the peeple furthest from the management are oficn the most in contact with the customer particularly in this dissernination
nisation here whicl is a larger than average leisure centre, working long shifls, people don't see each other very
1and it's obviously crucial that commiunication is ae good as it can be Obviously has a benefit for the customer
the quality of service.
Alent communication lines, intemally and exterally, within the centre and outside of thi¢ centre to get your [ntelligence MO n

wnge across, and also the actual time to effectively market research your products
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solutely the most essential thing going in a centre of this size because if somebody doesn't know that something is Intelligence MO B
ng on then they are not going to be able 1o get the message across to the public dissemination
sically it is imperative that communication is taken all the way through from the cleaner of the centre who is here Intelligence MO B
1 thing in the morning to basically the person who locks up the building last thing at night which is generally the dissemination
stewards and duty managers
he reception don't know from me what's actually going on before I advertise it then they are not aware that may be Intethigence MQ B
ing extra enquiries about a certain product dissermination
" don't get clear conununication from the managers as to what they actually wamt me to sort of advertise then that Intelligence MO B
s actually docsn't get advertised correctly so the information doesn get out 1o the public comrectly and, once you dissemination
t of start to break down the information and trust between the public and what you are providing it's, you know il's
Iding up tiat up hill struggle again
1ean obviottsly at the same timie comununication between eurselves and Uie basically local, well put loeal amicnitics, Intelligence MO B
al services so Uiat they can actually hielp to provide information abowt our services while, 1 sort of mentioned about dissemination
ties with the town centre management, we've gol invelved in a lot of projects due 12 the fact that I keep her updaled
things that we've started on something new
2've recently had some swimming ratios from 18RM regulations, and it's been a casc of just everyone possibly Intelligence MO B
ns exacllv what's going on rather tlian having a breakdown and one person missing out dissemination
‘ve got, we have individual meetings for services which generally, it depends upon the department but generally at Intelligence MO B
i once every six weeks and basically quality / service management is one of the issues that is coming up regularly dissemination
ause of best value coming in
¢ only problem might be that, from my peint of view, that | have got such a large team, we have representatives and Iniclligence MO B
1y be the information feeding down from the representatives that may not be as strong as it could be, but the dissemination
‘iously minules go out 1o those people as well
# also have a newsletter that goes out roughly once every other month, and that will have information about best Intelligence MO B
1e and quality initiatives, and that also passes the informalien across dissemination
w1 my point of view, things are improving very slowly, but I think becauss it needs to be improved slowly, but to Intelligence MO B
terfectly honest at the end of the day alot of the services we are providing where quality iz concerned were dissemination
1ally very good, something that we are actually doing next week is bringing the whole new phone system because
been our biggest problem and communication links from that peint of view have been appalling, but everyone been
of told why we are doing it, and everyone is jumping around for joy that we are actually going to have that
iroved
iin really, that is another intermal guestion and 1 think there are imemal systems in place for staff briefings but it's Inclligence MO It}
trably better if you ask the cenire manager. dissemination
ican communication is 80 important, communication, the right communication, tean spirit is all goed all important Intelligence MO D
ors dissemination
iink if 1 could selve the communication problem in here 1'd be a millionaire because I'd sell it everywhere else Intelligence MO D
dissemination
12an we have, we obviously internal memos, we have a stall newslettcr, we have meetings we have all the normal Intelligence MO R
s of commumication that we have dissernination
:have a computer screen 5o we've got (lie opportunity to leave messages and that sert of thing Intelligence MO B
disgemination
ving said that we've gol all of 1iose mediums, lelephone, voice mail you know communication is always seems 1o Intelligence MO B
1 problem in this dissemination
s exacerbated by the fact that we are open extensive hours and 1 think it needs 1o be said that some individuals are Intelligence MO B
ivaled to let stafT know and others aren't and that's quite a diffioul situation o get over dissemination
1can we are working on it and we've introduced more mectings and more focus groups than we've ever hiad before, Intelligence MO B
if I could solve the communication problem it would be very nice thank you very much dissemination
vy are not really, before April we had a part time marketing person who used 1 circulate all the details but it's Intelligence MO B
1elhing now Uhat we are looking now to develop with the management tcam and arice we've developed it with the dissemination
1agement team we will then cascade it down the Lree as it were
u know, as with everything else, health and safety, finance, aims and objectives, management plan, all of these Intelligence MO B
1gs need 1o go down, its something we haven't done, it's something we are going 10 do dissemination
Il again, when we look at service quality we Jo notify the stafT of our market research Intelligence MO B
dissemination
ey are aware of the LLAM seports that we have, thit's the independent reporis and we try and be positive Intelhigence MO B
dissemination
ain it's something that because we are now changing the structure we are looking at 1e customer services and he or Intelligence MQ R
will look at that element, that service element, how we treat our customers how can we improve, cusiomer care dissemination
otlier things that we can introduce to improve and that will then cascade, once we have looked at it management
n level, we will then cascade that down for comments for staff, because at the end of the day we've got 150 stafl
2 and they all have got some good ideas and we've gol lo use those in the process of improving the centre really
newhere like Riverside it's very important, it's alse very diffienlt, I mean there are hoards of stafT in terms of Imelligence MO i)
nanent and casual staff, [ mean it operates up to 16 hours a day 7 days a weck, closes onc day a year dissemination
ere arc times when there are people in the building 24 hours a day continuously, and se there arc substantial and Intetligence MO B
iplicated shift patterns, and communications is extremely difficult under those circumstances dissernination
t aver the past year or 59, we have made substanlial 1o try to improve that through giving stafT the opportunity to Intelligence MO n
inunicate face 1o face upwardly as well as down and it's important but difficult in a big operation like that dissemination
i} not separately from everything else, Service Quality, we don't sort of say right today we are going to talk about Intelligence MO B
rice quality, because effectively the nature of \he service is what most of the staff there are 100% responsible for, dissemination
know the lifeguard staff, your catering. the people at the sharp end really and it just forms an ongeing part of you
av the regular assessment and feedback from the individual bits of the place
cause we've gol two receplion arcas because the ice rink is completely separate, it's imporiant that at the moment to [nteligence MO I3
tc sure that the cross overs people up stairs knows what's going on down stairs, other wise you don't see, people dissemination
"t seem (o know what the other half is doing
: have manager's meelings wherc we will also have updates on the internal meetings so you, anything that anybody Intelligence MO B
‘eception from my point of view is brought up then I will bring to the mecting, so that everybody clsc is aware of, dissemination
ve are not only aware of just what our customer within our own area wants and is provided for, but basically what
yhedy in the centre wants as a whole
I think now we are coming up to best value, and | know that there is a competition element in that, but I think we Intelligence MO B

quite confident in our abilities and what we ar¢ now sceking to do is 1o get the staff on board with you know our
s and objectives and our business plan 2nd as part of that we will involve health and safety, marketing, stafl
tions and all those issues are important right the way down the organisation
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», comymunication is vita, bul nobedy does it well

Intelligence MO C
dissemination
 these are the sort of mechanisms we employ to improve the quality of service or service or service delivery, and Intelligence MO C
vays 1 think as 1 say are trying to get feedback from staff, bul how effective that is remains o be seen dissesnination
tink, well 1 don't think I know that they get feedback from customer complaints and customer praises, | think it is Intelligence MO c
aortant that we have the pats on the back which are not a3 often as the kicks up the backside in terma of people dissemination
iting 10 us, and saying that they are nol satisficd
1d 50 they have regular team meetings where information like that is fed back, but indeed, and prebably Chris will Intelligence MO C
you this himself part of Chris's staff development at interview was a requirement to begin to develop that process a dissemipation
le hit more, 1 am still not convinced as the director of the organisation that we actually encnuraging greater
dback and greater involvement of the staff at thie sharp end in the sort of issucs that yeu are talking about and 1
ik that I have a feeling and it may be commented differently that the approach is still too much bottor, I'm sorry,
+ down approach as opposed to a sort of mmore equitable bottom up and top down sort of approach, 50 and as [ say
not being paironising to the staff al the sharp end but they are incredibly valuable sources of information to get in
marketing process, and I don't think we are exploiting that opportunity as much as maybe we could do
il it is having the ability to got the message across and that's nof always easy and as I say a centre that opens for 100 TateMigence MO C
L odd hours per week so it is not an easy onc thare dissemination
Do you have a staff sugpestion seheme? No, we dont Intelfigence MO c
dissemination
ry important, we've highlighted it as an area that in our marketing strategy, and we have got 10 areas and [ntelligence MO C
mpication is onc of themy, both intemally and externally dissemination
1ink on a customer service training communication is part of it, because it is all customer care, and what | have Intelligence MO C
ntioned in my marketing strategy is that obviously the intemal customers, if they arc not looked after and if ihey dissemination
1" know what is going on they are not going (o then pass on a good service 1o the external customer because if
re's any sort of resentment bitterness or feeling of not knowing that will refiect in the overall service
umber of ways, we have regular marketing meetings, I'm not at every one, but 1 am al most of them Intelligence MO C
dissemination
1 tend to get involved with the head person of that parlicular area, and we will then sort of go through the minutes InteMigence MO C
- sec how we are progressing dissemination
z hiave like a liealth and fitness group where all the centres get together and we discuss either short term and long Intcligence MO C
n aud fong tenn filness issues, what's happening with competition, we have got an action plan that we look at to dissemination
<e sure that we are sort of kecping on irack of things
1at was the question again? (Q rpt) Yes and obviously with the marketing sirategy again 1 have told you we have Intelligence MO C
' group meetings on that and then obviously we will have ntinutes that will get circulaled to cven those people who dissemination
1t necessarily involved, so they're aware of wiiat's going on
win with quality assurance, there is these andit meetings, with all the operational staff and vanous members, and Intclligence MO C
v all get together and go through customer comments, cleanliness, health and safety alj these issues dissemination
1ean we have health and safety groups, we have raining issues, there is so many working groups, working partics Intelligenee MO C
. pet together on a whole host of issues, but some within a centre, some corporately bars and catering, again health dissemination
fitness that 1 have mentioned so these are when issues are raised | think
ink it helps in that as T say we have just been through, and we review on an annual basis normally we would be Intelligence MO C
*king 10 a business plan, and thosc business plans would be derived from each centre dissernination
¢ system assistad in that you know for the first time 'cos we are investing quite a lot of capital within Hertsmere, Inteiligence MO C
¢ a lot is an undersiatement really, weve now, you know looked more strategically, not just at what we are doing dissemination
r this financial year but what we are going to be doing aver the next five years and we've pooled together all of the
wirces from all of the centres and a 1ot of peuple have had an opportanity to contribute to that plan, and I think that
eneficial, so when the end document is produced, individuals from eentres, not just centre managers or markeling
tacts but other people can see where they fit within the development of that, I think then it's obviously owned, and
secomes more of a working document as opposcd 1o something that just is produced for the sake of producing it
then filed
have just undertaken a coniprehensive marketing review which has generated, and this is (he first drafl and [ am Intelligence MO C
ng Helen about it this very aftenioon, Lial's the meeting [ mentioned von, the three year marketing plan Dissemination
w ] think integral to that is the concept of communication, it underpins everything we do and we are talking both Intelligence MO C
rnal and exlemal conumunication Dissemination
again there are so many cliches in marketing and operations generally and that's because il's actually its a very Intclligence MO C
nle business that we are in, we really arc, and communication in the first instance to our staff, the communication Dissemination
1y ideals, my aspirations which ultimately will translate into enhanced customer service, is crucial, but again it
ents single challenge to bring evervbody on board, even if | commumicate sy ideals and Helen's ideals and
raps the ideals of clected members, there is an enourmous chasm if you like between talking the talk and walking
walk at the sharp end
i is an example of a far reaching all encompassing review, it was chaired by myself and driven by mysedf in Intelligence MO C
iunwtion with one or two people at Head Office, Helen, marketing coordinator, and commercial manager Dissernination
wolved any number of sub working groups, but there again senior managers would chair if you like focus groups Intelligence MO C
eople different perspectives, differont remits, different aspirations, and hopefully this is an amalgamation of Dissemination
atives of which are embraced by the people in out organisation
hirt each of our centres there are management tcam meetings, there are sub mectings, whether it be receptionists, Intelligence MO} C
irc assistants, we feed back into those meetings customer comments whether it be from our user groups, customer Disseminalion
ment analysis, accidents, enstomer comments as [ have said, ail of those are fed into a database, regurgitated, they
us cumulative and snapshots of the way our customers are perceiving any particular element of our scrvice so for
ince what we are looking for is not the odd conunent here or the odd comment Urere, we are looking for themes, it
| ahout representative samples and so on and meaningful information and the systems in place primarily database
ysis allow us to put together themes, in other words "your changing raoms are dirty, why"
anld also citc again formal quality assurance systems like 1SO 9000 which rely npon an anditing system which is Intelligence MO C
icd out by all members of staff at diffcrent levels, highlights if you like areas of concern, operational concam Dissemination
again, it contes back 10 this communication thing and how we are feeding back to people both at the sharp cnd and Intelligence MO c
e bit further back, problems and that the systems that we employ are many and varied Dissemination
there are enough iniatives in place to ensure thal we get feedback Intelligence MO C
Dissemination
have meetings on a regular basis so that gives staff an opportunity to fecd back, because they are obviously at the Intelligence MO c
face with customers and what they hearing on the pool surround or in the pool surraund or in reception or while Dissernination

are teaching lessons is obviously is very valuable so that's more proactive in some sense than someons to
plete a comment which is invariably tends to be negative




 that might be positive comments about the service delivery or it might be "ol at the old pool you used to do X, Intelligence MO c
y dont yon replicate it here” . Dissemination
t and parcel of that business plan would be a marketing plan, to the markcling to cither centre context wouid be Inlelligence MO C
olved in developing a marketing plan and that would give us an opportunity, to ook at, you know not just what we Dissemination
daing but what's happening outside, what arc the social, potitical and technological changes that we need to bear in
1l when producing a marketing plan what are our competitors doing 2nd we go through tie full SWOT analysis
nditions, a process as I say needs to be a communicated process, we need to have involvement from the people whe Tntelligence MO [ 5
ullimately going to be affected by the marketing. well marketing, So that's allowing people lo contribute te the Disseminalion
cess and thereaRer making surc that what we have agreed in that process is communicated o individuals
tremigly, 1 think T have talked about comnunication I think throughout the previous guestions and again it's, Intelligenice MO C
nmimnjcation is a, 1 was going to say a lwo way process, but it's more than 2 two way proeess isn't it, it's mare, staff Disscmination
aware of their role within the centre, if there are changes operationally or to the programme or marketing or their
corporate intialives that we have laken on board, obviously they need to be aware of it
icy are going to have interaction with customers on a regular basis that maybe | am not going to see or receptionist Intelligence MO C
T ism't going to se¢, or a member of the icaching staff isn't going 1o be aware of, so it is important that they arc Disscmination
nmunicating back ta me any ideas that they may have or any you know informal conunents that people might be
king, that they just think 1 don't really need to, or it's ot my remit to deat with that
encouraging that ongeing dialogue Intelligence MO C
Dissemination
ny ways, as | say we have regular mectings, tcam meetings and tlen just general staff imeetings, so that would be an Intelligence MO C
rertunity for them to, and I proaciively ask for their feedback en their programming ideas you know, I can see areas Dissemination
ticularly as it's a new building, parts of the programme that we need to work on
that's kind of an informal process but it is documented, so at least §f there acticn points we will make sure that they Intelligence MO C
reviewed at the next meeting Dissemination
cy've all been, well they haven't all been but a lot of staff have been part and party of the marketing strategy that we Intelligence MO C
puiting together and the outcome of that will be communicated 1o all staff Dissemination
5, appraisal meetings really form quite an important part of the communication process and regular meetings and Intelligence MO c
sraction on an ongeing basis between niyself duty manager staff, reception staff] leisure assistants, so picking up as Dissemination
ch informiation as possible
say the same, all the processes would be the same Intelligence MO C
Disscmination
cy're changed when cuslomer comment and custemer feedback I think is a very tangible thing to use because it's Intelligence MO c
just me as a cenlre manager saying | think we need to improve our standards of cleanliness or our standards of Dissemination
11l and safety or our, you know diversify the poo! programme, it's coming fromn somebody else, and it's as | say it's
zible, it needs to be, | need to give them some form of response. I'm not saying negative cusiomer are useful, we'd
: o eliminate all of them, bt in terms in effecting personal change, ihen they are a uscful 100
ernal customers may comment, we have contact from head office, from other cenlres, it 13 quite uselul oflen Intelligence MO C
ming best practice from ancther centre and you know saying to staff well, this is a template that is working Dissemination
avhere we can uge this so other centres in effect will juflucnce change maybe within this centre particularly as its a
¢ environment and Furzficld and Hawksmoore have gone through similar processes
1afT aren't communicated with that they don't know where duly managers, centre managers, area managers are Intelligence MO D
1ing from, where the department is aitning io go in the Jong tems, if that communication isn't taking place and they Dissemination
just Ieft in Bmbo, and probably speak to the customers and make things up and as they sec fit when asked questions
hin the centres there are weekly / fortnightly meetings that take place between stafl, duty managers, senior Intelligence MO D
1ngers where fnformation is passed down through the line as it should work, in terms of marketing again at the Dssemination
nent the only real sort of issues that are passed down the lines of communication are that if people wani posters
12 up then they know where to go, if there are new classes taking place then they know who to go to and speak to
ut getting the publicity that we do ourselves at the moment, but they kinow where to go and get that organised so
¢ can actually publisise the new events that are taking place or the existing cvenis that we are trying to target
ry. essenlially imporant, very very impotiant. We have staff meelings regularly, we discuss all the problerus which Intelligence MO »
you know the problems we have to live with but 1 think yon need to let them know what is geing on gaod or badl Dissemination
stafl, what's going on otherwise they fec] totally miffed
jusi discussed a1 staff meetings really and if there 15 anything they can do to help or assist you know for instatce Intelligence MO D
just recently wanted to market our creche and a couple of the mums here took posters down to the local clinies and Dissemination
Ith centres
a way, ¢ven some months ago, that the not too distant past the thought of Alan and I 1alking together on one thing Intelligence MO D
: probiably would not have happened dissemination
+ are working much ¢loser together now and one of the benefits of that already has becn, that some of the ideas on Intelligence MO n
keting that have come from Alan's depariment haven't had the resources to carry if through and now through dissemination
king together 1 am actually providing some of the human resouree 1o do this in terms of basic marketing research,
getting our receplionisis to ask questions as people coming through
() 1 think, communication, | think everyone has 10 undersiand why you are doing it, everything, you are not deing [mtelligence MO D
g5 in isolation, going back to the expenditure thing before, 1 think everyonc was working in little pockets of leisure Dissemination
we were never really linked together
hat ras happened at our level, is that we arc having more meelings, Eric is more aware of what information we Intelligence MO )
110 get, we are more aware of the restraints in temis of staff availability and we will find a way around i, whereas Dissemination
wre it was in the contract, out of the contract now we, the edges are more blurred
> are going through the process at the mement of getting accreditation of investors in people and communicalion is intelligence MO D
tricably linked in investors in people What and if what marketing issues we cover in that would be communicated Dissemination
|, but I'd say it's not something given its significance il deserves
» staff iave, obviously Eric has his regular meetings with the site managers, but 1 am not surc how oflen Eric see's Intelligenee MO D
iis reccys, but | have always felt that there might be a problem of communication Dissemination
L Thave regular, and 1 know that is good, but sometimes we necd 10 1alk to recreation assistants but perhaps the Intelligence MO )]
sage hasn't got, but perhaps it's pot the way in which I thought it was going to be given to them, not in all cascs Dissemination
sometimes it's difficult because there is n chain of command, and perhaps the message does get wmixed up with
- things, there are a lot of other 1hings to consider
¢an Jast time that she was around she was talking about, we are doing this thing over the summer up in the Intelligence MO D
enture Holiday place in North Wales that the Bereugh owns I am not saying that the message would not have got Dissermination
ugh the other way, but I think that it has reinforced it, that the staff say "oh you know, we are geiting i through our
line management and we are getting s as well” and 1 think it has probably improved it
.1 mean that has been our problem as well, not having enough access, or enough exposure to the staff because we lntelligence MO D

: not had enough time

Disscmination




ain through mectings with managers, site managers, area managers, certainly I know we have stail training every Intelligence MO D
esday afternoon for a couple of hours, where it would be one group of stalf one weck, one group the next week the Dissemination
y the rotas work
rious other issues crop up where things are chatted through it is explained to the staff and what they, what is Intelligence MO D
wecied of them in cerlain cases Dissemination
ain, just al staff meetings we talk about all sorts of issues like that, what we can do abeut it, how we can cope with Intelligence MO D
1¢ best we can with the limited resourees we bave Disseminalion
I, on these two siles service qualily would be an issuc in terms of inspections and monitaring which regardiess of Intelligence MO D
Alting that Eric and his stafl would pick up, if it is a formal thing and we do inspections it will be reported at our Dissemination
ular meelings and that would go down the tine or we wounld deal directly with the site managers and advise Eric of
al we have done 8o on the formal side of service quality that is covered within the contract
¢ also have induction packs where siafl are given information on a whole range of issuzes, on how the centres Intelligence MO D
ale from opening 1o closing sort of thing. So there is reading malerial as well as verbal comments Dissemination
= will link that obviously to consultation packages and finding out what's happening Intefligence MO A
Generation
some of your aimns and objectives potentially can go out of ihe window, [ mean we have 1o keep focused on those Intelligence MO A
iously but at the end of the day it's bottom linc thanageruent and we have (o survive Generation
lrat you ean easily do is actually you throw out an offer and it's your existing customers who were going L0 use it Intelligence MO A
way totake advantage of it and a classic one was last year we got lured inte deing a Jordans bar prometion and it Generation
1a lot of our regular swimmers who were taken advantage of the scheme and we didn't, couldnt get the feedback
sther it was encouraging them any more times, i.c that the fact that they getting these vouchers well that they were
aing twice a weck instead of just once a week
: do find it quite difficult, a fol of it done when we do do somne kind of promation or advertising we often do do a Intelligence MO A
icher, we arc running one at the moment at the pier sports centre for the roller skating, and we know we are getling Generation
wchers back so we will have look at that afler the weck's over and sec how many we actually gleaned
v the advert 1o that centre cost £300, each of those 6 people joining would have been spending about £284 peunds, Intelligence MO A
sie person has paid for the adverl Now that's very simple Simon, but that's how it tends to happen Generation
aring in mind we don't do a tremendous amount af newspaper advertising or high profile advertising for which we IntcHigence MO A
ly do want to know that we have spent £1 500 pounds on that, have we gat our merney back on that Generation
use n1y bosses words again, to have made £1500 and a penny 15 a success really, that’s whal we are really Intefligence MO A
rested in Generalion
e respect they are the greatest marketing tool in many respects, they are also cbviously at the end of the day they Iniclligence MO A
the people coming through the doors and paying the money which keeps me in a job, so they are ineredibly Generation
ortant 10 us and as such we always take note of wiiat the enstomers say
iean we have quite &, I mean our customer sort of comment procedurc and the way thal we glean information from Inteliigence MO A
.omers through anecdotal information which does get sort of passed around all the time I think is testimony to that Generation
iean we need 1o get it right, and if the customers don't say what they cither enjoy or what they don'l enjoy that is Intelligence MO A
e il gan all fall down Generation
in pet 4, 5, 6 calls a day on a bad day asking nic 1o advertise in, ou this calendar, this surgery baaklet, this disabled Intelligence MO A
klet, and how Lo reach a quarter of million people in Kent Generation
t then my argument would be that you could plan (o deaily, but if you haven't got the resources 10 actually carry out Intelligence MO A
planning then, but that whal's we are sort of emnbroiled in at the moment is trying to imgrove that planning process Gencration
actually come np with proper business plans for ¢ach eentre as well which we have never really done before
fve had an overall plan and it's been very effective really because, [ think because of the, really a Lot of it's down to Intelligence MO A
ir as [ am concerned personally to the organisational skills and the oversight of Neil West 112 has been very nuch Generation
ontrol of that but I think we are aware nat that we really need to get back 1o a probably 1o that tender submission
we did about three years ago
ve make a loss in the firsl year, then everybody is breathing dovwn our neck to have it tumed around to prove that Intelligence MO A
are tuming it around during that year, if not it should really be put out to tender and the district anditor is looking, Generalion
ching what is going on as well
-are considering the use of customer focus groups, we have been tatking to a number of individnal groups again Inteiligence MO A
main cusiomers which maybe the clubs, we have a membership scheme with about 1500 monthly subscribers, as gencration
| as other categories of membership, so there are [ think plenty of people we could probahly draw from 1o perhaps
y and do a little bit more than the usual questionnaires, and we can sit down periodically with customers and find
what they want
ng thought mmemy) [ hope a lot of it is done naturally as a matter of course really, the type of people that e iry and Intelligence MO A
uit, the induction lraining their developinent once they are with us and the content of much of the comnunication generation
1ape that we focus on the customer, obviously all of the staff arc aware of the phrasc "the customer is always siglt”
wa tend 10 dispute that but we do try and ensure they are, every individual is focusing on a customers needs or as
soning as we can be, the facilily is as user fiiendly as possible
oretically we shiould be doing it through our research, and that has slipped as well over the last two years, and Intelligence MO A
% now | hope back on track this year, an annual user survey, we have custonier comment boxes al any cenire, we generation
: a [airly regimented complaints procedure through our quality assorance, the qualily assurance regime itsell [ hope
ributes to providing facilities that exceed expectations, but we do need to do it in a lot mare detail and we want to
eyond an annual user survey 1o identify our main customer sub groups, and we are in the process of doitig that at
noment and each centre manager expanding their research schedule to perhaps one survey a month for cach sub
ip or what ever i required and as we talking about carlicr perhaps trying ta purchase some computer software that
help bs in survey design and analysis and reporting so that we can have the where with all to conduct much mere
arch than we do at the moment
don't really, we don't have any, or oniy few ohjeclive means of measuring the success of marketing effort Intelligence MO A
gencration
i individual has an annual appraisal, and there are training plans drawn up a8 a result of that and that helps with Intelligence MO A
‘ommunciations it is time oul again for each individual, if we could we would like 1o make that twice yearly bul generation
an'i po that far
nmunication is vital, and if we had a staff attitude survey, which is also something we are Jooking to do in the near Intelligence MO A
re, another reason for jooking at SNAP, is that we are pretty sure that communication would probably be the main generation

lem ares, il has been in the past and we try and addsess it but T am certain that staff at the front end would

ably think that they really don't know encugh about what is going on and they are not given enough opporiunity o
nore involved bul linked to that a lot of managers think thal low pay is demotivating, although it wouldn't

ssanily be a motivating factor but it is custently a demotivating factor and unfortunately when we have spent a lot
ne training stalf and within a couple of years they are off 1o garage forecourts or restarants where they can

ably eam half’ as much if not iwice as much as they are eaming presently




we wondered il we could look a1 performance related scheme where they could benefit from surpluses now we are Intelligence MO A
% in surplus and it might encourage them again with quality eircles, or mare product use of the stalf meetings that generation
have
merally speaking, listening to people, not just custenmers but staff as well because they must a strong insight into Intelligence MO A
#1 18 required and also finding out information on competition and reviewing ways of trying to attract new people in Generation
'if something starts to drop in numbers and you haven't had any complaints it could well be there is something Intelligence MO A
mg Gengration
, its maybe that you need to talk the prople that arc still using it and find owt what is goingen Intelligence MO A
Generalion
2 have markel research that is supposedly once a year, but it has been a bit lapse recently, market survey sorry, Itelligence MO A
tomer survey Generalion
¢ have cusiomer comment forms available, we also have customer care forms for specific comments [rom Intelligence MO A
tomers Gencralion
view is that overall we tend to be quite positive quite good, overnll tend to listen {o cusiomer needs and Intelligence MO A
uiremenis Generation
ssibly it's budget restrictions and limitations have limited (hat 1o some degrec over the past few years, bui the Intelligence MO A
wiple is still there, but its a lat tighter and the sort of time element on human rescurces makes it impossible for Generation
»ple to carry oul that as well as they possibly would intend 10
. the system helps by having a devoted person to give a unified approach for all of the centres to make sure that Intelligence MO A
ymatien is passed through Generation
>ds 1o be a fairly, needs to be good communication lines, needs to be very open communication lines so that people Intelligence MO A
I that they can discuss, approach people or be approached and the general honesty of the s<t up so that peopls know Generalion
t they actually will be fistened o and what's promised will happen
ectly by looking at the statistics of numbers through the doors, by listening again to comments, customer Intelligence MO A
aments, stalf comments, by looking al income figures, by locking at targets that are set, whether they hiave achieved Generation
sast, and again looking at customer surveys, responses from advertisement, poster campaigns whatever
1in I think we do achieve whal we've said, we da lay down what we've sel in our business plan, but again there is no Intelligence MO A
rect meehanism, there is nol actual mechanism moniloring of the how, or what effect the markeling has had Generation
wiously the two ways that we do occasionally we do do market rescarch analysis annuslly, or it should be annually Intelligence MO A
sometimes that isn't the case we could do with morc market rescarch on what the findings are, it's as if we are Generation
rying ahead and deing (he marketing as iaid down, but how we are monitoring and cvahiating what that's achieved
wy gbviously that 1s the role that the general manager has 10 achieve, myself being twin hatted being both client and Intelligence MO A
tractor, I've got a role (a} to see that Nei is achieving what he says he's going to do, but (b} ensuring that the Generation
ncil gets valuc for moncy as well
¢ second one is customer research, we are setting up in all leisurc, not just leisure centres but other parts, Inielligence MO A
»shores, caravan parks we are setting up customier focus groups so obviously best value and benehmarking et will Generation
¢ on all of these issues, all come back to your markeling and how are actually achieving, or if you arc achieving
1 you said you are geing 10 do
iin, harping back, iwo words that 1 will use more at (he mement (han anything else are best value and the Intefligence MO A
‘ormance indicators, local performance plan Generation
nterbury City Council has dedicated completely to following the regime of best value Inteltigence MO A
Generation
» want thosc people coming through those doors, and you can't get afl but you've got lo get as bigger percentage as Intelligenee MO A
can Generation
it 1o be effective we really need certainly within the sport and leisure angle we need that the people arc {(a) up to Intelligence MO A
» with the latest information, the latest trends, how things arc donc within marketing Generation
fve have like as | say one officer who is has a qualification in markeling, marketing based, but ather people again Intethigence MO A
just what they have picked up and what they have leamt and what they have experienced, I think that we adlually Generalion
< somewhat with keeping abreast of the latest trends as 1 say and just having the time to have the dedicate to
keting we do fall short on that as well
’ve mow just got o management infermation system in al the leisure centres along with (lie mew financial Intelligence MO A
1agement sysiem that the client’s pol thai will hopefully help us in doing that Generation
t basic boltom line is when it comes down to it is that we're doing a markcting plan and we are following through Intelligence MC A
1¢ best of ability, but the monitering and cvaluation really is not there 10 back # up Generation
21 betler, just coming up at the moment at the DSO, strategic planning meetings so actually the teams are gelting Intelligence MO A
Aher 1o discuss strategic ways forward and alrcady coming out that is that there is a need for separaie marketing Generation
1ings, not just marketing but the other arcas that 1 have mentioned as well
111 it comes down to it my own thoughts would be, I'd do more background information if 1 was leoking at it Inlelligence MO A
:onally, but 1 would use the experience of the people that | have got who work for me and take their information, Generation
A they think the way fonwvard and 1 would actually take thiat experience, ! would also, the networking that we do
1in Kent, throughout all e the leisure services, sll of the differert districts, picking up ideas of the way forward,
i they arc trying, what licy are doing
-currently at the council in investors in people, we are looking at issues of husiness excellence model Intelligence MO A
Generation
v would I, we have quality assurance systetn, we have a qualily inspector, we have managed to persuade our client, Intelligence MO A
1y boss really who looks after the client side and oversees my side, we had a contract monitoring officer, and Generalion
iiny the fast 18 months we have managed to have himn re-designated a quality inspector, the two rofes are very
lar
has n schedule of audits, that 1 put together with him, quality audits evary fortnight, and he has been atlending our Intelligence MO A
ithly managers meeting 1o give a report of thase audits Generation
do have an external consultant that comes in once a year that we have continued with and he provides an audit of Intelligence MO A
null system, and we have the external assessors of course for our accreditation and so that is one aspect, that’s not Generation
marketing but does cover o number of those areas, number of complaints is reported upon annually, whether or not
chieve our objectives and targets for & year is part of that evaluation, we have customer comments [ortms at every
re and they are monitored
le a wide range of things. By listening to customers conuments, listening or taking note of customer actions, in Intelligence MO A
r words aticndances Generation
v respect to marketing issues, il's, in the past cannot say, in the future its going Lo increase by the intemal research Intelligence MO B
gencration
+personally speak to stafT within the centre about whether, especially because we've got Brentwood and arcas Intelligence MO B
md Chelmsford, about whether they have noticed things in the paper, whether they, actually, what they think of cneration




me of the posters, what they think of the leaflets, whether they think because they are dealing with the public that
2y are actually being effective

roim the point of view of the product we are providing, the staff are quite forthcoming in their comments anyway. Intelligence MO B
zause I think we are an aceessible managenient team the staff find il quite easy to come and talk to us if they think generation
mething is not working
wre's a whole range of things really. On a day to day level or as far as the centre goes there is an clement of market Intcllhigence MO B
search, although I think that couid be improved generation
liere's opporiunities for eustomers to come forward via commient cards {0 offer their opinions Intelligence MO B
_generation
here are user committces which are for the same opportunity and to a lesser extent, | mean in a hig centre like this Intclligence MO B
.re is the opportunity to dea] with stafT directly to find out their customer wants and needs generation
1at's purcly at a centre level, 1 meat you are looking to explore the bigger picture in terms of marketing in the sort of Intelligence MO B
ntext of the centre of the council as the bigger picture or not, or purely al the centre? (Q at the centre). peneration
bviously there’s questionnaire's that are filled in, comunent cards, users commiltees all the usual things but § am not Intelligence MO B
"¢ that they give us the infarmation we thal we need (o be able to fully judge whether our actions are suceessful or generation
1
2 have a number of ways that wc listen 1o our customers. We have a vsers forum which is held every three months, Intclligence MO B
i is chaired by an independent person generation
e have a customer comments system which has abeut half a dozen peints around the building which is empticd Intelligence MO B
ckly and those are monitored on a regular basis _generation
¢ obviously motitor any wrilten complaints (that we have and obviously those replies are sent out, or the complaint Intelhigence MO B
investigated and then we sent out and that actually comes down fram all of the stafl and all of the replies then come generation
e so I see all of what goes on
‘¢ alse have the borough council official complaints procedure Intelligence MO B
generation
¢ 1alk to all of our clubs within Ui centre on a regular basis and we talk to our cusiomers as inuch as we can ntelligence MO B
generation
lot of it is done informally, but we do have a formal sysiem of complaints and you know proper sort of procedures Intelligence MO B
xing to clubs and that _gencration
+ view is that we don't do it enough, and there is a number of reasons for that, time is probably the one big constraint Intelligence MO B
mus generation
¢ do do it informally, it's not formally done and it's difficult to assess that when you are doing it informally rather [ruetligence MO B
n the formal system generation
¢ do have an annual marketing survey, we do have extemnal verification of our facilities and our operation from a intelligence MO B
v customer perspective pencration
e try and have a good public relations exercise on a regular basis Intelligence MO B
generation
¢ do get involved with outside organisations and help them as much as possible, but at the end of the day is the Intelligence MO B
imce coming in and time to be able to sit down and talk to our customers and listen to what they wanted to say. We generation
do it but obviouzly it is time conslrained situation
¢ do know from our market research and our exiernal asscasment that we are doing a reasonably good job Intclligence MO B
generation
2 do know from our market research where our customers find out about us and where they listen, they basically Intelligence MO B
2n 1o us on local radio and see us in the local paper gencration
1 time to devote to a whole range of research, and customer surveys and needs analysis and so on and so on and so Intclligence MO n
gcheration
1ean the other thing that we do rely on arc the sort of customer surveys we do because [ iean they, periodically, Intelligence MO B
1l in this case annually, they cover the same areas in so far we are able to tell they are consistently applied gencration
ve go through from the actual market scsearch point of view first, so we know what the customer wants, we have Inielligence MO n
customer comment cards which are in boxes which are emptied every week, and the deparimental manager wil generation
1ally deal those, they are obviously the right person to deal with the information going out
2ve got miarket research which up untif know hias been up until now has once possibly twiee 8 year, minimum of Intelligence MO B
) sample which actually indicatc where % of our customers are coming whether it's the pools or the ice rink, and generation
1 make sure that corresponds with tlie pcople we actually asking questions to
nat I'm actually doing this year, but we've only dane the intemal ones so far, what we are actually going lo do is go intelligence MO B
into the town centre as well and find out why people are coming in and why they arc not, and alse increase the gencration
T, and hoping 1o at Jeast two of the public ones a year. Obviously that hasn't happened yet
line Customer orientation?, do | know, well customer orientation as in knowing what our customers, our actual Intelligence MO B
tomers who they are and what they want, | would say our approach is actusally very gooud because we do, cvery gencration
nager bas contact with public within their department so you are constantly kept up to date with what people want,
1 we yuite oflen do duty management shifis so obviously you are in the front line, s0 as soon as you know what the
tomer is looking for and what they are not happy about
{if you want my opinion as an outsider, if you like, [ think the staff on the ground here probably are not well, not Intelligence MO B
vell as they could be I would say, informed of the urgent marketing issues that affect the custotier. Obviously there gencration
some staffthat will know what they necd 1o know, and thal's abeut it, but I don't think it goes much wider that that
[ think it could do.
vould be eertainly feedback from customiers, whether thal's posilive or negative, obviously the more positive Intelligence MO C
unents we have would indicate that we are providing & good quality service, and the negative comments would Generation
2est the converse
-the fifeblood its, 1 do occasional lectures on various issues in terms of sporls management and [ always say that Intelligence MO C
10ut a communications strategy or a communications policy how can you add any other policy or strategy being Generation
ctive because you can't get through to the stafl of what that policy is all about
1 think it is absolutely the life blood and not just from management lo staff but very importantly from staff to Intelligence MO C
ageruent and I think the communication, the freedom o feed back infortnation because of all the formal Generation
-hanisms that you have in terms of qualitative research or feedback from customer wser surveys, customer
plaints the most valuable thing 1 think is the "off the cuff remark” thal is made to a member of staff, the
ptionist, the pool attendant or whatever it may be and there must be a mechanism to feed that back inup to
ragement and for management to take notice
{ is somewhat subjective and in terms of interpret you would have to do qualitative you would have to do Intclligence MO C
litative research into your customers, with your customers should I say using various mechanisms and to determine Generation

isfied” but 1 wouldn't rest there because 1 get very annoyed when I read that 95% are satisfied with our services,




A1 they bloody would be wouldn' they otherwise they would:i't be coming into your building Why arent other
stomers coming into your building and there are a higli percent who are not imlerested in sport or swimming or
dminton and [ would nol ignare those people but I do nol necessarily think that their views are valid

That ! would like to get 10 is "why du you go ta leisure centre Y down the road and not come to leisure centre X Intelligence MO C
rich is our icisure centre” in terms of what we are offering, so I think in measuring that you have got to determine Generation
iether you are matching your service to those non user people who are sports people or regular users of facilities, but
Isnk it is about a fairly detailed sort of quantitative and qualitative sort of rescarch approach to determiine if you can
that if you are achieving service quality
tink, [ would like 10 think that they are effective in the first instance, nlthough as we have already discussed earfier Intelligence MO C
1think 10 a certain extent that we assume that they are effective but there is a pausity of research which can actually Generation
rrcllate what we invest in marketing 1o profitability, or indeed social gain, which is clearly a findamental
iportance of a local autherity context
ur intention in the first instance is 1o assertain whal our customers require and thereafler it iz to provide what they Intelligence MO C
: looking for on a cost effective basis which equates 1o value for money and precipitates in due course continuous Generation
provement
ell I think it has got to be considered as a farce for good that the more feedback we can get from our customers, Intelligence MO c
ad bad or indifTerent the more likely we arg to engender satisfaction on their part and indeed retention Generation
ut at the end of ilie day, we lave 1o be looking at sustainability, the Furzfield centre we've had o honeymoon peried Intelligence MO C
lween 6 months and a year 1 would suggest, if thereafler we're retaining the number of people at swimming lessons, Generalion
: number of peaple coming to our parties, tiat's got 1o be an indication that there is customer satisfaction out there
d agnin we would mesh that with ol sorts of user surveys, we carry out surveys on a regular basis, again taking the
rzfictd, we heve undertaken a massive researcli project into perceptions aboul the quality of our swimming
ygramme, cleanliness, balance of lanes versus free swim versus elubs and so on and so forth
‘& have user fara, we encourage customer fecdback by comments card, we subscribe 1o a customer charter which is a intelligence MO C
:al authority thing, but we aim 1o tum around all our comrespondence in a very short space of time Generation
"e are also undertaking a mystery custemer inifiative in parinership with Stevenage and Welwyn Hatfield and so Intelligence MO C
ain it is inviting other peaple in from different organisations to ebjectively and dispationately test our progress Generation
tink that one of the {irst issues is 10 determine the custonier base and the potontial customer base and deciding what Inteltigence MO C
he most effective forms of promotion and marketing 1o that customer base or anticipated <ustomer base and perhaps Generation
st importanily 10 make sure that there is, that everything fits inlo place that all that we do is not just about a veneer
1 we have & good glassy brachure or we promote on radio or anything like that
2 we have got, Cliris Rushton the head of our operations will probably tell you more detail, but we have got four Intelligence MO C
:r groups and we do sort of questionnaires we have done some independent research, I suppose the usual things that Generation
we and more fecilitics are undertaking now and we do occasional user surveys so that sot of information feeds back
1 we have a formal complaints and suggestion schemes and a couple of our centres are iso 9000 registered and as a
1 of that process we are feeding into the custoiner side of things so we are yea we are proactive in there in that area
we do a fasr aimoum of that
12 of the things that we are already introduced is our mystery shopper programme, and we doing that another lwo Intelligence MO C
al authoritics and we will be going in sort of feedback on the good and the bad of each local authority Generation
vnership as [ have mentioned is one that people to have input, which is why before we were working on a markeling Intelligence MO C
itegy we had sort of focus groups with all the key players from all the centres and we liad brain storming sessions, Generation
at we did see was the purpose of why we werc in business 50 we reviewed our niission statement and then we had
1 of sub groups hieet 10 discuss the vanous arcas ihat we wanted to concentrate on in the next twa years
¢ will also do questionnaires after, you know, a new service has been launched, which we will get feedback as 1o Intelligence MO C
vknow what did they think, how did ihey hear about it Generation
here possible we will ask customers you know, how they've heard about anything new or which part of our Intelligence MO C
nipaign, was it posters brochures, ads you know heard about us, and obviously customer comments we get, and what Generation
2. they are just some of the things
-looking at thie number of customer comments that we get, and complaints, we can measure how well we are doing Lnitelligence MO C
Generation
so some of the centres have quality assurance so an external sudilor will conic in and see, and do an audit on the Intelligence MO C
ires, so that's again another way we can monilor serviee provision Generation
so we have focus groups which have various members of the cormmunity coming in and they will give us feedback Intelligence MO C
particular areas of concemn or how well we are doing Generation
rket research, strategic marketing plan which we are currently working on which I am sure you are aware of having Intelligence MO C
ken to Helen Generation
istomer comments card system, so that is proactively asking customers 1o comment on Uhe level of service that we Intelligence MO C
delivering, and then they will be analysed on a wionthly basis and we will look at 1hat analysis and obviously Generation
mpt 1o make some amendments thereafter
¢ will ask existing customers of the about activities Lthey are not currently pursuing so that cross selling rather than Intelligence MO C
ng io get new cuslomers in Gencration
it is reaiby trying 10 get feedback from existing custamers intelligence MO C
(Generation
oking at external competitors which T think we do on a fairly regular basis, corporately, not necessarily on a site by Intelligence MO C
hasis, but seeing what the competition are doing, keeping abreast of industry trends so we can feed that into our Generation
1 strategy
[ say, in terins of a formal systemn thie only formal system that we have at the moment is a comment card systent Intelligence MO C
1¢h enables customers 10 feed through, we have customer user groups 50 we ask represemtatives from each sector of Generation
user group at any given centre 1o contribute to a meeting and that follows a formal agenda so again, we asking
W to get involved
ould see it again marketing as very reserach, based very strategic based and I wouid have a very clear distinction Intelligence MO C
~een marketing and the production of publicity material Generation
e problem we have, but this is inherent of the leisurc industry is you know might come up with a, you know we've Intelligence MO C
1e up this five year plan but there arc external factors thal you have not necessarily identified at the beginning of Generation
process that then impinge upon liow we do things and those cxternaf factors might be political change, they might
‘hanges in the cconemic climate that we weren't proactive enongh to you know identify in advance, there might be
nges in local competition, there might be problems with tie building that we hadn'l accounted for, not saying that it
kappen herc but it certainly did at Hlertsmere Centre Pool, You know we were, plant would go down, we had
hlems with the roof and the building was closed for a period of time so that wili all impact upon marketing systems
processes
rough user groups, theough informal comments that staff ase often exposed to when they are out in the confines of Intelligence MO C
chamwood for example, we would comparg the use of the centre, maybe with other pools and over in the fithess Ceneration




le of things for cxample we arc looking at to brand our facilitics and I also coordinate the health and fitness side of
ngs

1it's as a tenm how do we think we can increase our customer base at this particular activity, numbers are dropping lntelligence MG C
¥ are they dropping? You are there, at the interface with customers is there something we that are not doing or Generation
nld be doing?
t the moment we have, the spotlight is on us because we are in the process of being built, this is a third of what will Intelligence MO C
a huge centre, sa we have behaviour is affected through comments from architects for example, and from builders Genceration
d from sub contractors, and other conteactors who are on site whe have all got observations to make how we are
ing things rightly or wrongly
‘e do quite a lot of useful research in terms of exisling customers within our facilities but we don't have that much Intelligence MO C
omuation on certainly non users, and even some of our user groups, we don't have information on purely because Gencration
sy are casual users, so they are just coming in paying a fee as they come in and that is problematie
y yes il encomapasses all of the things that | have already discussed about looking competitors, looking at industry Intelligence MO C
nds, looking at you know how other centees influence their service delivery to customers, are they doing things Generation
lter than we are, it's about looking at best practice and replicating it here and that might be within Hertsmerg or 1
wld say it would be beyond that, it's looking at other leisure providers, and 1'd see the publicity part of it as
syporting thal function. Seo that would really be the outeome of that process
here i3 tle potential Lo da more, beeause of the leisure card scheme we have the information on our customers, but Intelligence MO D
haven?, the same way as a loyalty card in a supermarket, we have a lot of information about our customers and the Generation
¥ that they usc facilities, but we haven't had the resources up to now lo analyse it comrectly and apply it
11hat is what I sce as being the next siep to try and start using this information, and that is a form of market resensch Intelligence MO D
Generation
/¢ are at a bit of a crossroads at the moment, [ mcan through best value, which we have been working together asa Intelligence MO D
up together on, there is a wholé range of things that come out of this and the public consultation side of this is a big Generation
: plus of this
hink thal we can, obvious)y if we are nmning any courses, if we are running any courses and specific promotions in Intelligence MO D
paper of through ether means we try and assess the effectiveness of that, I would say that i3 our weakest point Generation
r leisure card system runs on thal. Now when it, when we ordered it, back end of '95 they hadn't converted it 1o Intelligence MO D
dows, we werent aware that (the windows was going to be as close as it was. Now, looking back, we were under Generation
ssure lo gel sorncthing in, we also knew that there was likely 1o be a budget saving excreise. So the new systens,
| give back up, and will give back office systems, so we can do this stufF at our leisure rather than flitting around 1t
1 real problem at the moment But hopefully will be resolved soon
who actually does the inspections) Well it was me, 1 haven't done them for some time, but § have a colleaguc in the Intelligence MO D
ice who undertakes them (so these inspections arc internal) yes Generation
the whole I think that we do listen to what customets have to say and respond o what customers say, we've Intelligence MO D
ently started focus groups with, ¢certainly at Highgrove we've had ane already and Hayes are having a meeting in Generation
near future and that is very much the sort of first round of these mectings where best valuc {ype things arc coniing
therefore we are sitting with the custormers and listening what the eustomers saying and actually acting on what
y are saying for a change rather than in the past it’s been very much a client / contractor split and the customer
wideration has been purely through the contractor and very little to do with the client and now that we are all onc
artment again we are trying o sort of have a, or hoth departments are trying 1o have some sort of impact on
Jomer oriemation and see what more can go with the enstomer
you just take say market research it may be on a burough wide basis that we would organisc here, it may be on a Intelligence MO n
ited basis in the sense say when we changed the locker situation at one of the pools the customers were asked what Generation
y felt about that
lie departiment’s approach, very difficult because we have only just become a new department, come tagether in one Intelligence MO D
artment through the best value process we are having to undertake iticrcased consultation, there was a user form at Generation
: of our pools, Hiphgrove Pool, three weeks ago which was very well attended, others gre planned, Hayes Pool will
"¢ One soon
hat's the first open invitation to people to come and talk to us at an open mecting for a long time Intelligence MO D
Gerieration
'e are having to ask some very basic questions of whether we should be providing anything o our [acilities in the [ntelligence MO D
t place Generation
ca, we really have gone back to basics on the this, because we are not a statutory service, you know we need find Intelligence MO D
Generation
1As Mow U its course, we are reviewing it again now, we are now in the process of discussing with the company an 1ntelligence MO n
srade 1o windows, we are looking alse o see if we are 10 change the configuration rather than have separate PC's at Generation
h site, we will have a central server here, there arc cxtra costs involved, bui there are ather benefits
we are going through that process now and one of the problems going back te your original question about getting Intelligence MO [}
information out is that it is so difficult because we only provided the system large enough to run the ticketing Generation
{em, so if we need (o go to say to Hayes Pool to get the information out, we need 1o interupt the admissions to do it
conld only afford the barest minimum
at again, I'd say since we'd had, since we have been one, we have joined a3 one department we have had mote use Imielligence MO D
nformation pulled out of that system, real useful since we have joined into one depariment than in the last two or Gencration
e years
ne of the ways is that we have an annual survey, where council services are ranked in order and for the last fow Intelligence MO D
rs leisure has been, its service quality provision has been fairly low with residents We are always Qagging up Generation
ause we have got old facilities and that sort of thing
nean as before one of the things 1 mentioned of onc of the resources we have a fairly sophisticated tiil system, but Intelligence MO D
ier having the time or the people to sit there and analyse it we haven't had, I mean we good on opcrating an osterily Genceration
wsures, und the big financial squeeze, and having to cut staff back, and it is sort of a fire fighting job 1 have had
rer than planning ahead on anything
: have got a reasenable amount of information about our ewn client customers We don't knew why other people are Intelligence MO D
coming, that's what we nced (o know Generation
1¢ technologieal issue about the system that we have got, and has been in three years now and it was quite a major Intelligence MO n
reise petting it in, becatuse the difference in the old system Generation
suld say if [ included the leisure card I would have something in the region of £25K (Q And how much wonld you Intelligence MO n
. would you consider a3 a minimum to do the effective marketing that you wanted to do) Well in the fiest year it Generation

ald be af least double that because one of the things we need to do is the range of non user surveys. So I would say
rder to organise some realistig, this would all be in house, I don't think we would be able to afford outside

snltants on that hat we would need about £350k in one year just 10 get that basic data going, and then somewhere in
region of £30k to £40k a year after that But I am looking over a bigger range, this isn't just the two sites




It we have come to the conclusion, even that is 90% of the stafl, it probably isn't, we should be doing it for the 19%
yway, and we should be irying 1o, when I started again, [ mean going of at tangents here, but I mean when | starled
il the department, it was very very different, I mean it’s pre CCT and I didn't know the centrc managers, I was the
1ire manager at the Pier Sporis Centre

Responsiveness

MO

A

gain, in my pesition it probably wouldn't be me doing it, if we do develop in that sort of arca, really again, because
+ hackground is basically managing the facilities, I have carved this sort of niche for myself in terms of zctually
ocking out the physical stufl and that is an arca that [ would like to develop So I could carve that for mymelf but it
wildnt necessarily be me doing it because it doesn't necessarily be me doing it because it doesn't necessarily make
ad sense for me to do that

Responsiveness

MO

A

has a lot of people coming through and it would take pressure of their reception counlers if they had a customer
vices desk

Responsivencss

MO

:ain I'n1 not sure [ understand the question, 1 mean without gadding into them nuts and bolts perhaps of my own
‘sontal situation which is as "the marketing manager”, 1 mean | have a part time marketing assistant which was sorl
nearer to full time at one stage but again resources and the nature of compulsory competitive tendering tends to
tatc that [ am deputy sport end leisure manager, 1 am marketing thanager | am manager of Herons Swiraming pool,
m the chap who knoeks cut all the marketing information, [ am the graphic design artist, | am the one with the

;ple Mac, so my prometions assistant is sort of day and a half very occasionally

Responsivencss

MO

e not seen her this week for instance and probably won't see her next week and so it's very, the actual sort of, it's not
wiuch the system { suppose as the actual organisation of the department but some of that is driven by the fact that

& of our unstated aims is really is survival in a contract situation and being in the carly part of a contract that is the
mic of the game really

Responsiveness

MO

ncan we used to go out to an advertising agency and pay threugh the nose for the kind of stufl that I now kneck out,
redibly cheaply as far as 1 am concerned, it is 2 morc cost effective way of doing it

Responsiveness

MO

“tuially 1 mean [ think it's a better way of doing it, 1 have control, I mean | am knocking the programmes to the
wres and 1, the sorl of the fecd back I got from the centres if that if there is something wrong with the programme 1
1 change it immedialely

Responsiveness

MO

1 10,000 glossy programmes done from somchody and within a two week period you know at the start they are out
date alrcady because somcthing liappens incvitably, the timetable has to be changed, but the constraints do tend to
financial espeeinlly in the carly stages of a tender submission, or tender success

Responsiveness

MO

it cach individual centre has its own individual need

Responsiveness

MO

icre arc more generalised things which do apply (o all centres but obviously the nature of our facilities as well is
ually if you compared them with perhaps other districts we have peculiarities, I mean something like the Picr sports
itre which is literally out on &n old pier and has quite a history as far as roller skating goes, and its the home of

ler hiocky, their needs are very specific and very different from Whitstable Sports Centre which is a dua) use facility
:n evenitigs and weckends and is attached to the schoe!l and their activities arc quite different in some respects but

, from the marketing point of view, we do place a fair amount of emphasis on the need to get people through the

s and to disseminate information as well which is all part of the marketing processes which is perhaps as 1 see it

Responsivencss

MO

pt) Right, whal conditions, cbviously really from my point of view you've got to hit your target audience, there's
point in, I mean our philosophy and a lol of which has been passed down o me it's information from say Neil West,
o is, has qualifications in markcting

Responsiveness

MO

wmy sort of philosoplly on marketing is bomn out of, I've gleaned from him over the years, but our philosophy is
ily we want to target the audience as best we can and because of the constraitis on finances as well we very have
§to hone in on whe we actually trying to get at here

Responsiveness

MO

metimes we miss the point, [ mean Tau aware ol that, we knack out so much stuff] a lot of it is purely informational,
people need that information but we do Iry and target the audience

Responsiveness

MO

!l iy response js why do 1 want to reach quarter of a million people in Kent, our facilities don travel on the

ole, our facilitics arc local conymunity based facilities, we wanl to get to the peoplc who aclually live in the arca,
Home Bay and Whitstable, ineluded obviously, they're our target audience and even with Canterbury as being such
nge tourist trap, again our facilities on the whole don't attract tourists, certainly not day trippers for them although

iterbury is a big lure for the numbers of coaches that are in every day, they are coming to shop basically

Responsivencss

MO

A

: use different incans, we do use vouchers whenever possible if we are advertising

Responsiveness

MO

A

¢ don't do a tremendous amonnt of adventising liaving said that we are trying o contact the local population we do
‘1 so we use the local press reasonably frequently

Responsiveness

MO

licn we do we obviously like to, because it's getting the promotion like the actual, we sec an awful lot of centres sort
ust I know doing two for ones and bring a friend and doing offers, and we oflen see it, and we've have shown this
1 true in the past where you try and encourape, what you arc trying to do is encourage new customers

Responsivencss

MO

1 high value purchases like our five star scheme, my manager of Whitstable Swimming Pool swhen we did a piece of
ertising in Whitstable knew of 5ix people that had joined as a result of this advert

Responsiveness

MO

wan in terms of in terms of the marketing it is practicalty everything thal you want to talk about really, you know
building through 1o the staff, your programming etc

Responsiveness

MO

A

cre are other costs with me I suppose but 1 have always seen it as a very cost effeqive way, [undersiand the

iness as well and from my previous, we've used one company in particular quitc a (ot and they don't understand

at you are asking them enough and therefore ofien things are coming and going backwards and forwards all of the
¢ and it's not heing got right and that's costing you money all the time, it's frustrating, most of the centres know

y can conic 1o me and 1 can bash stuff out there and then: for them I mean I can get stufT out the same day, and, but
re isn't enough money at this momend in time to properly be doing the marketing

Responsiveness

MO

A

niey and the marketing and how from my own persenal point of view how I would like to see it go is perhaps

eramt from, and I tread that linc as well because I am deputy sport and leisure manager and [ am marketing, I am a

1ager of a centre and 1 constantly sort of put myself in Neil West shocs and if I probably wouldn't allow me to do

se things, because certain things I would like to do because 1 am not sure thal thal weuld be the right way to go and
n aware of that constantly, it's all very well sort of carving out my own sort of niche, and doing the bits that | like to
as opposed to the bits that | know probably I should be doing be doing for the depariment But no, we havent,

Responsivencss

MO

1ent you have got people perhaps such 83 myself having o winge, doing 2 or 3 things at oncc, some of the other
ccls of the job like communicating to staff and having the time 1o sit down properly at staff mectings and duty
wngers meelings and et across all you warll 1o get across it tends to be sort of firefighting all the time

Responsiveness

MO

(ot aware of tou many other sort of sport and Ieisure departments throughout the country although it will probably
pen in the big cities maybe they do try and we do try and take very much more of a private club appreach to some
wr activities and facilities than an awful lot of local authorities

Responsivencss

i iny own selfish point of view I would love to carve out, 1like, say messing aboul, the graphic design stuff on the
puter

Responsiveness

MO

( they arc kind of areas that training ] do believe, training is unfortunately again a litile bit the same as markcting
+ in jtgelf in a1 least onc of thosc things when you are saving money there the areas that oflen get short shifl

Responsiveness

MO




¢ have an officer whose responsibility marketing i3 and he has his own office, luxury, all his own equipment, he has
womotions assistant working with him, now he collates the promotion pians, the marketing plans, and tries to

avide a proactive role but, I must admit it has slipped over the last few years where its has tended to a bite more
active bul we are trying to get that back on track now, but he has a huge amount of werk

Responsiveness

MO

Tt system? Right, 1 don't know if it really hinders it (*help or hinder?) yea ihat's right, we are working very much in
it's not really a competitive environment, we arc working in a contract envirotment which means following a tender,
idgets are really tight for at teast 2 years we have to instigaic a number of growth items projects, very very quickly
ler winning tender, we have, really what 1 would say a limited number of management resource and so we tend to
cus on key areas, key result areas, we have to get straight in and we have to get those off the ground, we have spent,
= usually spend quite a Tot of time preparing for that point s it not a question of just diving siraight in and renning
ound like headless chickens, but it is a very pressured period and the time goes very quickly and we need those
ojects to pay dividends quickly or else the contract doesn't survive, we have just completed the first 2 years of this 7
ar contract and they, all the projects have paid dividends but it does result in a number of things going out of the
indow, the business planning process is, I suppose because we have planned for that 2 years, we know what we need
focus upon and our effort really is directed towards that, and 1 tend to orchestrate it with it all the managers, and
srefore a lot of day to day business becomes, tends 10 react 10 situations rother than being fully prepared for them, so
o\ of our marketing efforl does o out of the window

Responsiveness

MO

lends to be that my deputy has a week where everybody is sending him material 1o have produced, new events that
¢ cropping up, new elements of \he programmes, even silly things like appropriate moments in the year when we
ould be should be reviewing our charges for the annual presentation to the council or the budgeting process, we find
at we are missing those deadlines and the annual user survey hasn't happened for the last 2 years because the
arketing efTort really has 10 be projects because we need a result from those

Responsiveness

MO

1at was both, we had a target of 1000 enrolment within the first year ofthal scheme operating and we actually
hieved something like 1300 and we arc now 1500 and we have decided to eut off at that level now because of the
mher of people trying to get into the gyms and dance studios and so on

Responsivencss

MO

1¢ connil scts the charges once a year on our recommendations so for the bulk of the charges we would present a
port 1o the council and we generally do not have any problems with getting those through however (here are quite a
w activities that are introduced during e year, it might be for instance recently it's the spinning cycle Reebok
tually that are, and we set our own charges for tliose during the year and bring the council up to speed latcr

Responsiveness

MO

ow it is very difficult, because they don't tiecessarily have the maturity os the work experience despite training to
aily provide what I would term a professional service, their immaturity tends 1o come through

Responsiveness

MO

A

!e don't tend to have promotional budgets as such, our ethos is that a centre can spend a miifion pound on promotion
they want, provided they make a million and one pounds within that one contraet year

Responsiveness

MO

'e would like more flextbilily on charging, we are quite fucky, we do have some flexibility but we still have to repart
various people cach time and be a little bit wary of council reaction, members reaction or our client sections
action, treasurer's department renction as well

Responsiveness

MO

3 it is quite a good performance, we are very pleased and the projects, we had a monthly subscription scheme that

s introduced and we iticreased the markeling output and very little else, there were other smaller projects but it was
sy those two arcas that we improved and we can lock at what we call the five star membership scheme and say that
nerated an extra £136k, so £136k from £233 possibly derives from the marketing cfTort, there were other programme
anges and smaller iterns that we introduced

Responsiveness

MO

‘we ever fell that is was putting customers ofT then we would put more resources into it

Responsivencss

MO

'e do have a project (changing rooms) which has been costed we think wounld solve a lot of the problems

Responsivencss

MO

nce when, just, as far as Canterbury is concerned | have been here must be in my ninth year now and J eame inat a
ne wlen all the staff present were really providing a carctaking service, they were all very nice people, they were
Al liked by custoners, but they were pretty much opening doors, setting equipment up, and doing the cleaning, and
: introduced at an early stage, and that continues because of the staff tumover, an ethos where we arc going to try
d go beyond that, where we are trying to cxcecd a customer's expectations, 1 think wow factor is one of the latest
zz words, isn't it. where you are nol just opening doors and locking np behind them

Responsiveness

MO

'e would spend a lot more on quality, 1 would spend a lot more on issucs, marketing issues, improving, a simple one
the moment is a eustomer services desk at one of the two main centres

Responsiveness

MO

¢ s the equivalent status really to my deputy contract manager who looks after the marketing and the business
velopnient manager is very much a project manager, but seeks new development works with the managers, works
th mysell, helps with the planning process and oversees the major projects

Responsiveness

MO

) s it & design issue or is it a stalf 12sue?) It is primarnily a design issue, and if we could chuck more resourees at it
suldn't be a prablem [ don't think, it wouldn't be a problem I don't think but again it is that balance, that trade ofT of
cellent guality versus adequate quality that keeps customers coming through the front door

Respensiveness

MO

he detail 10 achicve those objectives involves a [ot of development and improvement

Responsiveness

MO

mvolves a aumber of processes for us strategic planning, business planning, we produce a marketing plan within
ch business plan

Responsiveness

MO

"¢ have our planning proeess, we sci our business objectives and targets which we obvionsly sze as a development
ch vear of the contract

Responsiveness

MO

he marketing plan clements, the headings that we use, the product, the typical marketing mix, the product the service
; facility developments, customer care, programnies of activities, we have pricing strategies, sounds a bit grand but it
generally fairly simple, but we spend a fair bit of 1ime on our chorges, we have promotion plans which my deputy,

: poor individual, has to try and oversee and make sure everything is carried through we have a schedule of research
iich is undertaken and we have performance monitoring review and reporting to ensure that we are staying on track
th the plans and modifiyiing the plans accordingly

Responsiveness

MO

'e tend to do it, when we won the most recent cottiract I was under a bit of pressure from miy new principal leisure
cer to restructure, and we resisted doing that and this chap | have who currently spends most of his time on

wrkeling he was spending more time a1 one of the centres managing that centre with marketing efTort on top of that
d o promotions assistant

Responsivencss

MO

ow we did notice during the first year of the contract that our income ook a dive, and our foss for that year was
sater 1han projected in the 7 year plan. Now we had forewamed the council that that was likely to happen, but we
uldn't prove it then and after year 1 of the contract and got him away from that centre and gave him a promotions
listant and since then have tumed it around, but that is in conjunction with other projects so again we can't say that
irketing eiTort increased therefore it generated a £30k or £50k additional surplus but our marketing output went up,
imotional oulput went up greatly and it has coincided with a much better performance(Q what was the level of the
rformance increase?) Well we made a loss in year 1 of £200k give or take a few pounds and we made a surplus in
ar 2, end of year 2 just recently finished made a surplus of £33k and that is on tumover of £1.8 miilion

Responsiveness

MO

» I don't think that prevents any resiriction, but staffing resources do and also with management we have laken (he
sw that we needed a dedicated manager for marketing and he has a promotions assistant but he would like another

Responsiveness

MO




It time promotions assistant for all the work we would like to do So our promotional effort is truncated

Ju vour have a sports development officer?) We have a sports development officer but no! within the centract, that is
:lient fiznction We do part fund thal tole, but we don't sec very much from it, we sce very little They have a
velapment plan and they tend to work with schools, and they run courses at the local tennis courts and the

aiversity bul very little with ourselves There is very little programme lime available, again our work is very much
rplus orientated, therefore any work that sports development did would have to be part of aur planning process

Responsiveness

. interpret by customers having minimal queuing time to et into use the facilities of their choice

Responsiveness

MO

he business plan again basically says what they will do and what they will achieve or try to achieve and they are

tually kept to that vatue ?? So its for the DSO for the business plan ta say what we are trying to achieve within a set
ne

Responsiveness

MO

his includes all of the publicity that is donc for the leisure centres, bui also the contract specilication has certain
getirerments which, there is a copy here which 1 can go through here, which 1 can go through here, which is a seven
ar plan

Responsiveness

MO

A

hat Neil Mason does wlio is the marketing officer, will actually co-ordinate the whole marketing function for the
sure section

Responsiveness

MO

asically people have learnt that the customers are the most important people, they are the people e serve

Responsiveness

MO

ratn 1o, nat to the same extent they are picked up a fair bit within the training there because a lot of the elements of
rvice quality are down fo training the stafT praperly and actuelly giving the knowledge 10 do things so it would be
thin there, but there is alsc the service clement that yes, there would be, there's more budgets required to actually
Ip that, but 1'd pick that up in training basically

Responsiveness

MO

owever what I will say, because of the individuals we do have, and the general manager has a marketing

ckgraund, that also the deputy manager, Neil who you will see later has, has gat a skill that's there, and he puts a ot
his awn time in and a lot of his own efforts, and he has got a pride in what he achieves

Responsiveness

MO

nd product? The vital part that markeling plays in that the marketing that we da should actually achicve what the end
oduct that we require

Responsiveness

MO

s not a thing of just throwing money at it but it's acinally finding the way that's right, but is there a right way, is
tting paper advcrtising at say for example a set column within a local paper every week of the year that's geing to
st o Yot against going into giving fee sessions, cte

Responsiveness

MO

ly interpretation of customer orientation is that the mix of customers, view is as the main facility in Chelmsford is
it we are seeking to widen that as far as possible

Responsiveness

MO

\ot of them relatc 1o, well | mrean they all refate in one way or another 10 the nature of the offer and the public
rceplion of that cusiomer attitude

Responsiveness

MO

ut, T mean I think basically as long as you deliver what you said you are going to do and you deliver that in the right
1d of way then I think that is it

Responsiveness

MO

3, vou know, we know what the likely lead in time is for they promotional campaign, so lets respond

Responsiveness

MO

'e don't do anything on an intemational scale as such, even though the icc show does actually go wider afield and
vughout the whole of East Anglia, and atso promotions, and that's whether il's providing complimentary tickets and
mpetitions or whether its actually going out and doing a stand sort of at & show

Responsiveness

MO

me, hinder possibly 1 would say, it's difficult because we are such a large building and a publie service we are

ving more and more private pyns opening up in the area and we can't always promote as more as attackingly as
'y do ageinst us because it's nol the way we actually deal with things, we ean't provide memberships and things like
it which obviously a great sort of function for those type of places, but on the other hand that actually helps us
sause it means our doors are open o anybody, and whether you want to come once or every weck you knew yau

1, you can sart of come along and wse that system. But I'm afraid {hat's the main help or hinder of the system thet we
: warking within

Responsiveness

MO

‘e do try and, as far as possible get to the widest possible cammunity out there that our facilitics aliow us to but 1
wid say thal there is a danger with some of the [acilities, because it is easier from a marketing point that we do
get 1hose that are easicst to be targeted and | think that is 2 bit of a weakness

Responsiveness

MO

» you have pot to be capable of being flexible and responding to their needs fairly quickly to arcas of the programme
1are, need to ke altered fairly quickly, particularty it response to obviously, competitors |

Responsiveness

MO

gain | don't have 1o report it 1o commillee, but F've got the authority to increase prices annually up to 15% ot two
wes the retail price index

Responsiveness

MO

< contract includes set opening hours which can be varied upon apreement and

Responsiveness

MO

1ink that can mean all things to all people, | mean I would suspect that if you were lo talking to a private scctor
wrator effective promotion would be ensuring that your activitics in a marketing or promaotions sense yield a

iefits, and in the private sector that is more about financial benefits, 1 think int the public sector we have to market to
1ain segments and there is a need to ensure viability within set budgets but also there is & need to be aware of the
xds of local residents and that is where we pet into the sort of social marketing of looking at people with greatest

«ds or target groups whether they be women or people with disabilities so in terms of affective promotion 1 would

* it is ahout reaching your target audience and persuading them to take part. that is effective promotion in the public
‘tor

Responsiveness

MO

ipposc one clement that 1 think we could niaybe focus more an is maybe non users which iz always a bip issuc and
. in tenns of plonghing resources into that area, it is also a fairly big cost, the outcome of which you know you are
ing to be abie 10 necessarily justify prior to embarking on the project

Responsiveness

MO

1we have te react to the competition end spend more on marketing to do that but also try and pre-empt what they
doing and we you know have got a lot of new facilities new and so again the marketing budgets arent always
squate but we do the best we can really

Responsiveness

MO

hink you also have to be open minded to new opportunitics, the web site is probably a prime example of that, not
missive of anything, to be prepared, that lots of people have good ideas

Responsiveness

MO

ways bearing in mind probity issues and decency issues and things like that but 1 think that the biggest condition let
people who are at the sharp end determine the best way and it is not just about meney its about other things as well

th for the facilities so that the conditions that prevail is & very open mind and a trusting of the sta(T that are involved
he marketing process and allow them to get on with it

Responsiveness

MOC

¢ may have 10 spend more money from Eric's budget because we have identified the need for something else which
ntually will ereate more income for this side

Responsiveness

MO

veased usage or if we are marketing a particular course or whether the course gets filled or not, because we actually
1't go externally, it's all intemal stull it's very hit and miss so the best we can do if we ot 2 new course running we

wertise in aur centres and hopefully it will be filled but then again it's from current users and not particularly
thody new

Responsivencss

MO

reased usage or if we are marketing a particular course or whether the course gets filled or not, because we actually
1 go extemally, it's all internal stufl it’s very hit and miss so the best we can do if we gol a new conrse running we

Responsiveness




idvertise in our centres and hapefully it will be filled but then again it's from current users and not particularly
nvbody new

Basically, when you think, ¢ven the best of avthorities a very small percentage of the local community actually use
he facility, you appreciate where you fit in to the local facility

Responsiveness

MO

Fees and charges are set centrally, limited flexibility for on site staff to change those although we are trying to deal
vith that

Responsiveness

MO

We are¢ limited purely to very small amounts of finances perhaps to put adverts in papers ourselves and we have a
narketing manager, who is called a marketing manager but he is really producing localised publicity leaflets posters
lvings Jike that to put up in all the sports cenires and pools

Responsiveness

MO

n

TThe people who are in the [ront line whe 1 think know where the marketing is needed and what sort of publicity is
iecded don't have the budget and the finances to actually to inplement any of that marketing

Responsiveness

MO

think that the major cenditions that we need are that the people operating the centres have the budgets, it is my belief
wat we also have the knowledpe to actually to carry out effective marketing, we perhaps need to sit down with the
lient officers and develop a marketing sirategy for the whole of the leisure facilities within the borough, and then

nce that is developed, allowing the centre stall and area managers to start marketing eflicicntly and effectively their
cnires

Respensiveness

MO

would firstly give the two CCT sited at Hayes pool and Highgrove pool their own marketing budgets and then
wrough development with the cliemt 2nd the contractor comie up with some sont of marketing strategy that both pariics
vould be happy with, 2nd then implement those strategies from the centre, from where | believe we have the
nowledge and expertise to know where marketing is needed and how it should be implemented

Responsiveness

MO

wbsolutely not, zilch, havent got any marketing budgets, or we don't hold marketing budgets at any of our sites

Responsivetiess

MO

30 you and it's sort of, if these posters don't get out the creche isn't going 1o succeed you know it's our best effort at
aing it do you mind taking il when you go down there and the staff understand that and they do everything o help

Responsivencss

*rametions is dealt with predominantly here or borough wide adventising and site specifiz promotions are handled
ver on site by the site managers or by an officer within the contract side who has experience of desk top publishing

Responsiveness

MQ

As [ar as individual sesstons are concemed it's basically filling up a session, therefore there can't be too much wrang,
r we have pitched the price 100 lew

Responsiveness

MO

o 9 @

he department, it's a big department if you talk about the recreatian department [ don't think they particularly give a
anw, but if you come down 1o the lcisure services actually on site then people are much more aware of whal the
Istomer wants, and what their needs are, but they can't do much about it to be quite honest

Responsiveness

MO

=]

he system that's in place at the moment is very, a big hindrance because you've gol a recreation department that hold
ie hudget and aren' really aware of what is required oul in the silcs and therefore you've got a catch 22 situation

here the lejsure site managers are trying to et funds released for marketing and because there are so many cuts in the
adget in eisure we can't get anything released to do anything

Rezponsivencss

MO

7e've got one person who 18 named a duty manager / markcting person and essentially he i8 nat the marketing person
: is somebody who has got a bit of flair that we have got in our own midst and named him that because he was the
sst we could have, we couldn't recroit a marketing person, there are marketing people at the civic centre but they are
r the whole of the borough and nat specifically leisure and again we have 1o pay for that service so, I've forgatten
It the main question was haventt 1! (spt Q) The role of marketing, is really te, like question 1, is really 1o let
rerybody know what we've gol on offer

Responsivencss

MO

Well it’s to ensure that the facilitics that you are programming or providing mect the needs of your users, and nen
ters as well of the community within existing budgets within simplistic terms, and that we are able to say hat we are
i meeting a demand, and that we have ot justification in order to change things around to meet that demand

Responsiveness

MO

Vlsercas expenditure was very very closely watched, very very scrutinised to the nth degree, income was more of a
condary issue, and we are just trying to redress that balance now

Responsiveness

MO

ne thing we have done, in cerlain work areas tried as far as we are able to within budgels is to increase the numbers

“sott of pennancnt stafl. So rather than have 3 people all part tine whe are continually changing, we now enmploy
1e person full time on a contracted basis

Structure

MO

e main thing if you liad asked me a month ago would hiave been the phone system but that is coming in. § don't

1ow really, 1 don't actually know because the phong system would have been on the 1op of my list, computer system's
7y effective

Tangibles

MO

'hat do you mean by "The sysiem”? Te be fair it's quite reasonable is thal because the DSO as such do operate as an
mis length contract, so they aren't stuck totally by the council's rules and regulations they are allowed to open up and

tually do more and probably get things done more quickly Bastcally they have got a pretty open style and they are
lowed to do as they sec fit

Responsiveness

MO/SQ

/e have queucs which is nice, but we have telephones that ring, receptionists cven with three behind the counter just
't pick up the phone, despite trying all sorts of techniques, we can only have, we just can't afford to employ too
any penple, we want 10 get the telephone away from reception with a computer now we can do that, we can take the
wokings anywhere we like, out in the car park if we want Over the last twa years, we just couldn't entertain that, |
enl the moncy on a counter, R computer link and staffing

Responsiveness

MO/SQ

exihility in termis of finance, 1 am irying to think of some examples, pethaps we can go on to staffing perhaps a lot
¢ system that we operating within has driven down labour cost, now we, that has meant, we are 1ending 1o employ a
spraportionately large number of young incxperienced stall at low pay rates

Responsivencss

MO/SQ

& don't really sec (hat, I mean direct competitors in terms Sport and Leisure, we don't scem 10 have many, | mean |
uld name them, heyond that the wider sort of competition s computers compuler games, other activities, I mean

u could look at almost anything, pubs, clubs cating out, there's Jots of competition out there and trying to got that
sure spend out of people

Compctition

MO-NS

3 it isa't, and in this area, it isn't sp much that the private leisure clubs at present are the kind, not ta be sort of too
meaning but are the Mickey Maouse sort of "oh | like pushing weights I'll open up a gym" type place which acwally
us a favour on the whole because they do tend to take away the type of clientelle, whicli again without being 100,

icriminating over this they do take perhaps the grunt and groan merchants and give them that sort of spit and
wrdust effect

Competition

MO-NS$

aving said that, I mican that's very much sort of old hat now, even the sort of privale clubs tend to be a bit switched
than that, but they do take a clientele which sometimes wouldn't necessarily fit with our general social econamic
aups perhaps, we will have in the not too distant future a David Lloyd centre build across the way at Kingsmead
sich will, that again that will be another kettle of fish, but again they may cream ofF a certain number of users, but
ve iz all sorts of different issucs and bridges to cross before wo have 1o tackle thal one as well, and from our own

int of view we are not necessary 100 worried sbout the David Lloyd centre cither because it, the King's School that
5 built down the road hasnt hit us very hard

Competition

MO-NS

A

1 we are not 100 goncerned aboul the local competition it is probably the wider issucs of competition from clsewhere

Compelilion

MO-NS




vd perhaps all sorts of issues regarding sort of PE and the curriculum in schools and the kind of getting sort of
cnagers, especially pechaps girls inlo sport and the decling in swimming and elc We are awarc of all those issues but
5 how we then react 1o them perhaps

There is a wide range of leisure pursuits, but we da have some more direct competitors we have 2 school around the Compectilion MO-NS A
smer that provides leisuire facilities 10 the public, we have hotels that apen up to the public, we have hotels that open
1to the public or have reasonable access menihership schemes, we have private gyms, dance studios
Ve arc quite forlunate in Canterbury where we have not really had any major competitors, but 1 think next year, Competition MO-NS A
ftainly the year afier there will be a redevelopittent acress the road, and it will be a David Lloyd facility and we will
ive some fun there
Ve do have competition springing up and we don't want ta alicnale our custoiners, particularly as well introduce new Compctition MO-NS A
hemes and it is our genuine aim Lo try to excecd their expectations so we are trying to do that anyway but we could
1 a Jot better, but | do not know if that really answers the queation or helps, it 18 a bit of both
Vhen we have & large private facility across the road, 1 hepe that positioning will put in good stead at that time, Competilion MO-NS A
:ople won't want to go and pay higher rates over the road, or we might have to reposition al that lime
'e have got quile a number, il is pretty much anybody that 1akes cusiomers away from us Competition MO-NS A
Ve deliberately don't allow people 1o put posters up whether it is for boot fairs, fun runs, we do have private gyms, Competition MO-NS A
1e there and anywhere
« o1 of schools open up their halls now, so we have ol sorts of competitors but they tend 1o be small scale, we don't Competilion MO-NS A
we any comparable leisure facilities in the districi, yet
e tendering process that we are currently stuck in is very limiting in the sense that you are either having 1o cut back Conipetition MO-NS A
micel requirements of contract which obvicusly affects marketing directly or you are reaching your targets and
ere’s the, which we are currently in, where we have the approach of no risks need be taken, hold cverything back
il the next bid, keep everything sort of up our sleeves te hil our immediate nivals (o ensure (hat we meel our contract
ain
recily any sort of local leisure activity Competition MO-NS A
could be a local charity disco Competition MO-NS A
‘it means all the kids are going 1o that rather than come skating, leisure in general, it's so wide nowadays, personal Competition MO-NS A
mpulers, people stay at home playing games rather than going out skating playing squash whatever
lorc choice generally speaking, so that means you can get a much wider range nowadays than you used to be, we Competition MO-NS A
I hatd a slight monopoly with roller skating bui other than that, 1hat’s hit by the local cinemia if there is a major film

1 that everyone wan!'s 10 go and see then we can be hit badly, we have 10 lock very carefully at local events

ympetitors, it's quite interesting is that because again I've got, with the dual role, if T was still contracts manager it Competition MO-NS A
nud be every body

wanld be looking at everylhing whether that's private sector. voluntary sector, local sports clubs local gymms, you Competilion MO-NS A
mic it everybody

I take it a little bit wider now in the fact we are competing completely with every leisurc market Competition MO-NS A
ot just a leisure centre, i's everything in feisure that you may want 10 do and that's people gardening, and it's people Competition MQO-NS A
ing ta the cinema, so literally the wider fizld is everybody out there is a competitor
here are a couple of other swimming pools geing cut towards Rickmansworth and Hertfordshire Three Rivers area Competition MO-NS D
iich will be considered 1o be probably cur closest eompetitors

mme of these pools are purely local authority nun, olher ones such as Harrow is a privale company in there which is Competition MO-NS D
wing it on a CCT hasis They are the major sorl of people who we look at and see as customers

1ere Are one o (wo privale gyms as well, because Highgrove has a reasonable set up stand, gym and fitness Comgpetilion MO-N§ D
1 the gym side some of our sports centres indeed, are competing for the customers to go there Competition MO-NS D
1 the focal private health clubs that are springing around us basicaily 1 mean we have got circling around us really Competition MO-NS D
1 they can offer for the samc as what we arc charging for the facilities that arc brand spanking new and offer every

wury, we know that they are there and can't do anything about it

he commercial leisure centres in the borough Their facilitics are more modem and offer the sort of products that are Competition MO-NS )]
nied by the public

‘hen the King School closed for their extended refurbishment and maintenance, customers whe came o us because Competition, MO-NS A
y couldn't go there, a lot of them have stayed with us

hink wc arc tolally, no no, we are not totally customer oricntated, we are totally aware of the importance of Customer MO-NS C
stoers, | think as an education through CCT, I think CCT had a lot of bad things, I think it bad a lot of good things Qrientation

1 one of the things [ think was to tum around perceptions that we are here for 1he cusiomers benefit and not here for

r own benefit

» I inean [ wouidn't at profess 10 say that we are 100% customer orietitated but we are awarc of the value of Customer MO-NS C
itomer and it is onc of those things thal you have to keep zont of plying and making sure that people do understand Orientation

t that is what we are there for

1t maybe our objectives on the client side aren't clearly specified enough to enable the comtract to be managed more Imerfunctional MO-N§ B
wislly, but thai is only a personal view. Coordinaticn

1at do you mean by the "system" (the system of Chelmsford BC) As far as Riverside is concerned there is a, the Tnterfunctional MO-NS B
sanisation has tricd 16 give DSO's maximum operating freedom, because they have had 1o compete out in the coardination

tkel. So in that sense, that is quite good. We do have a public relations and marketing unit which actually doesn’t do

ch in the way of markeling it's mainly public relations and press handling and things like that which secks to exert

influence over certain things that we do, really to ensure corporate livery which does present us with difficulties

Jetimes, but not insurmountable

11 net, L mean 1 think gencrafly in terms of cncouragement, § think e couneit's mission has quality within it and Interfunctional MO-NS B
ntion 1o detail and so on and so forth, but 1 mcan in terms of real input 1o 1that not a great deal, but again that tends coordination

% service driven

for example 1 mean, individual hits of the council will have pursucd their own acreditation, 1 mean 1 think the only Interfunctional MO-NS§ B
rall corporate sort of quality driven is investors in peaple coordinalicn

as a result of that its own, permieate through all aspects, 1 mean she is developing a role from a very recent start. So Interfunctional MO-NS B
Lis an effectivc onc 2a it has 1o pervade all arcas coordination

ormation, I mean it's all the leaflets that you'd generally expect from centres, we've got excellent links with the Interfunctional MO-NS B
an Cenire Management, which always comes in useful coordinalion

s've got four promotional events this week linking in with other peoples events, purely from having those sort of Interfunctional MO-N§ B
tacts and obviously the Council, because we are part of the Council, we've got all the internal emails that go 1o coordination

ry memhber of the Council

» also got hotels and tourist information places in the cetire Interfunclional MO-NS B

coordination
i has to be conditions, have 1o be, one of the big things is the fact that the old local autherity memality shouldnit Interfunctional MO-NS§ C




avail and by that I will exaggerate 1o make the point, we don't want 1o put an advert in the paper or do a leaflet drop coordination
: don't take a report lo commitiee that three months later thai we get the decision to agree to po with it
think that the conditions have to be flexible, I think that they have to be trusting in management on the ground floor Interfunctional MO-NS C
respond lo changing markets, customer bases and get on and do what they have lo do coordination
would like someone to give me a magic solution for that one 1 think and 1 don' know whether video conferencing or Interfunctional MO-NS C
owing certain things or whatever it nvay be, so 1 think getting that consistency across lle board in some way would coordination

heneficial, and in some way engendering a sense of pride in the staff in what they are daing, and again probably I
1 wishful thinking here, but to try and get in the stalf of the importance of their job, because 1 think sometimes that a
.y a who sits on the pool for 6 hours a day o cleans out toilets for 4 hours a day, or sets out gymnastics equipment
- 6 hours a day doesn't always rezlise the valuable and important part of his work, and that is part of the management
sblem and | am not sure how you address that other than in a longer (crm
1ere’s lots of different methods that we use, one of my responsibilitics is putting together a marketing plan, marketing Interfunctional MO-NS C
ategy for the next two to three years, and that’s sort of the basis, and then other actien plans from that will be, the coordination
ntres will be involved in and then we will be reviewing them on a periadic basis

3 1 think that helps 1o make sure that Tm writing this marketing strategy and then here, here you go you will be Interfunctional MO-NS C
tually implementing it, its making sure that everyone is involved, and it will also you know, not just something coordination
it’s, it will change so as things happen in the market place, you have to be prepared for that

"hat we don't have and something that has been referenced very very recently in fuct is a customer policy, is a Interfunctional MO-NS C
storner services policy and that's something. [ don't know ifthat's come out of other meetings, but | personally think coordination

It's maybe an area we need Lo develop further pulling everything together into a formal kind of policy. A lot of it we
+ doing, but not under that banner of eustomer services policy if you like
aay the biggest, we have got a very good marketing co-ordinator, very knowledgeable and very able and does work Interfunctional MO-NS C
the hest of her abilitics in supporting the centres coordination

ut that basically comes about from you know ene individual actually produced the end tangible product although a Interfunctional MO-NS§ C

of people might contribute 1o that coordination

| say the conditions would be making sure people are part of the process, and it isn't just one individual subseribing, [nterfunctional MO-NS C
preseribing rather to others how things should be done coordination
he focus, everybody had an oppertunity 1o contribuie 10 the customer fecus for example, and that would then, once Interfunctional MO-NS C
1t has been agreed that has been communicated back, to them and that would form pant of the appraisal mecting coardination

¥ cvery time We are sctling key result areas for individuals, reference would be 10 you know the focus of the Interfunctional MO-NS C
ilding, why afre we here, what arc ous objectives really and how does that fit in to your job coordination

wt it proves a point for us 10 our political masters but, you know But if you start leisure i3 greal in Hillingdon they Interfunctional MO-NS D
11 start ranking at the top Coordinmtion
There is another sort of, what has happened at {he same lime, we have had another post ercated within the client side Interfunctional MO-NS D
a sports development officer, and this iz down 1o the person themselves her name is Hazel, and she is very coordination

husiastic and she is very good, and what she tends to do she has met all the sta(f, and this sounds wrong, but it isn't

ican she is meeting stafT conting at a different angle if you like

» what has happened, is Hazel has come i and because of the sports development work she is doing, she needs to Interfunctional MQO-NS D
k to the stalf on sitc about things she wanlts to do, and things they want 4o do, but on top of that she is sort of also coordination

:ing oller things with her aboul marketing, about ofher things that we are doing

would agrec with that, since Hazcel has been around Again, it has been part of this, almost re-education process, Interfunctional MO-NS D
ning back within one department and al] working together And it did cause some teething problems, when " who is coordination

s coming in and telling vs this that and the other and this is my line manager ” and | think people now understand, it

s 1aken that sort of suspicion away, we are all parl of the same department we are all doing for the right reasons and

iink we are still in that transitional stage hopefuily we will get towards of that phase

here is normally a missian stalement by cach administratien which we have 1o teke into account Basieally it is Interfunctional MO-NS D
tained in the introduction 1o the sporis and recreation strategy Coordination

's also broader that Ure local issues, I mean we have got funding outside, and people have said what is your stralegy Interfunctional MO-NS D

the future, and we haven't had onc Now we bave, its a different game Coordination

mean we haven't becn able to bid directly for lottery moncy, but we have assisted schools, colleges and there was Interfunctional MO-NS D
: that didn't get it and one of the reasons quoted was lhe fact that there was no leisure sirategy We have just, put in Coordination

sther one for another school, but we did have a strategy, although in draft form So we are waiting to see, still

iting to scc, what's going 1o happen to that But without it you are sunk, can't do it

g, absolutely not Because it covers, not just, the marketing budget which I have not just those sites but the other dry Interfunctional MO-NS D
s as well, golf courses, leisure card, basically we are moving mency belween budgels anyway It is not enough Coordination

hai 1 bave ta do if T do anything that can he termed as marketing I have to resource it from pinching money from Interfunctional MO-NS D
swhere Coordination

ue of the things, | mean Exic is not even awarc of this yet, is that there is a seport going up to the next Leisure Sub Interfunctional MO-NS D
mmiltee, about a markeling strategy because | have got a sport and rec strategy for you that is part of il And one of Coordination

things that we are recommending all to do with (he problems of the ¢o-ordinated department is set up a markeling

m drawn from both elements of the organisation. Now until that is done 1 don't think we can make a really

werted bid for more funding Bud if we can say look we have got our act together, these are all the things that we

nt to do, spend this, we get this, that's what members like to hear, then I think we have got a better chance of getting

cdicated budget

s found a gap, had some moncy, lets build a pool. No real thought about how much it is going to be used, but Interfunctional MO-NS D
vadays, if you see any longer applications you have to predict all of this in advance and that is the difference. Coordination

w that's between, we work tagether and we didn't fall out about it but it just shows you what problems we had., and laterfunctional MO-NS D
onrse now we sil together a lot cloger, we have slarted to get a bit of benefit from that now. Well we had a major Coordination

1grecment about the contract, because we felt that marketing was included and we felt that the contractor should

lertake marketing although it was a very difficult thing to quantify and Eric from his position had no other option

to say hang on a minute, this is budget driven as far as we are concemed, we have no respensibility for that, we

1 had to eall in the Borough solicitor 1o aclually adjudicate, because the specification wasn'l clear enough

¢'ve suffered, before CCT there was a Leisure Depariment, stand alone, own directorate, could fight its own battles Interfunctional MO-NS D
crms of the budget round and everything_ Coordination

‘ell iy view is that it has got to be accepted from the top, for what you are trying 1¢ do and that sometinies you Responsiveness MOSQ D
¢ te change the way you provide the scrvices, the way you treat your customers and that in fact is all about the

1ge of the product, and the other problem was that because the lack of investnent about the way in which our

ducts were received in the community

nost areas yes, but there are some other arcas such as marketing, but perhaps staff training 1o an extent and aclually Responsiveness | MOSQ D
ing enough lime 10 spend with the atafl io make sure everybody is trained in exactly the same way to provides that

1 of service that we are looking for

hey are communicated with and have the communication to hand they ean respond positively and accurately o the Responsiveness | MOSQ D




istomer’s requests

gain it's a hindrance becausc we can't actually, we are given a really restricied budget as managers and if you put a
‘oposal for instance, if yon wanted to do a new health suite or even put a new carpet down because the customers are
ying that the carpet Jooks threadbare or whatcver, you have fo go through such 2 rigmarole to get any funds released
replace that if you can't get it out of your normal budget, invariably you can't do much out of your normal budget
 just can't de any improvemenls

Responsivencss

MOSQ

Tiere is a hold on maintenance, I mean it's really really bad so even to get a new lock an the door its very difficult it
in lake manths

Responsiveness

MOSQ

gain ] dan'i think that the system belps at all, | think it purely hinders in that anything we as aperatars of the sites that
¢ wish to implement within the centres to do with marketing publicity wise on customers, respond from customners
nmments and things we then have 1o go back to our client department cap in hand, can you de this yes or no, and at

e moment on the whale the answers are no, there isn the {inances there

Rcsponsiveness

MOSQ

iecause in terms of facilities afane the best we have got 1o offer is a building that was built in the mid 60's and there
actually a problem with that

Tangibles

MOSQ

3ut we had a structural problem, which was caused by the advent of CCT and the way in which the contract was set
1, markeling fell between the two

CCT

it there are other facilities aut there which arc pravided by the private centre which we nced 1o compcte with Again
depends upon the sort of the different units within the centre, obviously swimming has got more of a monopoly
sition in Chelmsford, whercas other areas such as filness, the marketing effort has to be greater to actually win (ie
are of the market

Competition

MX

r competitors are, and again it depends very much again on the area of the centre that you arc looking at we treat

r bars and catering as very much as a service (o our customers coming in, we don't look at those as locat

inpetition, But when you loek at the spons hall, we have got a number of speris halls locally. 1f you lock at the ice
ik. our nearest ice rink is Lee Valley or Romford, and they are our competitors, but perhaps i quite a distance for us,
we would pick up from East Anglia so 1 think we are in quite a good position there. Lf you take the swimming, we

¢ the only swimming pool in Chelmsford. Having said that we do know of a private company that's apening up aver
: road in December, so we are very wary of that, We do know that New Hall schaol has just opened a swimming

ol and we have lost part of the swimming club to there, whether they have got public opening times | don't know but
the end of the day, I am very pleased with what we have got here, we have got a very big pool, people like that 5o }
‘nk from a switnming point of view we are markel leaders locally although we haven't pot very much competition

Competition

MX

vou then take the gym, now we do know therc is 2 or 3 other gyms around locally, they have hit our financia)
itires quite heavily because they are a private cluh

Competition

sme of that iz snobbishness people do like to belang to a private club, but again we've reacted ta that we are looking
payment schemes, we're not allowed under the contract 1o have a membership scheme but we can cerlainly have a
yment scheme and we are locking at that

Competition

MX

‘e knaw competition in the fiiture is going 1o be quite tough because we have got a privale company going in across
+ road in December

Competition

MX

here is another leisure facility being built on the eld Chelmsford football club side so competition is high

Compelition

MX

ne of things you might like to raise when go down there, is that just across the road Pinnacles arc building a big new
alth club which opens in December, so, major new competiter, so now what 1 know Catlierine is eager lo develop is
narketing strategy which basically gets ahead of the game

Competition

MX

wys right, you know, what it's going to be, we know that it's coming. we know it's offers, it's priccs

Competition

MX

perience shows us the major privale sector operators, as would be aperators of our facilities

Competition

MX

( conrse therc are then the private seclor operators who are speaifically geared to the health and fitness market you
ow I've just mentioncd

Competition

MX

rcre’s anather big operator which has opened up a while back, and of course we operate other sports centres
rschves in Chelmsford, but they tend to be a different scale and cater for diffcrent things

Campetition

a1 ] nrean in terms af sector that is true, but | mean compeltition for the leisure pound is massive, you knaw, what
il we do, go to the cinema, go 1o the swimming pool, go ice skating

Campelition

MX

ywe are in a very compelitive market and like most council services, if you want to make planning application for a
mcil house you know, there isnt anather organisation vou can go to, and a lot of {he services that the council

wide peaple don't actually pay for directly and so we have 1o compete in a way that is unusual for councils, but i3

© within a huge lcisure market from going lo the focal pub ta whatever, and it i3 a real market place, which council's
'nat really particularly well geared up to being

Compelition

MX

ur competitors vary Bramston's have gl a swimming pool, Maldon, which is out neatest competitor where

imuming is concerned. We have the Fitness First which opened up about a year ago which is a private gym. That

s considered as, 1 think it has to be considered as a competitor, buf at the same time we've actually found that a Yot

customers conting back becausc they are not happy with the facility that they are provided with there. Ice rinks, our

irest competitor is Romferd, but because going in the other the direction we have not really got a competitor to

sry about. I mean Lee Valley and Romford are pretly much going towards London, se they compete with cach

ter if anything and the nearest one afler that is Peterborough, so from that point of view Ice Rinks we are quite lucky

lly. We have got a private ciub opening up over the road in December which will have a swinting pool, and 1

ak that will be ous biggest competiter once it opens. So you do sort of look at, once again ook in the areas of what

provide. From the point of view of the sports hall, with certain facilitics we should consider William De Feres and

vedales as competiiors, but 1 don't nccessarily believe that they are competitors because William De Feres is pretty

ith catering for Southwood and Feres and Dovedales pretty nch caters for a slightly different product to what we
We both provide badminton, you will gencrally find that somebody and bit more, and you know they arc coming

wn here for something else alrcady then they arc likely to come down here. Dovdales is you know, part of a dual

: college facility, so that pretty much is facililated by that. So, | think because of the size of the venue we necd to

k at competitors depending upon deparments

Competition

MX

iy local authority and private scctor within about a 10 mile radius of our operation

Competition

MX

ink that we view as our direct competitors those people are in our similar market {ocal adjacent sports centres,
ticularly the privatc sector, health club facilities, we then look at altemnative, external entertainment such as
smas, ten pin bowling and so on as the next form of competitar and finally, well not finally but thirdly is the, the
apetiter is home entertainmeny, television, video computers, and I would suggest if ] wanted to be clever that Uie
gest competitor is apathy

Campetition

MX

1can at ane time you prebably wouldn't think that local authorities could compete bul because we have had sucha
investment in our facilitics and we arc trying look comunercially and branding, and now we have got, what we
¢ is Beaumont's Health Club which is our health and fitness brand, and every time a new centre comes on line, we
ilerment those concepts and I think that's what is different to most locel authorities that we do sort of see things

Competition

MX




mimercially and look at what our custoniers want, and 1 think we have been very succesaful and we have had one
ivale club opened up in Potters Bar more or less that same time as our first sports centre was reopening and we look
lot of business from them and they are struggling and we good facilities at a reasonable price and customers like that,
1d so we are getting even the top end of Lhe market, that people that want the prestige but still scc the facilities as just
i good al a slightly better price

o yes definitely private health ¢lubs but also anything could be our competition | mean it's the leisure pound as well,
sople also want io go to the cinema or all thase ather complexce and spend their money there, especisly kids and
with which is one of our markets that we don't seem to attract becanse they just want 1o go play on the video
achincs and things like that, so they don't want to go into our centre to be fit and healthy and also we don't have the
cilities or the environment 1o cater for what they want

Competition

MX

o yes, all the entertainment and big complexes are our competition as well, and bowling and things like that

Competition

MX

.nd other little, like even schools now put on sports halls and run kids activitics in the holidays and that is our macket
.well, and they are our competition

Competition

MX

il the big one is the health ciubs

Compelition

MX

olres Place is just about to open in Borehamwood, so they will be a major competitor in terms of the fitness market,
re in the fullness of time, but the Hawkesmoor at the moment

Compehition

d say the Halfield Centre Swim Centre, Barnct Coptal, The Furzfield Centre in Potfers Bar, Harrow Leisurc Centre,
sonic extent the Mike Heighly centre, maybe to a lesser extent, but they've got quite a small segment of the markct
aybe that arc impinging upon our provision at the moment

Competition

MY

ar a|m an

robably Baraet Coptal, and Hatfizld Swim Centre are the major two, and indeed our own sites

Competition

om the point of view of Highgrove we are fairly near the Herrow boundary and we have a huge sports centre in
arrow which 1nkes some of cur customers and there ig another swimming poo! at Northolt which is fairly close by
nt we compete with them

Competition

2o

1cre’s obviously competitors who are providing similar serviees 1o us in Chelmsford, particularly the health and

ness market. There's other local authorities across neighbouring local authorities which provide similar services to

. that ebviously we've got overlapping catchment areas. There’s also non sporis activities which are obviously biting
lo peoples sort of leisure time. Y'ou know, thealres, ten pin bowling, things that we don't offer here, are potentially
<ing our customers away from us because they offer an alternative service so there are those three areas really.

Competiton

hat do see of it, well it's a huge arca of work. Well, basically marketing, there are many definitions, but it’s basically
terms of the sport and recreation side is trying to find out what my customets want and trying to satisfy them, and 1
ppose in a business environment Irying 1@ maximise iticeme at tie same time So that's it overall what I would see
uketing as.

Definition

MX

el our markets for this particular centre are wide and varied and encompass right from the very young to the very
1. We can't be specific because we offer 50 many facilities

Definition

MX

ram the point of view of the ice rink, it takes marketing on a wider view, so from my point of view marketing takes
ms of advertiscient, from internal and cxiemal, actual press release, obviously newspepers local radic

Definition

MX

> T mean, we do from our point of view in markeling take on the whole what sort of span ef what we can possibly do
d nlso obvionsly market research and what our customer's want, and alse what the staff think about the product we
s providing

Definition

MX

he role of marketing is basically to make sure that the public for which yoo arc providing a service, (a) you know
10 you should be providing that service for, (b) you know what they actually want and, (c) you are listening to them,
d they know when it's going on, where it's going on and what's going on

Definition

1 cxpansive question to start ofl with isn't, marketing, any of vehicles and any other of conceptions as 1o what
uates to marketing, 1 think it can be classified as creating and sustaining demand on onc level and tapping into latent
maud on another

Definition

MX

ist about, i's the old Ford cliche isn't it, "everything we do is driven by yeu" and we subscribe to that

Definition

MX

nv do you mean the "role of marketing", ( What's the role of marketing for the major centres) The role of

iketing for both our major and minor centres is quite simply 10 maximise throughput, at a price which is considored
be value for money

Definition

MX

ritik that in everything the we do I would not like to classify it as markeling or management or scrvice provision [
nk that everything has to be integrated in all acticus that we take with a mind to promoting our service znd
widing a quality of service which using the cliché meets and excecds customer expectations

Defimtion

MX

1 I think that anything that we do whether it is dircct marketing or indeed administrative work it all has an impact on
: promotion of the facilities

Defimtion

MX

: there is an old adage that 50% of marketing is wasted, but the tronblc is idemifying which 50% is wasted and 1
nk one of the intangibles within management is effectively determining whether you are heing ¢ffective in terms of
Jr promotion

Deflinition

MX

ssertation time really en that one, the role of marketing is, 1 am trying 10 think of a fancy definition but if I can say
1 the role of marketing is to ensure that the policicz and priorities laid down by the antherity are achieved, then that
10t bad I see it as [ said earlier, marketing 1 don't differentiate necessarily betwoen marketing management and
ality service and service delivery, I think they are all so intergrained so really marketing is very much supporting
rvthing that we do and that it is to achieve the priorities, the objectives of the authority whether that be in lerms off
ancial objectives percentage number of residents using the facilities, percentage number of women, people with

abilities people disadvantaged in whatever way. So I see it integral to delivering the priorities and policies of the
hority

Definition

MX

say il's not about just about producing a brochure or putting an ad together, but it's a whele, it's a fotal concept of
cling customers needs, finding out what they are and trying 1o satisfy them 1he best way we can

Definition

MX

€ it as getting customers and retaining customers

Definition

MX

-1 see marketing as a much bigger function than simply letting our eustomers know whal we arc doing

Definition

MX

istonier retention [ think is very important there, because obviously people are, retaining our existing customers

i they must bee quite happy with the product, although that is a bit of an assumption because they might not have
7 elsewhere

Definition

MX

ala|a o

erms of what takes place or what | perceive marketing to be? (rpt Q) My view of marketing is that we speak 1o
tomers find oul what customers nceds are, advertise tha centres and make sure that publicity is of a good standard
hat the local community know that the centre exists and what goes on in those centres

Definition

MX

=}

1 thitk marketing is about letting local peaple know what you've got on offer and how you compare 1o other
ilitiea realty

Definition

MX

arketing, well in the general sense of the word, is everything to do with assessing whal you are providing including
ket research, promotion, analysing your customer's trends, income, the product that you are providing, whether you
mecling the needs of the community

Definition

MX

4, 1 agree with what Alan said, very much the same, my main concemn is the push to sell the product which is what

Definition

MX




: are providing for the public, and to that end we are probably not doing true marketing, we are doing a limited
aount and that's about in some cenires the extent of it

D2t do I see as marketing, 1 see markeiing for the sports and recteation centres as getting out there 1o the local

Defintion MX
pulation and let them know exactly what you've got on offer and where you are becausc I think just concentrating on
* local area people really don't know where we are and a lot of the 1ime they don't know what we've gut 1o offer
aving said that we do spend a cnnsiderable amount of money on marketing both advertising, market research, sort of Marketing MX
1 profit making marketing communicalion
gAin our marketing tends to be, because we've ot a big building here made up of three distinet buildings, the Marketing MX
Amming being a lecal market, the sports hall being similarly a local market, although very much geared towards comtnunication
1elmsford, and then you've got the ice rink with their markets stretching out Lo Ipswich and Colchester and that sort
distance
ur general marketing approach is one of awareness especially 1o do vvith the ice rink because obviously that is a Marketing MXN
1sonable facilily as well as we've got our advertising in our local papers where we know the majority of people read communication
: local papers so we try and hil the Jocal market in that way
would think that the tools that we have in place are not dissimilar to everybody elses, we have above the linc Marketing MX
:hniques such as newpaper advertising, e dabble in radio advertising, brochures, posters and so on, more subile communication
proaches such as competitions and so and so forth
1 of it is geared towards reinforcing our various brands and ensuring some son of brand loyalty Marketing MX
comimunication
aink at the end of the organisation as a whole has got buy in to a markeling concept, it's one thing for me 10 bandy Marketing MX
sund with yon buzz phrases, we can lalk about strategic alliances and brand reinforcement communication
ccause 1 suspect that for every one resident out there in the streets who tells you that they are aware and participate Marketing MX
it¢ will another five or six who won't even know that a leisure exists and in some respects you have got to try and comemunication
ike the people out there want your product and very oflen that is not casy, and mechanisins for effective promotion
+ difficult to define, there are ways and means, | mcan there is the cut of slip in a newspaper advent or the sort of
rveys of customers as they come in and so o, are all mechanisms 1o sort of gat there but if somcbody I think had the
y to 100% cffective prometion they would be a millionaire by now because | think it is one of these intangible
ngs and not casy as I say 1o measure all of the time
¢ll L think that we try and use a myriad of things and the usual things are sort of newspaper adverts and leaflets and Marketing MX
¢cl mail, radio advert and we vse 2 websile as well, but [ think that's a sort of, how can I say the hardware of i, I communication
nk il is very impertant to recogmise the softer issues of marketing and that is that the place is accessible, physically,
- ear parks and bus routes and s on, that it is cpen at the limes when people want to come and use it that it is elean
1en you gel there that the staff are in recognisable uniforms, that the programme meets people requirements that il is
iy 1o sort of get round the building etc ete you can go on, and as I said before ] think that the staff promote and
irket facilily, not in sert of overl ways, you know, come 2nd do an nerebics session, but in the sort of softer ways
it make people feel comfortable and 1 renjember somebody saying, and 1 have always clung onto it : "What we
nild be doing is to make every individual who walks through aur centre think that the only reasen that we have
¢ned wp it for him or her and if you can son of get that importance 10 people coming in that's not ignoring the
aple who do not come in then that is a hell of good start that is
vould like 1o try and support greater awareness of the benelfils of participation, I'd probably like to get the Marketing MX
poriunity lo use a few more "disciples” and being doing some more face Lo face selling, [ think that you can't get conwnunication
ay from you know silting down and speaking on a one te ene basis with somebody and say well look just try it sort
thing
au know, 1 will pick you up in my car, and I will take you into the centre and you can experience il But this has Marketing, MX
ource implications, and you know you liave 1o be realistic en these issues and so generally speaking and being communication
listic there is not a great deal other than probably looking at it morc lenger term than within short time spans
111 think, with new facilitics, we have image, we are looking at branding and everything else that we have to have Marketing MX
ngs of a high standard, so i1 is importam that you know, we don't just, because I have been in privaie health clubs communication
cte you gel all this rice glossy stuff and then you get this taity bit of paper, that has their, imporiant information it
1you get an image of that, and you know we don't want 10 go down that roule
1at's supporicd by a whole hest of publicity material which in itself [ wouldn't see as marketing but it supports the Marketing MXN
rketing function commumnication
e rale of marketing should be 1o increase public awareness bt again al the moment there is just very very limiled Matketing MX
rkeling taking place, i's just down Lo localised posters and leaflets, Na research taking place or anything Communicalion
eve certainly improved things like, very simply development of free adventising through you know prometions and Markeling MXN
dia exposure, which get us quitc a lat of column inches in each paper, but we don't actually pay for them and so [ communication
1k we are sort of on a mission of image improvement, which hopefully, well when you go through the questionnaire 5
1 will see a couple of things in there § mean the building is not a pretly building, it sits in a ear park, it's an
sleasant looking structure, it's not terribly welcoming in terms of customer appeal
yviously from the point of view of marketing, is it just within the centre as you were saying? We've gol information Markeling MX
icds, we've gol paster sites all around the whole centre commumcation
5
it's a massive database of mailing out that goes on Marketing MX
- communication
s
terms of the website, you can obviously look at the number of hits but I mean ours is a relatively new website and I Marketing MX
1k 2 couple of hundred hits in the first month or two but half of those could have come from Amcriea, 1 have no communication
a and of no interest whatsocver 1o the local peopic 5
rerell we rely on mare subjective means rather than seri of more objective measuremenis of how successful it is Measurement MX
efi [ suppose in tcrms of] there is obviously bums on seats in terms of numbers through the door, and that's sort of a Measurement MX
»t quaniitative measure that I would say that peoplc like me have been relying on for 100 long
¢ have, our financial systems here mean that our inconte has 10 equate 1o our expenditure so, you know the mest Measurement MX
rortant Lhing to us is the income and we obviously have to monitor that on a regular basis 1o make sure that the
ame is coming in and if the income is not coming in then we have to adjust as it were
1l again, when yeu loek at marketing, you can ncver seem 10 get an aclual financial retum en what you are Measurcment MX
esting and that ig, that's difficult I think to assess
cause, where you, you know if you are investing x amount of pounds it's nice Lo see a retumn of why, and when you Measurement MX
tooking at marketing you can't actually sce that and that is one of the things | would like 1a see where we arc doing
lain promotions we actually see what our expenses are and what our return is, in any form whether it is a small form
i cheaper price or a deal or a deal with somebody clse, I think we nced 10 see what we are putting in and what we
getting oul and trying lo assess the way forward
11 again, as I said carlier it’s difficult 10 actually do that, we do know that we are a busy and successful centre Measurement MM




Jut again that's very difficult (o assess in figure terms

Measurement

MX

Taving said that, our attendances are going up and 1 mean ] would like to be able te put figures to it, but [ cant at this
lage, i{ would be nice to but 1 ¢anil

Measurement

laving said that it would be nice to see financial returns on some items to see how much we may pet back

Measuremnent

MX

Javing said that [ mean arc dealing with nearly 1 million through the door, so we can't doing anything to bad

Measurement

MX

Ve are talking about developing some new measures, these are always a bit difficult. Some of these include things
ke. markeling spend per visitor, I mean this is just the first list that we produced a while ago and this is best value

ricntated, But trying to play the dangerous game of cest ratios which take marketing spend into acceunt and trying to
ycus il down on specific areas

Measurement

MX

A8

3ut what we think we are trying 1o develop is mote targeted objective measnrement, you know was really packaged,
as this year's summer prograrmune for kids more beneficial across all sorts of tmeasures and what were the reasons and
'y to develop ways of analysing that

Measurement

MX

miean you can develop all soris of figures bul octually what de they mean is very difficult sometimes

Mceasurement

MX

keep a list of things 1 have actually advertised throughout papers and press releases that have gone out through the
wdio station, We obviously keep an eye on the figures of attendance

Measurement

f1 change a style a leaflet I will also keep, I mean I will speak to the instructors as weli a5 keeping an ¢yc on the
gures, 1 don't just do it by compuier

Measurement

MX

t's mainly a case of looking ol the figures of people that are coming in, bul also finding out if people arc actually
ware aboul it so, because we have gol the people al the council that are nol actually here, ii's quile easy sometimes

151, i{ you are poing down there to do something clse just to speak to people and sec if they are aware of something
1at you have done recently

Measurement

MX

cs, 1 think it goes bock to what ] was saying carlice somc of those things aren'l as easy as I think you would like to
mke them, there are a couple o two or three ways of doing it, | have mentioned the sort of cut off slip on the leaflet
it you send out that is the definite measureble thing there is the customer or the non customer did you sce this in the
swspaper or did you get this Icaflet through your door and so you become aware of it and therefore did you usc it so
Ju can measure again the effectiveness of that

Measurement

MX

‘my primary indicator is throughput, and by extention turnover, then that has got to be the most impoertant indicatot

Measurement

MX

Ve can throw in if you like positive customer comments as a 96 of throughput, but in reality you cant hide from the
gures that your bank prodnce and [ belicve genuinely that whilst it might be unfashionable to look at that onc primary
dicator that's really what it's gbont and it has 1e done in conjunctipn with an optimisation of expenditure, not a
inimisation, but an optimisation and always we are quite prepared 1o accumulate and quite prepared to look at the
sttom line in terms of whethet cur investment has been worthwhile. In other words the bottom line has got to go
rward ench year, averything clse being equal

Measurcment

MX

aln

© you have to qualify any measuring mechanism with the know{edge that you know it may not be as it seems, i.e.
0 people litling our website are 1ot 200 extra swimmers, does not work like that

Measuretent

MX

upposc at the end of the day it is 10 determine if you have achieved the objectives that you have achieved in your
1siness plan and those objectives can be measurcd as | think { said carlier in terms of finances, in terms of number of
:ople using the building number of new activities that you have inlroduced your mecting targets for various target
oups if you have got those etc Now that is a fairly glib answer because what yon could say is right, don't spend a
a1y on marketing, just don't spend anything and go for a year and by that [ mean a penny on advertising and
omotion as opposcd to marketing in the bigger picture, don't spend a penny and see what Liappens and i would be
nitc fascinating if you would be prepared to take that risk, T1hink as [ say [ don't think we could ever give up this sori
"intemal marketing, you know the guality of service, the stafl dclivering the good service and being polite cte but
auid {ove to have the guis one year to say right we spend in the region of a quarter of a million pounds on marketing.
nt inciudes staff uniforms and one or two other bits and pieces. But I would love to say you are only going (o have
125k this ycar and I want you to achicve the same resnlts as the year before. I takes o brave person to do that but it
wld be very interesting to sec whether it would still work out and 1 don't know

Measurcment

MX

"I am true to what [ say, i.c. the biggest marketing plus that you can have are the staff and the word of mouth in
any respects that doea not cost you anything in terms of marketing and yet we push out leaflets and nevwspaper
verts ele ete but interesting point, but I am not so suse that T am brave enough to test that theory

Measurement

MX

“we have a marketing campaign or an advertising campaipn in the papers some of the things we do will be like an
[er or bring this ad in so we can tell how many responses we've had

Measurcment

MX

atppose ultimalely we measuse it in terms of througliput, you know year on ycar, attendances, nonthly attendances
ainst profiled targets

Measurcizent

MX

‘we are doing particular campaigns we would measure that through you know responses to those campaigns, we
yuld measure it through our customer comments, if they're being reduced or people are commenting on the fact that
#ve had this wonderful initiative we'd measure it through uscr forums, we'd measurc it through just interaction with
stomers, we'd measure il through the impact it might have on other centres if we are using say a theatre to cross seil
their youth markel an activity that we might be putting on. Wc'd possibly need 1o communicate with them

Measurement

MX

'e don't necessary invoive partictilar fermulas in terms of niarketing budget compared to income for example which
now other centres might use to benchmark, or you know to have some idea of performance indicators. But we
wild reaily look on it as throughput, customer retention

Measurement

MX

'c run campnaigns solely at, looking at customer retention and we will monitor at the pre and post, the tetention
agrammes how the customer base how the customer contpares and whether we have in fact retained customers, what
ir activity pattern has been throughout that period

Mcasurement

MX

» you can'l just compare performance Usis year with 1ast year and just say we need 1o inflate our marketing budget by
o

Measurcmcent

MX

unk probably, probably Ud {ike to stop the clock as well, as have a small resource that enabled a marketing manager
Riverside to actually take different units of staff just to one side for a while and say right, for the next day you

vet't g0t to work on poolside, you havent got to clean the changing rooms, you haven't got to do this, or do that,

re’s our prices, there's out programme, there's our performance in different areas, there's our competition, here's a
VOT anatysis of the service that we operate of the swimming pools that I've just done. In othier words lake them out

1 try to actually sharpen up their mind sct 5o that ideally there would be & lot of uscfui feed back from that one that
therine could start 1o work with them to start to improve

Motivation

B

1al 1snl the time when you drag stafl away from the operating side and say right, ' like you all to sit in this room
1 talk about marketing for the day

Motivation

B

+ they are eperaling in a very difficult set of circumstances it has to be said and you know the peopie who look at it
v dispassionately say well, you've got to open at 6 o'clock in the moming, you've gol to run the place through to
:30 af night, you know the pools, the swimming pools have gol lo be up to a given standard, you know you got to

¢ certain levels of staffing here and so on and so on and so on. Nobody ever says you've got to take time out for
rketling

Motivation

MX

| [ would have thought ptobably the most imponlant thing is an attitude within staff that is sensitive the imporiant

Motivation

MX




le that marketing has to play within the function of the place

ou know if you've got that sort of atlitude in ideally atl of your stafT then you arc starting from a position where you
a, well hopefully, yon've got less of a marketing problem and if you have got issues of a marketing kind that would
ad to be addressed then you've got people that who are (1) motivated to achieving improvement and (2) and
derstand how we need to do it

Motivation

is a separate issuc altogether to if you like instil into all of our employees a marketing culture which puts the
stomer first which instils them with the desire to go that extra mile in satisfying oue customer's needs and aspirations

Motivation

MX

‘s a need for them 1o recognise that they arc very much a part of the marketing equation, and also to move away from
s concept that marketing happens at head office and the real world applies here

Motivatian

MX

» that is a problem with the system if you like, the lack of recognition {fom others as the importance of the
uketing function

Motivation

MX

al a o

ut such is my commitment to marketing and the various {acets therin, that I believe anecdotatty that we would make
lifference

Motivation

MX

(9]

hings like pricing, the council could be trying to affect pricing 1o achieve social objectives to try 1o get a wider range
people in Chelmsford inte the building that mayhe can't afford to use some of the facilities

Positioning

rationale for that? The rationale is, because it's & regional centre in the town, its very much a pay and play facility,
4 what they didn't want to do is to have a membership scheme where people pay a membership fee and have cheaper
mission charges. They would prefer to have onc fee and work it in that way

Positioning

MX

‘¢ do offer reduced fees for students and that sort of thing and in 1 think that will actually extend further g3 time goes
that we will introduce, in fact | think within the next 2 or 3 years we will be looking at things like residens cards
4 give them a cheaper fee but the authority don't want 10 do 1. membership fee

Posilicning

MX

Can you vary them mid week, weekend ete? Yes, as DSO manager I've got complete authority and in fact one of the
shlems we've got at the moment, not a problen but some of our charges are linked to ccrtain eharges, now 1 will

© you an cxample, our adult swimming charge is linked to our club charge, so if we wanled to put our ¢lub charge

. we need to put eur adult swim charge up, OK but there is nothing to stop me puiting that charge up and then

ering swimming at a lower charge and in fact that is what I'm actually quite looking to de is 1o, because [ want the
Xitum income from the clubs and to then encourage the regular users to_come more by reducing fee

Positioning

hink it's enabled us to put togsther sone more cohesive packaging as well

Positioning

3 very easy 1o increase income by simply increasing prices, whilst price has got to be, has got 1o sit comforiably if
1 like with the aspirations of our user base, il is about increasing thronghput and thereafler inereasing turnover

Positioning

MX

1t that the end product or the end service matches up to the levels and the quality of marketing that you push out

Positioning

MX

aally we could do with putling more money towards marketing we could actually do with a dedicated officer and
ually commit a hudget more towards it, it will repay back in its time

Resources

MX

»laf A=

5 the profits start coming back in then possibly the generation of inonies baek into marketing, but marketing and
ining are the two that 1'd see that we need to improve on

Resources

MX

c set aside, and again it is down to the bid whatever bid you are putting together, to put a marketing figure together,
1 the bottom line is if we were fooking at say a different mode of operating say for example trust status, | would
sisage that our marketing, and again I said marketing and training, I'd say that moarketing could pussibly expand
:fold and training tenfold. So there are two issucs [ would definitely look at if there was a different approach to
arating dervices that would have a ot more funding put towards it

Resources

MX

wving said that | think we do do exceptionally well on what resources we have at the moment, but it could be
roved upon hut obvionsly the nub of it as well i3 potentially measuring the success or not of that marketing anyway
1that marketing effort, so, but I could talk afl day on that one and talk pros and cons and fors and against

Resources

MX

ain if we had bigger budgets or more tiine if you like than we have at present, more tine in terms of the length of
itracts and the flexibility to perhiaps make bigger Fosses or lower surpluses then we would like to spend a lot more
stafT training so if we had a bit morc leeway our marketing effort could be a lot greater

Resources

MX

wy are working within a flexiblc operation so obviously with income, they have got a marketing budget, they are

{ of 2 business unit, to some extent it is a vicious circle they can only call upon additional resources if they can
ierate that through additional inceme and [ think that is potentially is a problem, and that is where sometimes the
snt side we can contribute resources particularly to areas such es customer surveys, because that's where obviously
yrmation nof just purely at a sort of business level it's of interest, in ferms of strategic interest to the council as a
ole

Resources

MX

2've just recently invested in a marketing manager and the way we manage the building is very much allow those
ior managers to look at their arcas and discuss their budgets. IF they fec! they are adequate or inadequate then we
i discuss that firther.

Resources

MX

I

m looking for my markcling manager to argue the case and talk to me about additional marketing if she actually
s that she actually wants it

Resources

on't have a problem with making a resource available provided there is a return and obviously the marketing budget
ery difficult 1o assess the return on it

Resources

MX

1ee | took over we've increased the stafling levels from a part time marketing person 10 a full time marketing
nager a brand new post and really previously to me being here or me taking over as manager we very much ran the
Iding as a two management approach, myself as the depuly manager and the manager because we had to force

1gs through

Resourecs

MX

11. crueial really, it relies on the customers and the moncy that comes in and therefore the marketing process is key
lat. Catherin Howley is the marketing manager one of the three senior managers at the centre now, so I suppose
: reflects how important it is a3 you know the key [eature of the way the place operates

Resources

MX

cer, we always want more money in marketing, my budget is around the £30k marl, that is excluding printing

Resources

MX

s actually, compared to other pesitions that I have held for marketing, it's the best budget 1 have actally had, it is
guate, but you could do so much more with a little bit mere money at the end of the day

Resources

MX

If you would add the printing what would the budget be?) I'm assessing that at the moment, because, [ think you
looking at the £50k mark, but it has been put in with the slationary budpet so that needs to be split up

Resources

MX

tink it is a perception thing that if there are going fo be cuts then they should be marketing cuts and we as local

10rity operators arc not in the business of producing sexy adverts or glossy brochures, although the converse is in
lity truce

Resources

MX

nuld say no, but every marketcer would say no but we don't do to badly, we'd like more

Resources

MX

ik latgely, and again I think its not just about marketing budgets you have to be able to recongile those with
ning budgets, and again it is all part and parcel of the same equation

Resaurces

MX

ink $0, my own opinion that is I mentioned £250k for centres, allogether for the centres we've got and a little bit at
1centre, that's not centrally controlled, but it is available to the centres and it is divvied out and you will see how it
ane when you get the paperwork, and my opinion is yes, that that is adequate, 1 have fo say that the financial

Resources

MX
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-ets of the centres is quite challenging and if you nmeasured it in terms of just finance they do a damn good job, and
ere 1 say there the other sofler issues of marketing and so on, and o I think thal we have an adequate budget, 2nd in
ot we have good fight, myself and Chris, well L have only been here a couple of budget setting years so far, but he is
rl of, if you take £50k off I have lo take of £150 the income type of thing, 2nd il goes back to what we were talking
out before it would be nice to experiment one year, and just say well look you know, you are more effective with
\00k than you are with £250k and yeu will be OK

m, ne obviously, I think the awareness of marketing cspeeially with our competition becanse we have private health
1bs being launched right on our door sieps and so we have lo be competitive and they are doing a six week campaign
d that's what customers are seeing and they are not sceing anything from us then obviously you know they will logk
that and join them

Resources

1 snggest the only potential problem there is the lack of additional resources, so we are relying on one persen
1arkering) to deliver a hell of a lot, and we are delivering a Jot, | don't know if you whether you've had access lo
formation, and the web site and just publicity and rescarch and the strategic marketing plan is all being put together

Rescurces

MX

he other problem with the system is, obviously we are under quite a lot of financial pressure as a tocal autherity so
eryhody’s budget every unit, paired, will be scrutinised in terms of their budget, and marketing is unfortunately is
0 an easy option to cul down on funds, because it's cutling back on say publicity mmterial, proactive marketing an
+ probably an easier target than say redueing or eliminating a member of staff at another centre or actually cutling
ck on service delivery

Resources

vould say no, and our centre budgct for this year is fairly tight in marketing terms and [ know at head office it has
eeked slightly to account for marketing, and 1 think Hertsmere as an authority are going through a quite a big period
change, where we arc enhancing our facilities, we are adding to them, so there haven't been any eonstants if you like
er lhe last three, four, or five years

Resources

think in terms of marketing for this particular site I nrean because 1 am in quite a fortunate position because we have
the eapital budgel an clement of funding available to Jauneh the rest of the building, and the ongoing marketing and
omoting of what is happening here we can manape quite adequately

Resources

MX

he marketing budget is actually held by the client officers, therefore Hayes and Highgrove pools do not have any
iketing budgets whatsoever

Resources

MX

'hen you say system, do you mean burcaucracy that type of thing? Being a local autherity (laughed) we do have
ngs that we think that the customer haas cither requested or we fecl would give a better service sometimes we can'l
¢ place because of red tape and it has to go through comimittees sa time delays can occur because we have la get
proval so we can't always reaet to the market or if a private health club is doing something and we want to either

Jow suit or do something even belter we have to go through various channels and it can cause delays and money is
o a factor

Responsiveness

MX

was poing lo say, § actuolly don't have o marketing budget

Responsiveness

MX

'e are so conseious of the fact that we haven'l done any marketing, any sort of major promotion, we are morc
ncemed at getting the message out there, and we don't know what effert it is having

Responsiveness

=]1=}

¢ actually changed that and we've now got a management team of 6 or 7 managers and because we've invested ina
wketing manager then [ foresee that marketing function working more closely with the managers and the marketing
rclion being critical of the facilitics and the opening hours that we are operating obviously for the benefit of the
stomers that are coming through the door

Structure

MX

acan when we changed the marketing manager all { do is discuss it with Head of Leisure, and he might agree or
iagree, but 1 argued my case and he agreed so 1 don't have a problem: with that

Structure

MX

1 felt that by appointing a marketing company or a having additionai stail here even on a short term basis would
Ip then [have gat the authority to do that and, as long at the cnd of the day the hudgets balance

Structure

MX

ell 1 like 1o think that we have improved those just recently. We've appointed a niarketing manager as a part of the
ror management for the first time

Structure

MX

ior to that we had an approach where (he dilferent main elements of the centre, the dry side, the wet side 2nd the ice
k tended to do their own product developmiznt, not exactly in isolation but looking within Yargely within sort of the
ir walls as it were their own bit ol the facility and | think that meant that probably that our offer came across to the
blic as a little bit disjointed and what 1 1iink we have brought to the thing with the marketing managers appointment
iomebody who's able to perhaps stand back and take a more global view and 1 think to the benefit, actually to

Iping 1o sort of help the individual venue managers within the overall centre

Structure

MX

ut I mean I like to think that we are moving in the right direction. Certainly the appeintnient of the marketing
imager is a major step in the right direction

Steucture

itherine is you know onie of the three senier manapers at the ecntre, and so marketling has its place at the top table
1 of thing

Structure

MX

would probably have a bigger budget, 1 might have an additional markeleer, 1 would look closcly al in silu marketing
ources in our centres whetler it is IT and Corel Draw - is it Corel Draw, [ don't know | am net sure to dedieated
wketing individuals so what we would ideally have is a ceniral markcting department in tandem if you Jike with
dicated marketeers in each centre and a bigger budget which would reflect that

Structure

MX

1d one of the things that I often talk about that I was poiug to say unique 2nd forgive me if it is nol unique but in
ms of sport and leisure we are the only service thal a couneil offers where it is entirely at the diseretion of the
stomer. Nobody l1as lo come inlo our sporis centres and swimming poals

Structure

MX

nd so there is a great deal of enpowerment, {use that word loosely because I know it is another jargon word) a great
1l of enpowenment to the on site managers and the head of eperations who locks after all the sports centres and

imming pools (o get on and do what is effeetive without interferrence from sort of "the council®, the "municipal”

dy and 1 think that that can be demenstrated you know tangibly in so far that we have developed individual loges'
individual centres and whilst there is stil] a requirement to recognise the couneil's role within the centres that is
sservient to 1lie big loge that fits each individual building, se | think that they recegnise the importance of the

itres being seen as accessible and not sort of civic buildings as I think that can be sort of off putting, 1 don't think

1 the corporale body adds a great deal of value 1o a leisure centre in terms of its marketing generally

Structure

m, what [ would do, [ have just becn te a fitness 2000 seminar and they are very much commercially minded and
y arc saying you what you need are sales staff in your centres selling memberships you know dedicated people and
the moment we don't do that, %o that would be something 1 think that if we had the capability or the funds to have
licated sales people and possibly link that with marketing as well, because not every centre has a dedicated

tketing person, and often it is a duty officer who has a few hours per week and often that gets shunted more

portant comes and things, you know slip and then when things start 1o slide, they say we didn1 do any marketing but
y didn have, it is just a vicious circle sothat would be one of, {o Jook at staffing definitely

Structure

MX

have a marketing budget for a start off and probably employ somebody that knows marketing

Structure

MX

hindered it because of he other things I said before, but 1 think if things ge the way they look (o be going they

Structure




hiould help it because 1 think the niarketing issues in lerms of who are our custemers what do they want is all part of
ic best value process, and dress it up in any term you like they make not regard it as merketing, but it's going to the
ame sort of issues of what 8 proper marketing policy would have

would like to develop the hardware side of it and this department, this is the marketing department but I would like
wre help and [ would like more hardware and sofiware and say, thal's a personal thing, that's a selfish thing hecause 1
sould fike to be doing it

Tangibles

MX

Ie is now in his awn right or in her own right a marketing tool, they will help to sell the contre from top to bettom,
ow talking specifically about Herons it's knowing that we are offering the right, getfing the product right, getling the
rice right, the staff training, the quality of customer care that are stafl are abie 1o bring to it, and that's nof easy and
iaybe we will talk about that more later perhags

Tangibles

MX

1 is an overall picture as well, 'ni not trained enough, qualified enongh in tertns of marketing 10 talk about the five p's
r the six or seven or twenty four p's or whatever you want to call them but it is getiing 1lie whole mix right, from the
wnien! people and it's even physical, it is things like the building

Tangibles

MX

Ne have a panticularly pretty, nice locking building.

Tangibles

MX

[hat particular centre, the design is pleasing to the eye, but actually does give us operational problems, but can
ctially affects the marketing

Tangibles

MX

\ lot of the time I'm thinking about receplionists because their job is largely customer orientated, they are the first
art of call, they are the first contact they are the first impression aud you never gel another chance to make a first
npression as Ted Blake said, and they have fundamenta] personality problems that perhaps which they are not cven
ware of, and it's, probably one of the most difficult aspects of the job to try and get that across withont completely
1ining some bodies confidence or motivation

Tangibles

MX

A

roms the point of view of us, we've got Uiree main areas thal we chviously need to indicate, | miean the swimming
20ls. we've got the only swimming pools in Chelmsford, so that's quite a local area thing

Tangibles

think | said on the first question how I sort of perceived marketing an although [ don®t want it to be seen that I'ms from
lead Office and this is what it is | want them all to have ownership on everyone in the centre is invelved in marketing,
they are frontline staff and they are dealing with customers then they are dealing with marketing, because it is all to

1 witls appearance, how you feact, of inferact with custoners so it i3 not just enc specific person they have got their
arketing hat on

Tangibles

‘0 it's like a, goes and round and round in a circle so we end up doing posters which is our best effon of providing
mething

Tangibles

MX

o make marketing more effective? Well | would change, T would put some money into the facilitics {(QQ What sort of
1lue wonld you put on that7) Well we are looking at, I mean al the moment we have standard pools with associated

¥ facilities that have sports {itness and so on, and we are looking at a number of possibilities of creating leisure

ntre which is what we really want. I would spend more money on the actual building Wher, if you see our buildings
n will know whal we mean We promised, the staf{f have been prontised, but have, from time to time we have this

ing called the wish list, and you know what weuld you like, and it raised everybody's hapes and nothing seems 1o
nge appatt from niinor stuff, and it just pives staff the fecling that basically nobody cares

Tangibles

ery little, apart from our own fliers or posters that we do which virtually arc up in our own swirnming poots and
‘ntres there is perhaps one advert a year for something partienlar, perhaps a summer holiday programme and that is
sentially because there isn't any sel budgel for marketing

Tangibles

MX

o really it very very poor, its what we can produce our self and thiat only really appeals to the people that come
Auslly into our centres, because il docsn't go externally

Tangibles

MX

' a need 10 took at Use bigger picture that a clean changing room foor is as important as any advertisement and
zarly they have a role (o play on that front

Tangibles

MXSQ

“those customers are conting back they must be gelling, 1o me, a good level of service quality and ranges from staff
‘ing neal, tidy, polite, the centre being elean and tidy, good posters obviously within the centres, good [eaflets they
n1ake away with them so they know when classes are taking place and that sort of thing, and geod responsc when

&y have complaints and connnents to make about the centre that they sce things happening when they make those
rt of comments

Tangibles

MX50Q

o it alfects, | meas marketing, a lot of people think it is just like putling the ad in a paper, but it is a1l down to, a lot

" other things including the way in which receptionists treal the staff, 1he customers, how the facility looks as you
1k into it

Tangibles

MXSQ

pain 1 keep coming back te this indicator of througliput, 1 do make this very raw correlation belween sustained
2rease thronghput and customer satisfaction

Customer
Satisfaction

MXSX

he role of marketing is to ascertain customer needs, lo improve services, therefore 1o gain, by using marketing as a
2l for this purpose yau can therefore improve the scrvices and have more come and more using the facilities and
ve people enjoy using the facilities more

Definition

MXSX

very customer that walks through out doors is carnt, so we have to be customer orientated, but that having been said

ry ofien and it happens in my own otganisation hopefully less than ather places we make up our minds what we

wnt to do we then go and consult with the public to hope that they will endorse what we have decided and then we

1 implement what thought in the first place so there are issues susrounding that 1 mean warts and all in terms of that

it very ofien you do do consultation but it is morc about please verify what we want as oppescd to what do you really
wit and therefore we will change our service or service delivery or a pragranune to suite exactly your needs

Definition

MXSX

‘niean you and ] because we are in the business, know the benefits and the enjoyment and the pleasurc and the bealth
d all the rest of it of having a regular swim or a game of badminton or squash or whatever il may be, really is about
linsg people or getting them Lo understand that there is, you know, it is an, I play squash, and ! play squash not so
icli 1o keep fit but I cnjoy 2 pint. and | also think that [ have eam't a pint afier I have hed a game of squash

Definition

MXSX

like a natter with me mate, and it is not just the 40 or 45 minutes 'ni playing squash, it's about having another cutlet,
aboud getting away fromt the thissus for n hour and a halftype of thing, and it is really getting ihat niessage across
people, so prabably the apathy and the education issue is probably as bigger competitor to what we do as any

erial things

Definition

MASN

terms of the sofler issues of marketing, the custonier care, the quality of service, the facilitics are proactive in that
terms of training of looking for, nat awards in terms of badges on walls but 2wards in order to inprove service, 1
-ationed that they had got 18O 9000 and we are working at one of the centres to get QUEST the Leisure
anagement guality award by the sort ef autummn of this year

Definition

MASX

‘velopment in, 1 mean if you are looking at il in its broadest sense, both in 1erms of facilities and in terms of staff and
service and marketing, one of the things you must never do is get complacent, I think that this sort of complacency,
well we working a1 $5% capacity we can't do any mare

Definition

MXSX

a I would say where we identify a problem we would look at it and put thal in our plan to aclually attack, er
‘estigate atiack and try and solve the problem in the long term

Responsiveness

MXSXN

<l it would be very glib of me 10 say, come out with our sort of stated aims which is 1 think 1o give a qualily service
serceived good value, but in n nut shell effectively that's what it is

Definition

SQ
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mean we are a service led indusiry so that's what we are aliempting to do for the people of the district anyway

Definition

SQ

U's the quality of instructor, it's the quality of equipment we will be using, the quality of the actual environment they
‘¢ going 10 be working out in, il's taking the whole sort of picture really inio account

Definition

5Q

=3k

ow would I interpret (1pt Q) Well the bottom line is how, perhaps how many, how full classes are and how full the
:ntre is but obviously it's a wider a picture, we are obviously very conscious of the fact of that it's the staff have really
o lead the way

Empaihy

5Q

fow again, in my time in the industry pone are the days are the rec asst or the lifeguard standing on the poolside was
wely and simply a lifeguard

Empathy

5Q

Ve don't go, interesting point actually, because I have done a bit work with Quest and [ went 10 the centre, and one of
¢ things I said 1o them, not to catch them out et all, how many lockers not working is acceptable? 10, 109, 507 What
your benchmark on that one, and they haven't gol one, so my staff don't know that 3 lockers not working is

:ceptable but 3 isn't

Measurement

5Q

Ve would benchmask our service quality against that of competitors, bui that's in its sort of infancy swage at the
ement so 1 wouldn't like to say thal we are doing that to the best of our ability but we are certainly making an effort

form allegiances to other local authoritics and other providers for them te come in and you know you have a
ystery shopper visit and feed back to us and obviously we'd take en board that information

Measurement

8Q

@ we have quite rigid ways in which we prescnt monthly reports and we will compare attendances with attendances
wd attrition rates at various sites and we will try and sort of come up with figuse 1hat we feel is a, replicates good
istotner service

Measurenient

hink in the past, we've oflen relied upon, where we felt service guality could be improved, 1think they*ve relied on

iefings, training, where it's required pariicularly at sharp end areas like reception with customers, catering, ali that
rt of thing

molivation

5Q

would like to improve the quality of my stall, that's not being critical of them, but interms of training and input, but
ym praclical paints of view, very difficult

Motivation

5Q

gain what we are looking at is a customer care programme, and although we have things in place we want to
malise it 1 mean the centres go on cusioner services training, making sure they know how 10 handle complaints,
1ening to the customer that sort of thing. So from every level of the organisation, the stafT are aware of dealing with
stomers and making sure that they have a good time

Motivation

5Q

‘ell, the quality assurance has been recent, three or four years in operation so before that you know we didn't have

ocedures and sysiems to follow, so that's definitely helped things, what else, probably lots of ways I just can't think
‘anything else

Motivation

5Q

he KRA appraisal mectings are useful in effecting behavioural change because line managers have an opportunity to
down with staff on an interrupted formal basis, (somry KRA) Key result areas, basically appraisal meetings. To
seuss their role, so if there are problems with it 1hat might be affecting their behaviour at work we can identify those
d maybe effect change that will ultimately enhance service delivery

Motivation

sQ

owever operalionally it's a bit of a nightmare because again it's built int the round and we have 16 be quite on our fect
1en the architects were showing us original plans te point out the fact that if you start sticking all those palm trees

:re we are going to need probably an extra lifeguard a year, a life guard on duty (o be able to monitor that are

canse the lifeguard standing here won'l be able to see beyend those palm irees

Reliability

5Q

Tith some of the staff and the younger staff in particular it is a case of training You are looking at attiludes and
rsonalitics a ot of the time and it is just trving 1o bring them an in terms of next time, it isn't abways black and white

Reliability

5Q

“individual stafl, hat is a diflicult one, because we undoubiedly have people, somic of those people we wilt have
Jught in curselves, some people we have grown up witly, they have been imposed upan us if you like, but somnetimes
nol eagy, your are talking about fundamental issucs, sometimes you do get a feel that they are in the wrong job

Reliability

5Q

+ both really as with the previous question on miarketing, it’'s not in our interest to cul comers and lower standards
:re 18 a pressure there 1o make a return, our ahin is 1o provide qualily facilities and services and perceive good value
it is @ summary of our aim, $0 yes we do aspire 1o that but inevitably the system does hinder beeause of the financial
:ssures, il is a tight rape we have to get the balance jusi right

Reliability

8Q

'hen 1 started in leisure in 15 or 50 ycars ago or so, | worked in establishments that had recreation assistants duty

wmagers, plant operators receplionists that had worked there many years, and were probably going 1o be working
¢ unkil retirement

Reliability

sQ

owadlays, we still have a few lell of that ilk, but if you look around our Icisure centres, and a probably a number of
ters, there is an awful lot of kids who have recently lefl school

Reliability

3Q

‘e are quality assused, SO 3002 which obviously slows a qualily systern as o how we operate

Reliabilily

5Q

Il of the different things that comie through and that are to actually irain the staff properly so that when we get tliere
d we are confronted with the people we serve, with the service people that we are doing it right

Reliability

>[>

gain another one that we are looking at is competancy frameworks

Reliability _

5Q

hink the entry for marketing and advertising suffered as a result, and we have for many years had o depend on large
mbers of casnally employed staff and therefore putting thase two things 1ogether and going back 1o the image thing,
1 public perception / customer perceplions, if you have, what with the best will in the world you have to say our low
abity staff with limiled commitment who are here 1oday gone lomorrow, then obviously e level of service that you

- able to deliver through those stafT is likely to suffer It's not a complaind it's just a fact of life and the council was

+ keen ta retain in house so the bid was constructed on that basis

Reliability

5Q

==

 they havenY been, depends what's meant by service qualily really doesn't it, it's again they have been adequate 1o
wuce the quality that we felt has been necessary to achieve our business abjectives, but we would have spent more
der a different regime, and we will be tooking 1o spend more now, we are in surplus 1o produce beller quality

Resources

5Q

1 pausing because 1 don't have the authority now, we now need to spend more moncy, we necd to perhaps employ
sther full time promolions assisiant, we would like 10 invest in more projects which will inprove the range of

ilities and activilies that we provide at present bint will alse overcome thot design problem we were talking about a1
igstriead but there are 4 other centres, bul Kingsmead does represent 50% of our tolal tumover so T would like to
nd more money and will be on some new projects, I think the authority is there, we are now looking al spending
ney for instanee on the external appearance of Kingsmead, again, it is nol necessarily an area that | think has put
tormers off, but with the potentiat comipetition coming up in a year or two's time where we are, we have always tried
»osition the service facilities sa that they are received as the equivalent of private ¢lub quality facilities but at local

hority rates, again our aim is quality facilities and services at perceived good value and | think we have achieved
¢ but again it is a diflicult one lo measure

Resources

5Q

2 will be doing that over tlie next year and two years we would increase the number of front line operational staff,
Itave got by on very strict regimes (o date where every 15 minutes everybody’s day is allocated 10 a task, so we

»w that we are operating with bare minimum number of staff and that's about it al every site, and agaim that is a

Ye ofF with service quality, it doesn'l give us the flexibilily lo answer the phone, full stop Not even within 3 rings or
rings and the ansapliotte hasn't worked and other techmnigues that we have locked at

Resources

5Q

A

5 | would say yes, the only problem would be that most of the budgets are planned a year in advance and you don't

Resources

5Q




ways necessarily know something that yau nced to imprave that far in advance that could cost quite a lot of money to
nprove as quality of service

think the system again, becanse of the life of the contract, and the changing needs of leisure within the 6 year period,
ie expectations of the customer can change quite dramatically and the quality of the service is specified at the start of
& cantract period, so unless the council or "the system” il you want to call it that way can pump in mare maney, then
s really down to the centre managemert 1o work whether they have got the resources 10 improve the quality or they
wven'. They have got to make & judgement in lerms of their market share, whether they need to improve the quality to
in more of the market and that’s probably happened in some areas over the last few years.t

Resources

5Q

would say overall probably not, 1 think if more resources were available, the quality of the scrvice could improve,
05t certainly would improve.

Resources

5Q

ut 1 believe that although we are employed i local government, given the freedom we are as good as any good as
1y private contractor as far as 1 am concemed but what we do need to concentrate on is cleaning, eustomer care.
1stomer serviee and 1 think that that will, that actually, we will invest heavily in that arca 0 we do get it right

Resources

sQ

think that again there is a great deal of freedom for individual units within the authority to develop its own approach
wards customer orientation and improvement of service delivery and again within a finite budget, I mean that we
ways be conscious of cost and resource implications there is a recognition thal there 15, pantienlarly in arcas where it
a discretionary service [ike leisure, sport, there is a need 1o be innovative and 1o cnsure the best possible serviee, and
deed the introduction of best value 1think will now orientate other non end service units or departments more

wards a customer oricntation ta this sort of intemal customer approach

Resources

5Q

Jeep sigh) | think my answer to that is probably no, and I am irying to think of what constitutes service quality and
erefore what constitutes budgets, 1 think that one thing in terms in quality it is nol about mare staff or more
saurccs, it is about making best use of what you have alrcady got

Resources

Q

's through staff miectings, through, even though I flip between here and Herons, | hear and react to any issue that is
ought 1o my attention which is a sort sérvice nature whether, and a lot of it will be a more serious customer
mplaints or anything or customer comment forms which come through

Responsiveness

5Q

“il's individuals involved I'li then be reponing back to individuals, either give them a pat on the back how they acted
1 the complaint, or the compliment or the suggestion and with wider issues larger issues that’s reporied back, 1 have a
ackly duty managers meeting which is preity regular, don't miss too many of those and it is reported back there to

ity managers, a lot of those issucs poteatially involve the duty managers anyway, they are the person who has
ohably picked it up

Responsiveness

5Q

Tat ofien scems 10 be the problem with particularly young stafT it's that they, not always, but they will always sec
ings as black and white, that's the rule you can't do that They won't see the shades of grey and also that fact that we
ed 10 blow it the wind with customers and listen to them to make surc that, hang on a minute that's the third person
ho has mentioned about that particular problem we should he taking note of that, we should be changing our
agramme we should offering that facility, we should be doing that picce of maintenance of whatever it might be

Responsivencss

5Q

on sliould be capahle of letling certain aspects go at certain times when if's good 1o do that, and people will | think
ill react to that

Responsiveness

5Q

A

ut where it's difficult is whete you have somcbody that is not capable perhaps of or, again | am thirking of these two
three people in particular, they will allow theinselves to just, the happy smiley face the nice welcome goes out of the
indaw and il comes across as very terse, we nalice it occasionally in telephone conversations, you phone a centre and
¢ responsc on the end of the phone is very poor and you have to remind people of oh! What has happened to their
crons swimming pool, and & nice cheery vaice and if at all, not Herons, and other aspects as well, just the way

uple talk to people and the words that they use, very very difficult and again it's not something we've had, you get a

eat deal of time to with somebody and try and, through role play ar whatever and try and sort ol Sometimes you
it have lo go with it

Responsivencss

5Q

have had Lo ebviously speak over the years and [ have had to drag people in and say do you realise you are doing
is or we've had this complaint

Responsiveness

5Q

ou know, whatever problems you have got at home or in your private life you have to leave them behind and it's an
L It doesn't matter how you feel you have got 1o try and put it on all the time

Responsiveness

Q

arry question again? (rpt ) No, not ideally no, it's this toss up between budgets an giving that perceived gaod value at
: end of the day, the service provision that youw'd really like to, now, yea, in an ideal world, 1 don't know everv
stomer that came through the door would have their own sort of customer service person fatch on 1o them straight
say and 1ake them through and here is you change sir or madam

Responsiveness

5Q

1 the moment we are reaning short oo staff

Responsiveness

5Q

ow if we are stretched in a swimniing situation you've obiviously got, the main conceen is the health and welfare of
uple in that swinuning peol, and so if you are stretched for staff and all your resources are being put into that, you
2 then stretched as far as not cnough people potentially on reception, not enongh people floating around, which is a
wury a1 any time, but in an ideal world we would have more coverage there and obviously we are looking at things
& customer service desks and again the centre like Kingsmead can probably justify it, it is a big centre, obviously it
s wel dry facilities, fitness, dance studio

Responsivencss

sQ

1. not as we would probably like to, again it's an area where are now very, we arc looking al these business plans and
+ ave looking al customer setvice desks and we are aware that we could be doing better in that respect and what's

illy brought it 10 the fore is new management information system because that has put a hell of a lot of pressure on
reption counters and | think that's the way the industry is going ns well, it is very glib 1o sort of say well you know

s sort of American example and atl the time things are being thrown al us from America and of course people
pecting higher and highet quality of service and they want lo queuc less and, but 1 think gradually bit by bit that's

* way it is going and so we've got 1o, ] say react 1o that

Responsiveness

5Q

sabably like to, wouldn't say imprave the training, but would be really a means of getling back to providing the
ining we were carrying out when times were better financially when there wasnt so much pressure financisity

iieh freed me up seally, 1 was going around doing intemal customer care courses with staff and small groups of staff
d that's lapset! again because of survival Because 1 think that is important and e¢ven though most staff you see

ieve that they don't need it and yet you witness it day and day out, that there ore small aspects which you would like
latch onto

Responsiveness

5Q

ow you can tel! them that, you know stafT teaining sesston till you arc bluc in the face sometimes and it would he

€ 10 be doing that on a regular basis, and the reason we de it in house because we have seen some of the training
leos and a fol of them are sort of blanket general things which arc trown at any service industry and a lot of them

id 10 be hotels and catering, and it's not specific enough end the kind of anecdotes which us as managers, and we've

' three or four managers now that have been in the business for a long time and specifically in this arca as well, and
st of ancedotal information and we use that and we are using specific examples, we using specific people potentiaily
7" I'saw you do this the other day” then you are telling me that You arc a, you know you've been doing the

eptionist for twenty years and you know the job inside out and 1 can'l teach you anything, [ saw you do that the

er day 8o it would be the training aspect, and again potentially you are looking at resources, human resources its

Responsiveness

5Q

A




raking sure that we have adequate staff on a lot of the time

We have the quality assurance accreditation, and we have the aim, and as discussed carlier, those lwo sort of give us
irection for continuous improvement

Responsiveness

SQ

We have staff development schemes through appraisal and training and development plans and there docsn't tond to
c a fixed budget for staff training, again we guaraniee that cvery member of staff can do a training course every year,
s agreed at a stalF appraisal

Responsiveness

5Q

When the specifications are drawn up, unless they incorporate some element of, 2 larger element of quality within that
1en they are just going fo gel the lowest bid possibly the lowest quality within that, and cbviously whoever operates
. & cetitre is going le Uy and do it as efficiently and effectively as possible

Responsiveness

5Q

3ut if the bid is a lot lower than your rivals then it stands to reason that the funds are therefore are going to be a lot
awer unless you can come up with ways of investing and improving to generate more income, but then as 1 said
efore the problem with that is if you are reaching the contractual ebligations, the 1endency is 1o keep up the sleeve
ny ideas until it comes to re-tendering

Responsiveness

5Q

A

Mere has been sinec the introduction of tendering about 7 or 8 years ago there has been a gradual reduction in
affing Jevels all around which obviously means Jonger waiting tinice, Jess cleaning time, less supervision of activilics

Responsiveness

5Q

jo that would be addressed immediately whether it's a customer care complaint etc o it will be picked up and
aswered because you have 10 deal with the issue, marketing isn't quite the same, you don't have a person coming and
1y oh, this is wrong, your marketing is, deal with it now

Responsiveness

5Q

>

3o E would say that the service qualily issues come up more regularly because of the way that they need to be
dressed and they always are addressed very quickly

Responsiveness

8Q

still think that we have a long way 1o go, but there has been a change in people’s thoughis and staffs attitudes since
C1 came about

Responsiveness

SQ

‘ep. again it does go back a little bit on the last scrvice quality issue, 1 would definitely look at the training up of our
aff, and what we do and how we do itin a big big way

Responsiveness

5Q

Jhviously any systems you sct as standard at a level, if you set it low you can achieve it, it depends where you set ilat
andard

Responsiveness

SQ

> = | =

think that sometimes we slightly get caught up with these are the latest ways of doing things, or this is the way that
e have always done it rther than really carefully plamiing and thinking aliead We may still get canght up in that
ightly, hut I tend to think that we do it quite well

Responsivencss

3Q

>

“hat brought about a change of attitudes, not particularly customers, cusiomers didn't know that much, they knew
imething was going on and they might have heard that the staff were transfering or a private company may be
muing to aperale, but it certainly affected the staff because obviously again when you work under, a very tight bid 1o
serale services there maybe issues such as low pay, there may be morale, motivation of staff that ace affected and it
15 happened, it's happened in this contract and the pre CCT operation of leisure centres and what it is now has
1anged drastically

Responsiveness

3Q

woking al whal a good manager supervisor needs to actually be a good manager in Canterbury, so that when we gel
that coal face and we do get to the front we are dealing with pubic, we all know the one that the person sat in not
{erested in the chair in the swimming poot or the receplionist has gol » bad face ete

Responsiveness

sQ

mean in Riverside, when you see Kevin he will talk to you ahout it, we, trying 1o develop in sort of more detail and
practice the continuous improvement the process of the business excellence model, and we trying to sort of absorb
1nfity in that

Responsiveness

5Q

mcan there will be times when I or other management staff at the centre, or client side stafl’ would say look we are
W actualiy satisfied with thal aspect of the operation, so you know, something gets done about it. So it's done ina
wicty of ways I mean, {1) it's a part of a, the ongoing way in which the place is managed but also on the exeeplion
15is. we would step in and do something

Responsiveness

SQ

12 sysiem helps I think because with the ties to the council especially we ace always kept up o date with what's new,

ith things like best value, s0 from the point of view of quality service there then that's obviously at the forefront of
oving forward

Responsiveness

sQ

asically ensuring that the offct is as good as yeu can always make it whatever your role, being at the sharp end or in
¢ back room or whatever, is the highest quality and lives up to customer cxpectations

Responsiveness

5Q

B

hink since, it's got 2 big role 1o play partly in terms of the council's overall image, it's the council's biggest single
cility so people judge the eouncil on this facility, very much so Somry ean you please repeat the question, 1 lost my
vin of thouglt there? (Q rpt) In addition to what 1 have just said, obviously at the centre level, marketing is very

ueh about satisfying the customers in Chelmsford again, they are the eouncil tax payers, they are contributing to the
st of this ecnitre

Responsiveness

SQ

Ve have a focus, and that focus statement has recently been redefined on the basis, mainly feedback from stall. That
11 displayed to custoniers but that will obviously reference customer nceds the need offer a quite diverse programme
a safe and clean environment, keeping abreast of industry trends and investing in staff. So you could say thal is quile
stomer focuscd. As 1 5ay, this isn't advertised to customers

Responsivoness

5Q

1like to think that they are involved in the development of the marketing strategy and the individual marketing
tivities interms of the hardware, I'm not 5o sure that's true, and that will be either be confinmed or otherwise by
iris

Responsiveness

5Q

3 we are always very aware of opportunities to improve levels ol service

Responsiveness

5Q

That they are not prepared to put up with is surly service and I think thal staff are perhaps the important key within
2 sort of marketing chain

Responsiveness

K 1 will give you an example, [ won't say which one, there was a patticular member of staff, 1 think Eric will apree
{11 me, was counler productive in the sense that didn't, thought that didn't know what we were doing, and it is very
Ticult in local government to deal with that and you have to try and manage it, well that person has \cft and the
ange has been dramatic And I thirk it is all 1o do with the cullure and how people fell about it, and provided you

ve goi enough peaple who are enthusiastic I think it rubs off on the others, If you have got a few people are

gative, it is very dificult to change that culture with the others

Responsiveness

5Q

fo. 1 would say they want us to do everything, and with no moncy. The way [ see it, is that the strategy basically says
s will do, will provide all these sections of the community special initiatives for those sections, fulfil all of the

rporate policies with equal opportunities, sexual discrimination, all the rest of it, with no money. And it's all just

wds until money ia given 1o enable us to do it and it always seems that we are begging for money but that is octually

: case, but until that's done, you can only do it in a very limited way For arguments sake, there is a requirement there
 specific groups that are under represented in terms (hat sperts couni] recognise, say for ethnic minorities

Responsiveness

5Q

3 do that, in our current facilities we have to lose income to it, or we have 10 change the structure of the building in
12in ways in order to do it. It all costs money, now when we are up against stricl expenditure and income fargets,
hough we want to da it, because at the end of the day, when it comes to the budget and the out turn of the budget
iy are yous down? Eric knows what it is like, you can't say it's because we put on this specia] eourse and "you
mldn't have done it?", that's the problem So it all sounds very good, and 1 am not saying 1 disagree with it, bul in

Responsiveness

sQ




-alily, in putting into piace, you can only do it with money

‘s eally a casc where managers see that perhaps an area isn't up 10 standard i.¢. changing rooms aren’ being cleaned
Tectively, customers are complaining that they then jook inlfo the reasons why there is a [all down in a particular area
1d then 10 react by cither retraining the staff or sitling down and talking to the siaff on an individual basis if it's one
wticuiar member of staff who is not prepared to clean toilets, things like that

Responsivencess

5Q

jut within those, slaff training times, some of il is spent obviously some of it doing switnming life saving training,
1 other siufT is spent on what happens in the zvent of fire, bomb alerts this sort of Uring so the staff are aware of
<actly how to treat the customers shouid those events happen

Responsiveness

5Q

gain a big influx of meney 1o just rottine stuff to just provide & betler quality of serviee to the customers, i.e. proper
1owers that work and proper toilets that flush, the basic essentials

Responsiveness

8Q

ublic won't even necessarily notice it but it is things that, we've Iiad things go wrong We've had problems with
Hain mechanical parts of the centre, even that is part of the marketing process and we wete very badly hit by
1owers that didn't work over & period of two years and that affected business very badiy and we've had to ciaw thal
1siness back and slowly but surely but that’s anothee issue, we tried to stay out of the press as best we could with
scuses and things because our own stafl were fighting very hard to manage sometiung that we had ne control

Tangibles

5Q

Ve are going 10 have to look at it more closely at some ol the other centres where if just perhaps won't be feasible or
acticable

Tangibles

5Q

0 lo actually to iry and improve upon that, and it's not easy, with others it's mere a question just how they go about
ckling a situation and improving thal and | think the previous question you are abie to do that, bring people in and
y that it isn't always black and white and shades of grey

Tangibles

5Q

fcst of them | think are sort of aware of it and it's just gelting that sort of almost like ¥ Disney” atlitude thal you can
: a real sour puss in the siafl room but once you walk through that door you are on a stage

Tangibles

5Q

Ve try not 1o be classic local authority provision and in certain areas we do achieve that guite well peopic are always
tite astonished at the nature of our fitness [acilities

Tangibles

30

iut we feel now that we are starting again to lag behind and we need to catch vp

Tangibles

5Q

mple things, Iike customers come in to the desk and you sec the receplionist earrying on a conversation with
mebody else

Tangiblcs

5Q

ve could provide a much beiter quality serviee if we employed more peopie as simple example, either more

anagers and more front fine stafY, we would prefer to have more receptionists working out on the front, we would

ie a customer services desk, but the pressure in the first couple of years is such that we cannot entertain that, il is
ithin the strategy further along the line, and it certainly hinders in that respect and 1 think in the old way of doing
ings we would have been able to justify higher budpets and we would have been providing a better quality servioe,

> try to provide a service that is accepiable, it won't drive people away, with that we have lo watch what else is being
ovided in the district

Tangibles

5Q

Ve, my role is {0 work with each manager, and is for the 1o evajuate the level of customer service quality at each
ntre, whether it is access to the centre as you siruggled with teday, or car parking, receptions, queutng intemal
mage, notice boards, qualily of changing facilities

Tangibles

3Q

iut, we have got drains, sorry, floors that don't falf to drain, which is very typical, but the design bricf, you know we
id to the architect, we are not teaching you to suck eggs but this is a perennial problem, and it stil does not [ali to
ain, s¢ you et & ot water forming and its difficuit to keep squcczing it away, and as soon as it is done it staris
mrng again We now employ stafl in there round the clock, but perhaps we reaily sheuld perhaps have 2 peopie in
are round the clock, one squeczing water one cleaning Absolutely ridiculous, bul we iry to invoive the stafFinto

rhaps longer ierm solutions in can we redesign the area, ¢an we cliange the traffic flows, and try and keep outdoor
oes from wel arcas

Tangibies

8Q

.costomer will be quile satisfied I am sure providing the buildings are clean and the water is the right temperature,

d iz healthy, and the showers work and providing they gel a siile when they et lo recepiion and 1o one is mide o
am, § mean that is what we would describe as acceptable standards, but we want to go beyond that and we need 10 iry
involve the stafl, motivate the staff to want 10 go beyond that, otherwise they might as well tread water themselves,
we are beginning 10 re evalualing alf that, but thai is nothing new, thal is something we have ried lo do over the

1e vears and we have had some suceess, hut is a very difTicull one to maimtain

Tangibles

3Q

v their being able to participate in the activity with good facilitics, clcan, good condition, clean up to date so that
1en tiey leave the centre they can basically forgel aboul their sumoundings and just enjoy the activity

Tangibles

5Q

A

:rvice quality depends on many things, hunan resources, general smbience of the cenire by decor, quality of
ipmenl, medemising and vpdating cquipment, that can't be done uniess you have the funding 1o de so

Tangibles

5Q

1€ miain areas that I would probably change would be on human resources, frecing up the marketing manager to carry
t that role as one position rather than having to carry out three roles | think he is cutrently having o, irying to do and
s hhis assistant naarketing person whose tine is gradually being diminished as resources elsewhcre as priorities
sewltere means thal priorities have to be made and deal with the task ahead

Tangibles

5Q

rvice quelity would again mainly come down o human resources

Tangibles

5Q

ui, next week, alf the swimming pool changing rooms are being ripped out, week afler that, the in house computer
stem is being changed

Tangibles

5Q

he week after that I think they are starting on the re rocfing of the whole of Riverside and so on and so on and so on

Tangibles

5Q

Tink that the service quality is dictated by the facilities with a lol of money in that already, but 1 also think it is an
eralional think, it's an operational thing whereby obviously the staff; it's something that perhaps, improve training, i
mntioned sort of customer care before, but 1 thitik there is an overall, quality issues I think are stafl al the top of the
3anisation, management, are aware of them and | think that doesn't necessarily filter all the way down, | think some
ey and effort in terms of raining, staff right the way down the organisation would be a useful investment.

Tangibles

5Q

this environment {liere has to be a product that is capable of being sold, and I would start of by zaying that the
ilding has to be in good condition, and offer the right range of lacilities

Tangibles

5Q

B

rink what 1 would do i5 to try and concentrate on one single thing, the image of the building, the guality of the
ishes, basically upgrade the building so that customers feel that they are getting a sort of quality environment

Tangibles

5Q

aving said that what [ have sought to do since 1 took over 12 months ago, is to look at quality, and we are {ooking at
: whole issus of cleaning because that came out very heavily in our market research and quite rightly so

Tangibles

5Q

lon't think that it's perfect by any means, | mentioned earlier the cleaning, certainly we are looking at that

Tangibles

5Q

‘e certainly do look at areas where we want le improve, we know that the glass in reception as a prime example is
nething that doesn't help us with customer relations and service 1o customer

Tangibles

5Q

‘e age, we have invested or investing i a custoner services supervisor who will fook at things like direct debit lours
nind the centre, information lo customers so we are looking at that

Tangibies

8Q

iink al the moment they're not but T think that we arc starting to invest, inwardly invest in the building in the
ilties that we offer, in the number of staff that we will offer, stafF [acilities i.e. canteens and that sort of thing and 1
very keen 1o make sure that our staff are & happy staff so that they will give oF their best

Tangibles

8Q




apilal schemes are normally financed by the authority, but having said thai as o DSO anything that we would like to
1 first of all we have to get permission, but secondly if we can finance it ourselves then we will do

Tangibles

5Q

prime example of that I am looking at the end of March next year to open up reception as an improvement in service
tality and custemer care so if we take oul the glass that we have presently got ih reception because it's not very, not
y custonter friendly and 1 am looking for us as a DSO to finance that because I ean see the benefits of that and it
ves e the opportunily then 1o perhaps spend some surplus money that I have got at the end of the year

Tangibles

5Q

vhilst it overlooks a river, and 1oday it looks very nice, the fact is in February, going down, you cant actually find
¢ way in if you are a first time cusiomer

Tangibles

§Q

o there are a tot of physical difficulties that we have 1o deal with in terms of image and most of the commuters in
hielmsford go to Liverpoole St on the train and they see the very worst of it, so there is that sort of public perception
id then the other imporiant thing to understand, what I touched on carlier, it is an operation whose finance is largely
termined by the basis of the CCT bid which is totatly financially driven, which in a local authority context is very
ficult, because there is a whole range of organisalional overheads which get loaded into bid and there are a whole
nge of expenditure line items which private sector bid would never have

Tangibles

5Q

wa things, there would be substantinl capital improvements of certain bits of the building. and 1 think also the ability
invest more in stafl training of the soris I've just described

Tangibles

SQ

Tiere are things that 1 think that I would like to do more or quicker, small example, 1think that if a shower breaks
wn it should be repaired within 12 hours, if there is a chip of a bit of concrete in the spectator area within 3 days it
ould be done

Tangibles

5Q

*a wall gets marked with shoes then within a week it should be painted, so I think that those are issucs where if you
d more resources and ifthey managed effectively then service quality could improve, unfortunately, not only in the
iblic sector but in the private sector, I have to sce that there is a finaneial return o that because, we, I mentioned
rlier, hiave finite budgets, so if I could prove in inverted commas, that T have this guy walking around with a paint tin
you know a plumber mending the sliower, that more people would come in because they were salisfied with my
rvice, or they would come nitore regulfarly or they would telt their friends and they would bring 10 more pecple in, if
:ould sort of correlate that then 1 think that we could do more about it, bat it is sort of Urying to work within the
sources we have got and although as I say we have a certain amount leeway in terms of Dexibility in terms of the
idgets il we spend an extra £10k and we make an extra £20K then that is OK. I spend an exira £10k and I don't make

ther I have got some problenis. So, we could do more, but it is difTiesli within the sost of financial reigns that are on
2 operation

Tangibles

5Q

f course, if we invest £6m in the Furzficld Centre and it is an infinitcly better quality facilily, then it is quite likely
at we will gel marc people than at say, Bamet Coptal becanse the hardware is there

Tangibles

)

o some extent it is all about image but ns J say I think that is very much a veneer, you have to be able to sustain that
1age in terms of the product, the quality of the provision of facility and indeed the levels of service that yon receive,
d integral to that there is no doubt about that is our staff and I think that people perhaps are prepared to put up with
1 fagilities and they are prepared to put up with anes 1hat aren't as good as the one "down the way"

Tangibles

5Q

gh, again probably that managers will say not, in lerms of cleaning and obviously the majority of commenis we get
on cleaning, making things, this is out of arder or whatcver, and sometimes we don't have the capability or the like

z equipment is out of date or needs updaling, don't always get funds to do that so, each year it seeins that budgets are
shter and tighter so I'd probably say no 1o that as well

Tangibles

8Q

s sort of an operational thing, again it's making sure that we have got enough stafl'to supervise the gym or the time,
cause some centres, OK they are fairly small but it is giving the customer that extra service that you know we have
4 qunlified stoff always on hand 10 ask any questions, again cieaners I think, 1 mean the eentre managers would
obably 1¢ll you differently but I think they need more hours for cleaning so more staff or extend what they have
cady got

Tangibles

5Q

1 naw to enhance service guality, if I was logking at onc element of that which would be cleanliness for example, to
+ and add in resources retraspectively are poing 10 be quite dilTicult

Tangibles

5Q

would say, you knaw [ amy quilc aware at the naomen! of the areas that need addressing that need enhancing the
ality of service, and ] would say cleanliness is a big issuc, and this is made more difficult bry the fact that we arc

eraling a temporary building on the one hand, which is the changing areas and the reception areas, and this
rmanent structure

Tangibles

8Q

s that carpet dirty or is it clean? to you or fome

Tangibles

5Q

ut certainly thinga were they could be measured like lockers is a pnme example, we need to do a little bit more on
it, and certainly when we go down the quest line that will be brought more ta the fore

Tangiblcs

5Q

"au can onty do sa much with that produet and you don't know whether or not you are getting best value or not, but
1en you compare it with other competilors that have a much better level of equipment and environmen it is
maotivating for stafl

Fangiblcs

5Q

oesnt mean to fay it's pood quality, that's a subjective thing, that in all honesty if we were running an aerobics
ision say at onc of our sports session and they were munning al one of the brand new fitness centres you'd say that

1its waa betier becanse of the betier environment Depends what people regard as quality, whether it is the coach,
setlier is the locality

Tangibles

5Q

2 invest a significamt amount of money te improve both the image to the customer and the working ¢nvironment of
: stafl I think would improve the quality no end

Tangibles

5Q

lo, we haven'l got enough siaff, the facilities are falling down, so the answer’s no

Tangibles

5Q

ow if you can't have a new facility it means re-developing a site with an add on or whatever, that's my own view |
1k you know there is only limited potential left in the sites that we have got Alright we cauld get some more

:ome, but we would never meet, we'd never malich the marketing budget in order to achieve it I mean we would have
: satisfaction of having of having the alder ones full up, but I don't we are going 10 really deal with it, we need to get
1ew market, need to, new customers that we are not getting at the mament I think the only way to da that is 16 have a
sure centre where you can then offer more ta families, it is all to do, it is all to do with producing a product which is
‘0w, this is it" 1 have got s1af{T working in facilitics that are embarrassed with things that they have 10 offer It is very
Ticult to get enthusiastic about marketing when you are dealing with mould on walls and stuff like that

Tangibles

5Q

» I would say that the services have suffered as a result, I mean the physical product has suffered in terms of the
ildings, hapefully the services that we have offered within thal have iried to do their best they can in the services,

t we are dealing with halls where there's continual leaks in the roofs and you can't praovide a scrvice because it is just
possible to use them and we arc dealing with thai sort of issue there

Tangibles

sQ

=11, i’s not necessarily top quality what it is, I think something that matches up to two things I suppose, firstly what
- have said what we are going to do, and then what the customer expectation is

Customer
expectation

sX

aw sometimes customer's expectations is significantly more than what we said we were poing 1o do, and that’s
vays difficolt. But then also obviously to be effective you have got 10 satisfy customer’s demands in terms of what
ticular activities they would like to see

Customer
expeciation

§X

¢ department, ot the leisure section? (leisure) Obviously being in the serviee indusiry and the [eisure centres being

Definition

§X




¢ most important, one of our main service providers within the council, that is probably the most important issue
hether it's customer care issue, whether its on customer focus groups elc They are the ones, it's the public we serve,
vit's of vital irnporiance

Teil as [ar as we are concerned it is & continual process, I mean we are talking about Riverside, it's an income driven
yeration which works under a CCT contract won in compelition with privale sector companies, twice and there isa
nall management fee paid by the couscil to operale the centre, paid (o the dicect service organisation. But it's a big
ntre with a substantial tumnover with a enstomer throughput in full year with about three quarters of a million people.
3 it relies on the moncy that comes through the till, and the people who came through the door pay that money, and
Wy come through the door il the services that we provide are the oncs that they'll pay for. So it's crucial that we
mstantly develop services to meet expectations to deal with competition sort of thing that you had in your
iestionnaire, lo ry 1o ensure that we keep our facililies up to date as far as we are able to and all of that as I see is

it of the markeling process isn't just producing nice leaflets and posters, It's actvally looking at the campletc package
“the offer that we have

Definition

SX

service that’s accessible, 1hat's safe, within sorf of heslth and safety repgulations

Definition

SX

L service that's affordable for the public that at 1lie same time we can afford to provide af that price

Delinition

SX

would, a good service quality provision to me i3 where the customer's needs and requirements are fulfilled in that
ey continue 1o relum 1o the centre for repeal visits time after time afler time

Defimtion

S§X

[=11-11—-

“we are trying to create a wow factor or exceed expectations that lias to be a continuous process, what's one day
:ceeds as a copy is down the road is seen as more of the norm Particularly ax the quality of other leisure [acilities or
irsuils increases and service standards increase clsewhere

Expectation

§X

A

Tie rale of marketing is very much their business. If we ace providing a service, whereby we are trying to cxceed
istomer's expectations and do it profitably, 1 would hope that marketing is the driving foree at every centre with

'ery manager and we are Irying 1o inculcate that with all the staff] but that iz not quite so easy, this comes out laler as
¢ aspire to be a marketing orientaled st up

Expeclation

SX

/e arc trying to provide that extra bit of service where a customer will go away and tel] people about it, pechaps even
e back to me and say, "really was impressed al the Pier Sports Cenlre the other day” or Kingsmead, everybody
nwadays I think is trying 1o provide a good qualitly service, and it is that exceeding expectations angte that we would

¢ 10 introduce to s1aff over the years, that they have to go beyond the norm

Expectation

SX

he customers generally comment how surprised they are a1 the facilities and that they don't generally appreciatc that
ey are local autherity facilities but again we are not having ta compete with anybody locally that they can sort of

dge us against, but people coming from other arcas are generally pleased with these facilities than if they had to join
wivate club

Expectation

SX

here's that, and you can'l dismiss hal becanse ohviously if people are coming in, and they are coming regularly and

= can measure that fact that the same people arc coming back and they arc satisfied and that ohviously got 1o be very
luable 1est. But on top of that we nced to be able to measure the more qualitative aspects particularly up against our
mpctitors, Some arcas of the building where we have a monopoly position it is a lot easier to do, pethaps we give

55 concern for that acea, T other areas we do need to monitor the sort of satisfaction levels in a more objective way.

Measurement

SX

7efl, many of our customers are very happy with our service, they never tell us so but you know they are very happy
th it an if we do gel it wrong we certainly get the letters of compiaint and have 10 respond to that, But we don't do
ough in my view o you khow, with the customers

Measurcinent

§X

3 al the cnd of the day 1 don't have to justify anything to anybody, what | would fike o sec is that, because it 13 a
source you need to use that resouree in an effective and an appropriate way and certainly we azc trying to hit the
ohlems that we have got in the cenlre, cleaning being one. you know it's come up a aumber of times so we are
sking at that and 1 am quile happy to make additional resources availeble for that aren, T just like to see a retum on

wmt we spend out because il can be a bottomless pit, and we've only got limited resources but i'm happy Lo spend
ore if 1 could see more retum, na doubt about that

Measurement

SX

'e will review what we are doing, we will introduce new changes and then review that ta see if it's actuaily working
d the way that we will monitor that is staff and custonter feedback, and management checks on things like cleaning
sete

Measurement

SX

»od service quality, vou get [eedback from comments, customer comments, complaints, that's about the only gauge
s have really and we look at figures annually and see what the %6 increase or decreasc ig

Measurcment

8N

hat we are always aware of is that the sessions are underused, 50 thsl you can take it that as being an indication that

is not good quality, or ot what people want But it is difTicull to say that even thoagh a session is fully booked is still
od guality or above a certain fevel

Measurement

SN

¢ll I'm very big on quality, and what T have found since T have been liere, and T have been here 8 years, 9 years now,
d what we don't de is praisc oursclves enough, we always eriticisise, we don't appreciate liow may people do
tually enjoy the facilitics and like the [acilitics and appreciate what we do because we always see the bad side. Well

‘1ry and be positive around the centre but we obvicusly honc in on the negative sides and try and do something
out thiose

Motivation

8X

Daviours? [ think we are changing, 1 think we previously we tried 10 run the building with a rod of iron very much &
ir factor and to be honest some people need that, they do

Motivation

SX

ncan [ am very much service orientated, 1 do believe that we do have a product here, 1 do believe we do a good job.
now that we don't thank our staff enough, and I know that we dont shout enough about ourselves, and as managers
+ don't, we are probably too critical of people, but we are changing and we are looking at involving ali the staff in
iat we do and ! think that is important, that's the way forward really

Motivation

SX

ey have a greater job satisfaction, hopefully what they get back, or give back is & better job performance and that
ics inlo account a better quality of service in whatever form that takes and we are sort of inching our way through
it, I mean it still remains to be seen ifthat's going to pay off

Motivalion

8X

1ink it's like motivation through training and investing in people interviews and things like that we camy out, trying
get the individual more responsible for their job and the service they provide and obviously becaust you have
crviews at a regular period and we have a lot of staff on NVQ's and they arc monitored and they are given projects
what they do and we pet feedback from how they do that really.

Motivation

D

ike you said earlicr, there have been instances where we have had a particular personnel problem at one site, and

ice then the staff have got soma enthusiasm generaled, about painting, they have painted it themselves and improved
ir own environment, And that alene actuaily raised the way they felt about it, and 1 am sure thay the end product is
A the public arc peiting a better service at the moment

Motivation

§X

1d we've taken the view, council’s taken the view that DSO's will continue to operate on that basiz until such tines
reposition our services for best value, and 1 think that's sensible actually, because I'd Jike to think that all our
vices will move onto quasi CCT basis

Positioning

X

12 one thing we are looking at is the British Quality Founndation business excellence mode) which again I'va brought
as something that T saw and felt that was something the centre could use from a staff and a customer point of view

Structure

SX

B




seek continious improvement and again that is something we are looking at and introducing so that the thesc issues
“service quality where we are not doing very well we can monitor and improve and put resource in if we need to

's nice to have that flexibility and not having to po committee Structure 8X B
low, you know, that's the sort of day o day difficulties that you face at a busy place like that with a substantial Structure SX B
roughput with staff running at minimal levels, huge health and safety obligatians, and of course a statutory bottom
1€ commitment
Ve subscribe to any number of formal and infermal quality assurance paramcters, the first was for example registered Structure SX C
isD 9002, it, hopefully by, the end of this year and hopefully by Iate sumtmer we will have a formal commitment to
P
[ had the authority on that the major issue on that would be the number of staff we do employ and the wages budget, Training 8X D
1d if I could increase that purcly ta have a few extra stall so that we can bring all the groups of stafT together for
aining purposes, rather than having to have onc day of training with one s&t of stafl because of the rota then finding
1other time maybe a week iatet with another set of stafl from the other shifl makes it very difficult because no matter
»w herd you ry perhaps bath groups do not receive exactly the same informatian, whereus if they are all sitling down
gether at one time they received cxactly the same information and instructions and then everybody within the
silding would know what is expected rather than onc group saying well we thought he meant this, and anather group
wying well he actually said this or said thal and sometimes that can cause conflict witliin the centre, so we could
Aually have all the main stream staf if you like being able to actually sit down and get some training together on the
ajor issues that they perhaps feel they necd training on and ali at the one time would be good
don't think it reaffy helps that much again because the centre is run on a contract, the fact that it is a sort of 4 to 6 year cCcr X i}
fe span deesnt help because the main decisions on objectives, financial, social etc are done at the start of the contract
1d therefore there iz not the ability to make, there is the ability, but it simply doesn't happen within the period of the
mtract unless there is a huge reason to do 5o
lut when you are in the tendering game and the objective is lo win the tender, you win the tender and then negotiate CCT X B
her things inte it aflerwards and our printary ohjective was to win the contract
Ve haven't done it for, we've kept it very, because we are DSO, you know our {inancial figures are quite confidential Company X B
- us because what we wouldn't want to do is give those to a member of staff who can actually give them to somebody confidentialily
se. So we have kept it quite tight
omething council’s don't really understand when they work in a place like this, they all go home at 5 o'clock which is Culture X B
hen it all starts
dore ofien than not customers won't complein if they are unhappy they just won't come back Customer X A
reaction

"e. it's identifying and trying to satisfy customer requirements profitably, running a contract we have to try and Definition X A
isure that we are making a surplus unfortunately from a numbor of years ago, it is a slightly different organisation

mean the problem with these is that there are always all sorts of other variables which, you know we get a really Environmental X B
sod summer, we've got three swimming poals and the marketing doesn't make the slightest bit of difference it's the 188Uce
wn coming out that brings the people in
‘ertainly in terms of the operating contract which I helped draw up as long as B years ago, you could not tequire a Environmental X B
ivate sector operator to do anything in the way of marketing. Legislation at that time made that ane of the things you issues
nildn't say you will do, and since it was an open contracting basis that also appiies to the DSO whether you like it or
A

think that there are other arcas that we need to look at like stafl appraisal as well but certainly, we have identified Measurement X B
rtain problems in the centre which we are now addressing and as and when finance becomes available we will invest

thosc things ta help us with our enstamers, getting our customers through the doar
lut it is difficult, it is difficull, I mean I think probably we are very much driven by the bottom line and if we can feel Measurement X D
at there is a8 degres of measurable benefit, then you tend 10 get a gut feel rather than aciually have
but which also hopefully give them the chance to feel that they can influcnce what happens a bit, and acivally create Motivation X D
& lime for 1them to develop a bit of an understanding, or more of an understanding to feel that they are more sort of,

npowered, Thate that word but, to influence the way in which the bit of the building operates and develops

think now we are changing more towards team working, we are certainly changing more towards discussing the Motivation X )]
oblems, trying to iron the problems out, investing in a problem if we fell its right rather that just saying it's your
‘oblem you know you son it out we fooking at it in investing time and money and resource into trying ta solve that
oblem but you ean understand in a big building like this there is only sa many things you can do
would spend more on improving the {facilitics, improving staff training, improving our customer scrvice, as 1 said that Resources X )]
directly related to a customer services point here and at another facility
rom what 1 have intimated previously that in terms of resources, human resources and even potentiaily hardware Resources X C
sucs as well, depending upon which way we choosc to go, well we could say well we could go back to putting the

ork to an advertising agency and get them to do it and get them 1o give us a cost for it But 1 know for a fact that they

iarge about £40 an hour for the work that I knock out at my rate which is probably about £10 and hour
Ve were able lo fook dovwn avenues that we couldnt hefore because the purse strings were very tight Resources X c
low do we identify development was the question wasn't it? (How do you achieve il, in its widest context?) We just Resources X C
isure that we meet our objectives each year and that those objectives are a progression
e stafling will probably cost £20k io £30k here at Kingsmead alone, because il is a three shifl system, and that is Resources X A
it employing a customer services person at all times
he system, we are quality assured DSO, the bigger problem, the main probiems that we have are with resources and Resources h c
nited budgets so that means we are lower on human resources and lower on fundings for basic maintenance and

vestment than we would like to be

gain it's, can you explain "the system" any better to me, or my understanding of it i3 the organisation? (y) Again it's Resources X C
1ancial constraints to keep our heads above water we have 10 do everything on the cheap I'm an example of that
Ve did find 2t the end of the {ast tender that money was not 80 much of an object and life became easicr and became 1 Resources X D
ippose interesting, productive
Jut it would be improving the department in human resources, hardvare, sofiware Resources X D
igain because it has been a survival exercise over the last couple of years things fike that do, and other things tend to Resources X D
1 by the wayside
Tere have been problems with capital budgets, although I do have the flexibilily to eater into partnership Resources B A
Tangements
Ve would certainly lock at employing a few more front line staff as well we would look at performance related pay, | Resources X A

ink 1 do have the authority, I think that it's now a question of that we in surplus and working with the City Treasurer
- they appreciate now what we can give them as a return over the next 5 years which is perhaps greater that they saw
the otiginal 7 vear plan, and now they are breathing a little bt more easily, now that first iwo years is out of the way




d leave that to the experts but all [ do know from everything that I've learnt and becn through and what people [ Resources X A
Iked with we are not putting enough resources into it, because of the constraints we've got

ibviously there is a balance to be made between the financial pressures and the social pressures within the council as Resources X B

whole

o budget is an issuc. T don't think it's a major issue here, [ think it's the best use of those resources that's important. Resources X B
0 we are investing in the right way but there are obviously some constraints on ut at the moment Resources b B

\the end of the day it's whether you spend it on, there's a limited budget because our expenditure has to equate to Resources X B
Ir income and someone has to make a deciston on whether we spend it on marketing or whether we spend it on

rvice or whether we spend it on cquipment

mean again, because it's very diflicult to assess financially the return, you know it can become a bottoniless pil, and Resources X C
this building we really need 10 have some return on the resource put in

‘ell [ 1hink we are investing heavily in what we are doing, we are reviewing what we are doing and 1 can sec that Resources X C
at's going to be continued and continued on a regular basis

“I have got the money 1 can spend it, if not then 1 will [cave it to ibe following year So that's not a problem with that Resources X C
ocal authority you know is almost obliged in to include in its operating costs, such as employee clements such as Resources X B

sid holiday, paid sick leave and the rest of it. S the effect of including those ihings in was a total depression on

‘rtain elements of variable cost

mean there is o substantial amount of operating latitude in the coniract for the operotor, as you arc indeed almost Resources X B
liged to give, but there ig still the downward pressure on costs and so of the what you might see in terms of winning

contract, soft costs, had to be eliminatcd

low having cut your cloth to that pattern, that's the pattern that you have got for the operating life of the contract Resources X B
©. just 1o bring these two things togeiher, there arc a lot of physical drawbacks to the building and also the effect of Resources X B
st culting if you like, has meant I think that our offer hasn't been developed and presented quite as well as it could

we been

Iaw, until we move from the CCT regime to whalcver it is we are going to move 1o, we arc probably only ahle to Resources X B

ip away the comers of it progressively

‘ell it's pretty much everything as far 2s Riverside is concemed it's customer driven, it's income driven. So untess we Resources X B

in deat with that effectively, the whole financial picture doesn't stack up

‘cl! 1 think within a place like Riverside, obviously it is helpful to have adequate budgets Resources X B
“ou know, it's, bearing in mind, it’s not frec, cost's money, to the customer it costs money o us to operate it Resources X B
ust like any bottom line driven organisation, you only price for the level of service that you can afford, and as long Resources X B
w don't promole something in excess of that, then | think you arc operating at sbout the right level

low that costs us more money but our proposition is that that's actually geing to pay off at the end of the day because Resources X B
: can invest in them in terms of wraining

1 other words they can't cxceed their budget Resources X B
o I would say that the "sysicm” doesn't really help unless there is a major reason or & or a major change of politics if Structure X B
w like within the life of the contract would be the catalyst to make that happen.

i respotizible for the management of the centre, my only constraints are the income coming in has to equate to the Structure X B

.penditure going out, at the end of the day we have to inake a small surplus which we pive to the autharity

Il particularly wanted a seerctary then 1 could go out to an agency and buy a secretary, as long as my budgets at the Structure X B

1d of the day balance then there is not a problem

would bring an assistant in, a3 1 am doing it all on my own at the moment and since 1 came in | have also taken ont Structure X B

wther department s that actually that cffectively means that a third of my time has been dropped to take on another

partment. and I really could do with an exira person being brought in so from miy point of view it would bringing an

sistant in which would then provide me with the time to do things like, therc iz a lot of space, and if you have a walk

aund you will see there is a lot of space in the sports hall and places like that where advertising hoards could be sold

ight, imy ovwn background isn't a marketing background My experience is morc in ¢oming through and ranning X X A
isure centres doing area managers roles, becoming the lcader of the group

think we need to come out of what are quite short contract periods Contract X A
‘¢ within Sport and Leisure DSQ, that is the contracting unit of the City Council operate as a business so as such Definition X A
cre we are actually looking that they will carry out all markeling functions that any business, private or public would

irry outl Somewhat different to what to the city eouncil would want in the client role, but certainly as a contractor

cy would operaic as any business would go, and that's all forms of marketing from TV, radio, paper etc

he bid that went in for the most recent contract that started two years ago meant that certain things had to be cut, or Resources X A
at they may not be donc as well as we would have like to have, marketing being one of these We were on a very

3t stafling structure 5o rather than having a markcting officer, dedicated completely to marketing, which we would

| ideally like, Neil Mason carries out & dual role wherehy he has a contract deputy managers function to carry out

ere and the marketing role that we sct down that we will try and achieve

ight I'd say that we've got a difficulty in the fact that ihe contract nuns to a very tight budget Resources X A
o again there the difficulty there is, in an ideal world pre CCT I belicve a lot more was done marketing wise within Resources X A

sisure Centres but because of budget constraints or bid prices then we have actually hed to cut stightly what we do,

id marketing is one of the ones that's fallen cut on ihat

wut obvicusly budget, the bids that we have put in for don't allow that or certainly dont aliow 1hat i the early years of Resources X A
e contract

Ye woulda't get, I don't think we would nccessarily get that returned in the 12 month period, but if it was my own Resources X A
1sitiess, 1 would have done that 2 years ago, the loss would have been greater at that time, we may not have produced

surplug fast year but we would certainly be producing a surplus next year and subsequent years and we do necd to

nd ofl competition

wir budgets have to produce o retum within a 12 month period Resources X A
o, in that sense, as we said earlier, if the council were willing o let me do it, we could invest a million pounds in the Resources h A

istomer services point, if within that 12 months it generated a million pound or million pound plus or very close to 2
illion pound, so there are no problems with cash flow and to datc there haven't been any problems with revenue
1dgets









