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1 Introduction

Customers worldwide find no s hortage of ad vertisements on various media ch annels,
such as tele vision, websites, radio an d n ewspapers, abou t n umerous s ervices th at are
available at th eir dis posal. Itis com mon knowledge th at n ot all s ervices are able to
sustain t hemselves i n t his ¢ ompetitive global marketplace. Many e ntrepreneurial a nd
established organisations o ften fail to convince the customer ofthe utility and value of
their so-called new andre volutionary services. No  matterh ow muche fforta n
organisation p uts in to its ser vice, why s hould cu stomers p urchase it u nless t hey are
convinced of the value and utility?

In simple words, we are su ggesting that it is th e survival of the ‘fittest’ or rather the
survival of organisational ventures that prelude their success in the global marketplace by
orienting t hemselves to what would ‘fit t he ¢ ustomer needs’ a nd, th ereafter, deli ver
quality servicest hat meet those iden tified n eeds. T he ph ilosophy o fqu ality as
‘conformance to requirements’ (C rosby, 1979) ap plies in th e s ervices s ector. It is
impossible to ‘conform to requirements’, unless the service-providing organisation knows
the customer requirements. Hen ce, organisations need to f ollow the maxim of ‘staying
close to the customers’ (Peters an d Water man, 1982) ,in orderto dis coverth e
requirements of the customers. Once the customer requirements are u nderstood through
effective market orientation, organisations must conform to the standards for ensuring the
customer perceptions of high quality.

Then eedtoh avea norgan isational ¢ ulture th ati ncorporates th isn eed for
‘pragmatism’ a nd ‘ customer orientation’ (H ofstede et al., 1990; Hof stede, 1998 ) h as
always b een stre ssed in th e o rganisational cu lture literatu re. Cu stomers p erceive th e
quality of deli vereds ervicestobeh igh whent he services meetth e ¢ ustomer
requirements. W e b elieve t hatt his o rganisational ¢ ulture o fcu stomer o rientation
involves: a market orientation that focuses on and assesses customer needs and enables
customers to perceive a high s ervice quality by meeting those needs ina ‘feel good’
manner.
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In recent times, the International Journal of Services and Sandardshas published
various papers that provide examples i ndicating a s trong relation ship bet ween market
orientation towards cus tomers’ n eeds an d the s ervice q uality prov ided. For ex ample,
Lainema and Hilmola (2006) while discussing industrial training, described how effective
market orientation allowed companies to ensure that their new products more closely met
customer des ires an d ev entually ledtoin creased v olume fors ervice prov iders.
Additionally, Seetharaman, Sreenivasan and Murugeson (2006) described how electronic
payments t hrough Financial Electronic D ata I nterchange (FEDI) b rought a bout h uge
savings via reduction in paper ch ecks, time in proces sing and ad ministration work, and
have therefore been responsible for i mproving market transparency, accoun tability and
the in crease i n cus tomer s ervice lev els. F urthermore, S ohail an d Al-Ghatani (2005)
studied the development of King Fahd International Airport in Dammam, Saudi Arabia,
and s uggested th at trav ellers’ ev aluation of s ervice qu ality is inf luenced by v arious
factors that need to be taken into account to maintain the expected standards of service. In
addition, Ahsan and Herath (2006) studied the software developed by a Sri Lankan firm
that targets low-cost airlines in Europe, and described how this software is designed such
that customer queues are reduced and therefore value is added to the service provided by
the airlines. Hence, these examples suggest that market orientation focuses on assessing
the n eeds o fth e c ustomer, an d th en s ubsequently deli vering high s ervice qu ality.
However, des pite n umerous s uch e xamples, th ere s eems to be a lack of e mpirical
investigation in th e literat ure reg arding th is ass umed relatio nship b etween market
orientation and service quality in various industries.

The primary purpose of our investigation is to assess the proposition that adoption of
a market orientation strategy leads to improved service quality for organisations within
the services sector. Data related to m arket orientation and service quality were collected
from 15 diff erent service providers. The MOR TN scale ( Deshpande and Farley, 1998)
was us ed to measure market orien tation, a nd t he SE RVPEREF s cale (P arasuraman,
Zeithaml and Berry, 1988; Cronin and Taylor, 1992) was used to measure service quality.

2 Research question

Our research question can be simply framed as follows:

“Is an org anisation’s m arket orie ntation p ositively re lated to t he de livery of
high-quality services to its customers?”’

This question encompasses broad as pects of the terms ‘market orientation’ and ‘service
quality’. Market orientation c onsists of two dimensions: customer focus — the extent to
which org anisational obj ectives, strategy a nd co mpetitive n ature are based ont  he
understanding o f cus tomer needs an d needs as sessment —th e ex tent to whicha n
organisation monitors its 0 wn co mmitment an d o rientation to wards meeting cu stomer
needs, routinely measures and assesses customer needs and disseminates to all concerned
parties th e g athered in formation ab out th e e xtent to which custo mer needs are being
satisfied. T he term  service q uality e ncompasses multiple asp ects th at cap ture
the customer’s perception about the organisation’s visible abilities to deliver services, the
faith in the reliabilit y of t he org anisation and its s ervices, t he res ponsiveness o f't he
organisation, t he as surance with which t he org anisation co mforts t he cus tomer a nd
the empathy displayed by the service provider.
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3 Literaturereview

3.1 Organisation culturethat caresfor its customers

Modern org anisations acros s th ¢ world are goingt o gr eat ] engths t o i ncorporate
‘customer care’ as in the integral part of their organisational culture. Staying close to the
customer (Peters and Waterman, 1982) is now considered to be an essential part of any
organisations s trategy t owards ens uring greater s ales. Do herty an d Perr y (2001), f or
example, des cribed th e ca se where a workflow management s ystemisusedbyan
organisation to strengthen the organisational culture towards greater customer orientation,
quality of services and performance.

Hofstede (1998) an d Hof stede et al. (1990) iden tified t he org anisational ¢ ulture
dimension of pragm atism, which deals with the concept of customer orientation as an
important p ractice that could be used to distinguish organisational c ultures worldwide.
Moreover, th ey propos ed th at pragm atic units i n org anisations are market-driven, th at
there is a major emphasis on meeting customer needs and that the pragmatism concept is
in line with the suggestion of Peters and Waterman (1982), staying close to the customer.
Furthermore, Hof stede et al. (199 0, p.314) state that “the popular stress on customer
orientation (becoming more pragmatic ...) is highly relevant for most organisations
engaged in services and the manufacturing of custom-made, quality products”.

Hofstede (1998) als o in troduced th e cus tomer interf ace org anisational ¢ ulture
component, which en couraged con tinual in teractions a nd f ace-to-face co ntact with
customers. He further suggested that the customer interface culture is results-oriented and
that “ it is the customer interface people who bring in the business” (pp.8-10), and
without them many org anisations cannot survive. Hofs tede et al. (1990), f or ex ample,
describe th e cas e of a Eu ropean airlin e co mpany named DL M th at went th rough an
amazing tu rnaround in th e 1980s. The es sence of th e t urnaround was th at t he new
leadership of t he org anisation ¢ hanged its focus “from a product-and-technology to a
market-and-service orientation” an d th ata “discipline of service toward customers”
(pp-293-294) was built. The case of Hofstede et al. (1990) suggests that the commitment
for a market or cu stomer orientation needs to co me from the top management and the
employees should be s trongly en couraged to f ocus on the customer, assess their needs
and provide the highest quality of service.

“The president recognised that in the highly competitive air transport market,
success depended on catering to the needs of current and potential customers.
These ne eds shoul d be be stk nown by the e mployees with f ace-to-face
customer contact”. (Hofstede et al., 1990, pp.293-294)

“The e mployees de monstrate a pro blem-solving a ttitude tow ard c lients: the y
show ¢ onsiderable e xcitement a bout original w ays to re solve ¢ ustomers’
problems, in which some rules can be twisted to a chieve the desired result”.
(Hofstede et al., 1990, p.294)

We believe that this customer-oriented organisational culture would involve: focusing on
and as sessing th ¢ ¢ ustomer needs t hrough e ffective market orien tation a nd th ereafter
making the customer feel good by delivering high-quality services in response to th ose
needs. Iti s only when the s ervices provided meet the needs of the customer that t he
customer perceives the quality of service to be high.
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3.2 Market orientation —focusing on and assessing customer needs

Market orientation is an i mportant precursor to eff ective customer care. For th is paper,
we adopt the definition by Deshpande and Farley (1998, p.213) for market orientation as,
‘the set of cross-functional processes and activities directed at creating and satisfying
customers through continuous needs-assessment’. Market orien tation is a popu larly
studied construct in the business literature. Kohli and Jaworski (1990) theorised a market
orientation model th at has been th e bas is f or much of th at res earch, an d th ere is
considerable ev idence supporting t heir general propos ition t hat adoption of a market
orientation will lead to i mproved o rganisational p erformance (Ca no, Carrillat an d
Jaramillo, 2004; Green et al., 2005).

Green and Inman (2006) suggested that market orientation involves two dimensions,
customer focus and needs assessment. The customer-focus dimension attempts to capture
the extent to which:

1 organisational objectives are driven by customer satisfaction

2 organisational strategies are based on an understanding of customer needs

3 the organisation is more customer-focused than competitors

4  the ability of the organisation to show that it exists primarily to serve customers.
The needs-assessment dimension attempts to capture the extent to which:

1  the organisation constantly monitors its commitment and orientation to customer
needs

2 the customer frequently/routinely/systematically measures customer satisfaction and
quality of services

3 the organisation freely communicates/disseminates information and data about its
customers’ experiences and satisfaction.

3.3 Service quality — showing the customer that you care

Service quality may be con sidered to be th e ‘ feel good’ factor, which is perceived by
customers during the process of service delivery. It is what the customer perceives while
receiving services from the p rovider. Through high-quality service, an o rganisation can
show its customer that it truly cares. Parasuraman, Zeithaml and Berry (1988, p.16) offer
the following d efinition o f p erceived service quality: “a global judgment, or attitude,
relating to the superiority of the service”. Service quality is one of the most researched
aspects of marketing (Fisk, Brown and Bitner 1993). According to Kettinger, Choong and
William (1994), making accurate specifications for providing uniform controlled qu ality
is difficult since services tend to be performance-oriented. In an exploratory investigation
of service quality, Parasuraman, Zeithaml and Berry (1985) con ducted a s eries of focus
group in terviews with e xecutives a nd cu stomers at well-recognised ser vice-providing
organisations. This led to the development of the SERVQUAL instrument, which is now
frequently us ed as a measure of s ervice qu ality. T hey a rrived at th e co nclusion t hat
consumers ev aluate service quality bas ed u pon th e criteria f alling i nto t he following
categories: tan gibles, reliab ility, resp onsiveness, ass urance an d em pathy. P arasuraman,
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Zeithaml an d Berry (1988) provide th e f ollowing def initions of t he s ervice qu ality
dimensions:

1  Tangibles — physical facilities, equipment and appearance of personnel

2 Reliability — ability to perform the promised service dependably and accurately
3 Responsiveness — willingness to help customers and provide prompt service
4

Assurance — knowledge and courtesy of employees and their ability to inspire trust
and confidence

5 Empathy — caring, individualised attention the firm provides its customers.

Service qu ality ca nbe un derstood as h ow bes ta n org anisation conf ormstot he
requirements of its customers, and satisfies them in various aspects of the delivery of a
service ( Chakrabarty, 2006). S ervice qu ality has been found to pos itively i mpact
customer sati sfaction, which in t urnlead s to i mproved o rganisational p erformance
(Cronin and T aylor, 1992; L ee and H wan, 2005). Deliv ering high s ervice quality can
result in considerable gains for organisations, such as increased market s hare, revenue,
sales and profitability (Zeithaml, Berry and Parasuraman, 1988). Service quality has been
shown to in fluence p urchase in tentions in various i ndustries s uch a s b anking, d ry
cleaning, pest control and fast food (Cronin and Taylor, 1992), and also the customer’s
willingness to re main loyal to the service provider (Zeithaml, B erry and P arasuraman,
1996). F urthermore, perception s of service qu ality h ave been s hown to inf luence
customer behaviours such as recommendations and positive word-of-mouth regarding the
service prov ider by the c ustomers (Bou lding et al., 1993). Hen ce, org anisations work
hard to strateg ically p osition th emselves i n t he market a nd g ive h igh i mportance to
service quality (Parasuraman, Zeithaml and Berry, 1988; Brown and Swartz, 1989).

4 Theoretical context: why a market orientation can lead to
better service quality

As discussed in the introduction, any service deli vered to a cu stomer would be most
meaningful to the customer only when it fits well with the customer’s aspirations (Sohail
and A 1-Gahtani, 2005; A hsan a nd Herat h, 2006; L ainema an d Hi Imola, 2006;
Seetharaman, S reenivasan and Mu rugeson, 2006). Hen ce, itis v ery i mportant for an
organisation to make efforts for focusing on and assess the needs of the customer. We
propose th at adoption of a m arket orientation will result in i mproved s ervice qu ality
(Chang and Chen, 1998), and we wish to empirically test this across a large cross-section
of in dustries. In t he con text of techn ology s ervices deliv ery, Et hiraj et al. (2005)
suggested t hat the d evelopment o f ¢ ustomer-specific cap abilities b ased o n rep eated
interaction with c ustomers i s p ositively related to th e o rganisation’s p erformance i n
satisfying customers. Customer-focused capabilities and the associated needs assessment
by a service prov ider bols ter th e abili ty of a n or ganisation to better understand t he
customer. By understanding h owt he s ervice being deliv ered would f iti ntot he
customer’s needs, an organisation would be able to prov ide services in such a manner
that would lead to customer satisfaction. This can be done by better comprehending what
the ¢ ustomer wants t hrough repeated in teractions with t he cus tomer an d, t hereafter,
making efforts to deliver the desired service. For example, if it is noticed that customers
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are com plaining about s tanding in long qu eues to pu rchase air tick ets or carry ing out
other activities at an airport, then effort must be made to assess the needs of the customer,
and software and related processes need to be designed and re-engineered in a customer-
friendly manner such that customer queues are redu ced and th erefore value is added to
the service provided by the relevant airlines and the airport (Sohail and Al-Ghatani, 2005;
Ahsan and Herath, 2006).

An organisation with high market orientation would try to learn the specific needs of
its customers and provide services to the customer that satisfies those needs. Ethiraj et al.
(2005) believe th at o rganisations th at have c ustomer-specific cap abilities b enefit from
favourable cos t a nd rev enue adv antages. Lainema and Hilmola (2006) s uggested t hat
service-providing organisations can train the personnel towards better orienting them to
customer and market needs, such that ‘new products more closely meet customer desires’
and this would eventually lead to greater sales volume and revenue for the organisations.
A customer would be willing to pay higher prices if an organisation is ab le to convince
the c ustomer of why the provided service is of the desired quality and is the opti mal
solution to the customer’s needs. However, this can be done on ly when the organisation
itselfi s s ure o f what th e ¢ ustomer wants, which is d ependent o n e ffective market
orientation that engages in needs assessment and customer focus. Additionally, effective
market orientation with the client can preclude unsavoury situations and prevent the costs
associated with services that fail to match the specific needs to the customer, such as the
costs in volved i n last -minute co nflicts o ver req uirements o r f eatures, p ost-delivery
service or retu rn requ ests from c¢ ustomers, dela yed deliv ery of services an d poor
estimation of service delivery related logistics.

An o rganisation with high marketo rientation would ha vea n unambiguous
comprehension of customer needs. On the other hand, an organisation with poor market
orientation would fail to s atisfy t he customer’s s pecific needs, evenifthe product or
service is s omething rev olutionary. T he cu stomer does n ot care whether orn ot an
organisation thinks that its service is revolutionary, unless the service actually meets the
aspirations of t he c ustomer. Un less a cus tomer finds utili ty or v alue in t he deli vered
service, the customer would not purchase it. Hen ce, itis up to the organisations to find
out what c ustomers want t hrough e ffective market o rientation a nd t hen p rovide t he
relevant service in a manner that the customer would be tempted to pay for it.

5 Hypotheses

As measured, market o rientation ha st wo d imensions (customer focus a nd ne eds
assessment) an d service qu ality has five di mensions (ta ngibles, reliabil ity, as surance,
responsiveness and e mpathy). The com binations of the market orien tation and s ervice
quality variables give rise to ten hypotheses.

The tangibles dimension o f service quality is associated with the service provider’s
physical facilities, equipment and appearance o f personnel (P arasuraman, Zeithaml and
Berry, 1988). Service providers need to h ave up-to-date e quipment, visually appealing
facilities and well-dressed and neat employees. The customer-focus dimension of market
orientation includes the ability of the service provider to show that it e xists primarily to
serve customers (Green and Inman, 2006). A service provider can therefore display its
customer-driven focus explicitly by making sure that the tangibles such as facilities and
appearance of personnel are of high quality. Hence, we expect customer-focus dimension



144 K.W. Green, S. Chakrabarty and D. Whitten

of market o rientation to b e p ositively a ssociated with th e ex hibition o fh igh-quality
tangibles by the service provider. The needs assessment dimension of market orientation
includes the extent to which the service provider assesses the needs of the customer such
that it can satisfy the customer (Green and Inman, 2006). Hence, when a service provider
is doing a good job of assessing customer needs, it will be able to perform better on the
tangibles dimension of service quality by providing facilities, equipment and personnel,
in accordance with the assessed need of the customers. Specifically, we hypothesise the
following:

Hypothesis 1a. Customer focus p ositively impacts th e ta ngibles d imension o f service
quality.

Hypothesis 1b. Needs assessment positively impacts the tangibles dimension of s ervice
quality.

Crosby (1979) def ined qu ality as ‘conformance t o requ irements’, which indicates t he
delivery of services that reliably meets customer requirements. The reliability dimension
of serv ice q uality d eals with th e ab ility to d ependably an d accu rately p rovide th e
promised services. A reliable service provider is dependable, keeps its records accurately
and provides its services at the promised time (Parasuraman, Zeithaml and Berry, 1988).
When a service provider has a high customer focus, then its objectives would be driven
towards high customer satisfaction (Green and Inman, 2006), which would then entail the
delivery of services in a reliable manner. Delivering reliable services would also require
constantly monitoring cus tomers needs. Hen ce, both t he cu stomer-focus an d n eeds-
assessment d imensions o f market o rientation would b e p ositively as sociated with t he
reliability dimension of service quality.

Hypothesis 2a. C ustomer focus p ositively i mpacts the reli ability d imension o f ser vice
quality.

Hypothesis 2b. Needs assessment positively impacts the reliability dimension of service
quality.

As dis cussed earlier, Hof stede (199 8, p p.8—10) en couraged f ace-to-face co ntact a nd
continual interactions with customers, because ‘it is the customer interface people w ho
bring in the business.” The assurance dimension of service quality is an indicator of the
knowledge and courtesy of service provider’s employees and their ability to inspire trust
and confidence (Paras uraman, Zeithaml a nd Berry , 1988). T his i mplies t hat t hat the
employees o f'the service provider can be tru sted, the customers feel safe speaking to
them and they get polite and adequate responses for their enquiries. A service provider
with high customer focus would pursue the goal of high customer satisfaction, and this
can be possible only when the employees of the service provider behave in a manner that
makes the customers feel assured and satisfied. Moreover, an effective needs assessment
strategy t hat s ystematically measures the qu ality o f services prov ided would allo w
organisations to provide services in a manner that would increase the trust and confidence
of customers in the service provider (Green and Inman, 2006). Hence, both customer-
focus a nd n eeds-assessment di mensions of market ori entation would be pos itively
associated with the assurance dimension of service quality.

Hypothesis 3a. C ustomer focus p ositively i mpacts the as surance d imension o f service
quality.
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Hypothesis 3b. Needs assessment positively impacts the assurance dimension of service
quality.

Willingness to h elp cu stomers an d p rovide promptserv iceis measuredb yt he
responsiveness di mension of s ervice qu ality. A res ponsive s ervice prov ider t ells i ts
customers ex actly when a ser vice will be provided, is w illing to help customers and is
never too bu sy to res pond to cu stomer requ ests pro mptly (Parasuraman, Zeithaml and
Berry, 1988). A service provider th at is more cu stomer-focused th an co mpetitors will
attempt to provide more prompt service and more willingly help customers to capture a
larger market s hare t hrough goodwill a mong c ustomers. Such pro mpt ser vice can be
better prov ided w hen cus tomer n eeds are  frequently and rou tinely a ssessed an d
understood (Green and Inman, 2006). Hence, both customer-focus and needs-assessment
dimensions of market orientation would be positively associated with the responsiveness
dimension of service quality.

Hypothesis 4a. C ustomer focus pos itively i mpacts t he r esponsiveness di mension of
service quality.

Hypothesis 4b. Needs assess ment p ositively i mpacts t he responsiveness d imension o f
service quality.

It is important for the customer interface people to exhibit empathy towards customers in
ordertobrin gi n moreb usiness (Ho fstede, 1998). E mpathy is the caring a nd
individualised attention a service provider gives to its customers (Parasuraman, Zeithaml
and Berry , 1988). Thisis p racticed by g iving pers onal atten tion to t he cu stomers,
attempting to kn ow what the cu stomer’s needs are, k eeping t he bes t in terests of t he
customer in heart an d h aving operatin g hours t hat are convenienttoa majority o f
customers. T his can be ach ieved by a g reater customer focus that keeps the c ustomers
concerns in mind, and by the needs assessment that is committed and strongly orientated
towards monitoring c ustomer requirements and convenience (Green and Inman, 2006).
Hence, both cus tomer-focus an d needs-assessment di mensions o f market orien tation
would be positively associated with the empathy dimension of service quality.

Hypothesis 5a. Cu stomer focus p ositively i mpacts th e e mpathy d imension o f service
quality.

Hypothesis 5b. Need s assess ment p ositively i mpacts the empathy d imension o f ser vice
quality.

In summary, we propose that adoption of a market orientation that enables organisations
to stay close to t heir c ustomers (P eters and Water man, 1982) w ill re sult in improved
perception or service quality by customers.

6 Measures

In th is paper, perceiv ed s ervice qu ality di mensions are m easured u sing th e 22- item
performance-based SERVPERF scale recommended by Cronin and Taylor (1992), which is
derived from t he original work of SERVQUAL by Paras uraman, Zeithaml and Berry
(1988). The instrument to measure market orien tation di mensions is adapted f rom the
MORTN scale, originally developed by Deshpande and Farley (1998). Green and Inman
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(2006) thoroughly assessed the scale and identified two dimensions: Items 1,4, 7 and 8
of the MORTN scale comprise a customer-focus dimension, and Items 2, 3, 5, 6, 9 and 10
comprise a needs-assessment dimension. These dimensions directly support the definition
offered by Deshpande and Farley (1998). Both the MOTRN and SERVPEREF scales have
been thoroughly assessed for dimensionality, validity and reliability (Cronin and Taylor,
1992; Green and Inman, 2006). Both have also been subsequently used to s uccessfully
measure market orien tation ( Green, McGaugh ey and Casey, 2007) an d service quality
(Lee and H wan, 2005). The scales were sligh tly modified to accom modate in dividual
organisations and are presented in Appendices A and B.

7 Methodology

Fifteen service organisations were identified, and data related to m arket orientation and
service qu ality were collected f romas ample of ¢ ustomers f or each org anisation.
Generally, s tudents enrolled ina graduate res earch co urse con tacted a wide array of
service organisations and administered the survey instrument by asking willing customers
to respond anonymously. For ensuring high external validity, we did our bestto get as
broad representation as pos sible. We m anaged to g et responses from a wide array o f
industries such as accounting, law, race track and marine. Even within the educational
industry, we have a wide representation in the types of specialisation of the educational
institutions, s uch as acco unting, so ciology, i nternational st udies, math, marketing,
community colle ge. He nce, s incere and ex tensive efforts were takento getas wide a
representation as possible.

The market orientation dimension scales and service quality dimension scales were
assessed for internal reliability for each sample. The data were summarised by sample,
and des criptive s tatistics were co mputed. T he means were correlated, an d reg ression
analysis was performed to assess the type and strength o f the relationship between the
market orie ntation di mensions a s th e independent v ariables an d each o ft he qu ality
dimensions.

8 Results

A total of 534 individuals responded in the combined 15 samples. The samples included
five private businesses such as accounting and law firms, eight university depart ments
fromt wo diff erent f our-year u niversities an dt wo ¢ ommunity colleg e busi ness
programmes.

Although the MORTN (Green and Inman, 2006) and SERVPERF (Cronin and Taylor
1992) s cales have recei ved t horough a ssessment, we prov ide addition al ass essment in
terms o fco ntent validity, dimensionality, reliab ility, ¢ onvergent, d iscriminant an d
criterion v alidity. T here is no stati stical te st for co ntent v alidity. Estab lishing s uch
validity d epends h eavily upon th e scale d evelopment p rocess o utlined b y C hurchill
(1979). The MO TRN s cale w as carefu lly de veloped by Deshpande and F arley (1998)
based upon the prior work done by Narver and Slater (1990), Kohli, Jaworski and Kumar
(1993) and Deshpande, Farley and Webster (1993). The SERVPERF scale was derived
from t he care fully dev eloped SERVQUAL scale dev eloped by Parasuraman, Zeithaml
and Berry (1988). Based upon this prior work, we consider the scales to be well-grounded
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in the literature and to have been carefully as sessed by e xperts in the field in dicating
sufficient con tent v alidity. The u nidimensionality o feach of t he MOR TN an d
SERVPERF sub-scales was assessed using confirmatory factor analysis as recommended
by Ahire, Golhar and Waller (1996) an d Garver and Me ntzer (1999 ). Goodn ess-of-Fit
Index (GF I) v alues g reater th an 0.90 (A hire, Golh ar an d Waller, 1 996) in dicate
unidimensionality. GFI values for all of the sub-scales exceed th e reco mmended 0.90
level. Gar ver and Mentzer ( 1999) recom mend the us e of C ronbach’s alph a v alues to
assess scale reliability with values greater than 0.70, indicating sufficient reliability. The
Cronbach’s alpha coefficients for each of the study sub-scales for each of the 15 samples
are displayed in Table 1. The alpha scores for each of the scales exceed the 0.80 lev el
when co mputed with t he data f rom all 534 res pondents. To as sess for dis criminant
validity, ¢ hi-square d ifference test s were co nducted o n e ach p airing o f s ub-scales a s
recommended by Ahire, Golhar and Waller (1996). In each case the chi-square difference
was deter mined si gnificant i ndicating discri minant v alidity (A hire, Golhar and W aller,
1996). C onvergent validity was es tablished bas ed u pon the Nor med-Fit I ndex (NF I)
values as recommended by Ahire, Golhar and W aller (1996). A1l NFI v alues ex ceeded
the requ ired 0.90 lev el (A hire, Golh ar an d W aller, 1 996). Fin ally, t he criterion or
predictive v alidity was a ssessed u sing t he co rrelation matrix o fs ummary variables
displayed in Panel B of Table 2. As expected, all variables are positively and significantly
correlated.

Tablel Scale reliability scores for service organisation samples
MO MO 0

Customer Needs N N Responsive  SQ N
Sample N focus assessment  Tangibles Reliability  ness  Assurance Empathy
Accounting firm 38 0.986 0.969 0.982 0.991 0.983 0.990 0.964
Law firm 15 0.959 0.980 0.890 0.988 0.497 0.487 0.838
Accounting 37 0.877 0.881 0.804 0.893 0.902 0.828 0.805
education
Sociology 46 0.835 0.935 0.777 0.895 0.920 0.940 0.919
education
Title company 36 0.951 0.951 0.882 0.957 0.936 0.946 0.942
Race track 51 0.845 0.892 0.738 0.840 0.901 0.881 0.845
Math education4 7 0.838 0.824 0.865 0.942 0.929 0.932 0.888
Community 40 0911 0.907 0.641 0.907 0.934 0.918 0.886
college Business
Marina 33 0.934 0.937 0.894 0.933 0.875 0.860 0.904
education 40 0.848 0.805 0.883 0.845 0.854 0.930 0.875
Math education3 6 0.934 0.946 0.764 0.927 0.938 0.909 0.875
Marketing 18 0.706 0.525 0.899 0.732 0.797 0.902 0.930
education
Seminar 36 0911 0.942 0.750 0.847 0.881 0.929 0.895
education
Community 31 0.905 0.891 0.859 0.899 0.909 0.863 0.878
college business
International 30 0.734 0.820 0.720 0.900 0.833 0.944 0.893
education

All samples 534 0.903 0.919 0.853 0.916 0.908 0.917 0.887
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Table2 Descriptive statistics and correlation matrix for all 15 service organisations

A. Descriptive statistics

N Mean D
Market orientation 15 5.0438 0.69332
Customer focus 15 5.0694 1.36848
Needs assessment 15 49151 1.34297
Service quality 15 5.5853 0.53654
Tangibles 15 5.4984 0.71776
Reliability 15 5.4958 0.52383
Assurance 15 5.8622 0.46282
Responsiveness 15 5.6132 0.53359
Empathy 15 5.4734 0.56752

B. Correlation matrix

CF NA TAN REL ASR RESP EMP

MO Customer focus (CF) 1.000

MO Needs assessment (NA) 0.832 1.000

SQ Tangibles (TAN) 0.562  0.522  1.000

SQ Reliability (REL) 0.697  0.609  0.665 1.000

SQ Assurance (ASR) 0.638  0.558 0.643 0.783 1.000

SQ Responsiveness (RESP) 0.670  0.578 0.642  0.851 0.838 1.000

SQ Empathy (EMP) 0.692 0.617 0.630 0.801 0.827 0.801 1.000

All correlation coefficients are significant at the 0.01 level (2-tailed).

Table 2 displays the descriptive statistics and correlation matrix for the market orientation
dimensions (customer focus and needs assessment) and the service quality di mensions
(tangibles, reliability, assurance, responsiveness and empathy). Both customer-focus and
needs-assessment correlate s ignificantly (0.01 lev el) with all o fth e service qu ality
dimensions supporting our general proposition that adoption of a market orientation leads
to improved service quality within service organisations.

Table 3 dis plays th e re sults of th e re gression an alyses incorporating t he market
orientation d imensions a s i ndependent variables and the service quality d imensions as
dependent v ariables. All re gression eq uations are sig nificant at t he 0.01 level with R
values ranging from 0.309 for the tangibles equation to 0.469 for the reliability equation.
The customer-focus coefficient is significant at the 0.01 lev el in each o f the equations.
Needs assessment is significant at the 0.01 level in the tangibles and empathy equations
and at the 0.05 level in the reliability and assurance equations, but is not significant in the
responsiveness equ ation. T he variance inflation factor for the i ndependent v ariables is
3.241, indicating that multi-collinearity is not a problem in the analyses. T hese results
support the general proposition. With the exception of Hypothesis 4b (n eeds-assessment
positively impacts service responsiveness), all hypothesised relationships are statistically
significant.
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Table3 Regression results: Market orientation as independent and service quality as
dependent variables

MO MO

Service quality Customer-focus  Needs assessment

dimension Beta Beta F-statisic ~ F-significance R
Tangibles 0.3 45%%* 0.236** 107.749 0.000 0.309
Reliability 0.5 64%** 0.140%* 212.804 0.000 0.469
Assurance 0.5 08%** 0.135% 154.124 0.000 0.391
Responsiveness 0.5 63%%* 0.109 182.940 0.000 0.432
Empathy 0.5 18%* 0.186** 207.407 0.000 0.463

*Significant at the 0.05 level.
**Significant at the 0.01 level.
Customer focus and needs assessment return a variance inflation factor of 3.241.

9 Managerial implications

We recommend that service operations managers, wishing to improve the performance of
their org anisations, work to i mplement a market orien tation within th eir org anisations.
They should work towards developing an organisational culture where employees focus
on cus tomers a nd con tinuously ass ess an d res pond to t he ¢ hanging needs o f't hose
customers

As suggested by Hof stede et al. ( 1990), th e com mitment to wards focusing on the
needs of the customer or market must come from the top management. The management
should encourage employees to develop a customer focus, assess the customer needs and
use th at in formation to p rovide th e h ighest p ossible s ervice q uality. Additionally,
technologies a nd proces ses suchasa ‘Workflow Ma nagement S ystem’ (Doh erty an d
Perry, 2001) can be used. Furthermore, customer-oriented software systems such as those
that reduce customer queues at airports (Ahsan and Herath, 2006) or those that allow easy
electronic pa yments (S eetharaman, S reenivasan an d M urugeson, 2006) s hould be
considered. Additionally, Hou and Yang (2006) des cribed how data mining can be used
to ex plore the characteristics of customers and clas sify the customers into critical an d
non-critical cate gories, such that the efficiency and effectiveness o f business promotion
can be increased. The maxim of “staying close to the customers” (Peters and W aterman,
1982) makes very good business sense.

10 Conclusion

In this study, which is probably among the first of its kind, we investigate the relationship
between market orien tation and s ervice qu ality acros s a wide array of industries, and
incorporate th ese co nstructs in to th e d omain o fo rganisational cu lture f ocused o n
customer care. Bas ed upon t he res ults o ft his study, we conclude t hat adoption of a
market orientation by service organisations will lead to i mproved service quality. Of the
two market orien tation di mensions measured, customer focus is the more po werful in
terms o f ex plaining v ariation in the service quality dimensions o f tangibles, reliablity,
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assurance, res ponsiveness a nd e mpathy. T his s tudy validates th e extan tres earch
supporting the propositions that market orientation and service quality positively impact
organisational performance.
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Appendix A

MORTN market orientation scale (Deshpande and Farley, 1998)

Customers were asked to relate the following set of statements to their feelings about the service
provider, and indicate the extent to which they agree or disagree with each statement (1 = strongly

disagree, 7 = strongly agree).

Satement

Market orientation
dimension

The organisational objectives of this service provider are driven primarily
by customer satisfaction.

This service provider’s strategy for competitive advantage is based on its
understanding of customers’ needs.

This service provider is more customer-focused than its competitors.
I believe that this service provider exists primarily to serve customers.

This service provider constantly monitors its level of commitment and
orientation to serving customer needs.

This service provider freely communicates information about its successful

customer experiences across all departments.

This service provider measures customer satisfaction systematically and
frequently.

This service provider has routine or regular measures of customer service.

This service provider polls customers at least once a year to assess the
quality of its services.

Data on customer satisfaction are disseminated at all levels in this service
provider on a regular basis.

Customer focus

Needs Assessment

Note: In the above table, the customer-focus dimension corresponds to Items 1, 4, 7 and
8, and the needs-assessment dimension corresponds to Items 2, 3, 5, 6, 9 and 10 of
the original MORTN Market Orientation scale by Deshpande and Farley (1998).
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Appendix B

SERVPEREF service performance scale (Parasuraman, Zeithaml and Berry, 1988; Cronin and
Taylor, 1992)

Customers were asked to relate the following set of statements to their feelings about the service
provider, and indicate the extent to which they agree or disagree with each statement (1 = strongly
disagree, 7 = strongly agree).

Service quality
Satement dimension
This service provider has up-to-date-equipment. Tangibles

This service provider’s physical facilities are visually appealing.
This service provider’s employees are well dressed and appear neat.

The appearance of the physical facilities of this service provider is in keeping
with the type of educational services provided.

When this service provider promises to do something by a certain time, it does it. Reliability
When you have problems, this service provider is sympathetic and reassuring.

This service provider is dependable.

This service provider provides its services at the time it promises to do so.

This service provider keeps its records accurately.

This service provider tells its customers exactly when services will be Responsiveness
performed.

You receive prompt service from this service provider’s employees.
Employees of this service provider are always willing to help customers.

Employees of this service provider are not too busy to respond to customer
requests promptly.

You can trust the employees of this service provider. Assurance
You can feel safe in your transactions with this service provider’s employees.

Employees of this service provider are polite.

Employees get adequate support from this service provider to do their jobs well.

This service provider gives you individual attention. Empathy
Employees of this service provider give you personal attention.

Employees of this service provider know what your needs are.

This service provider has your best interests at heart.

This service provider has operating hours convenient to all their customers.






