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Presentation Notes
Hi, thank you for allowing me to share my interest with you.  My name is Allan Alfafara, I’m here to talk about a new idea of applying the service industry gap model to identify five areas that prevent a T&E organization from satisfying the customer.



• How would I know that my 
program is delivering 
exceptional quality to my 
customer? 

• How does my customer grade 
my performance? 

• Is my organization covering 
everything it needs to do to 
succeed? 

• Are tests and evaluations my 
only focus? 
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Common program questions 

Presenter
Presentation Notes
Introduction
Almost a year ago I became part of a brand new program and I was excited to establish success from the ground up.  My predicament was understanding how would I know that my program is delivering exceptional quality to my customer?  How does my customer grade my performance? Is my organization covering everything it needs to succeed?  Are tests and evaluations my only focus?  During this time, I realized that Test and Evaluation is a service organization and studied the service gaps which function as an organized and structured layout of the many ways the quality of a service organization is defined.  



The Top 5 Companies in 2016 According To Fortune Magazine
Companies Revenues ($M)

1 Walmart $482,130
2 Exxon Mobil $246,204
3 Apple $233,715
4 Berkshire Hathaway $210,821
5 McKesson $181,241

Test and Evaluation as a Service 
Organization 
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Service- Person or entity providing deeds, processes,  
and performances to another person or entity 

Retrieved from: http://beta.fortune.com/fortune500/ 

Presenter
Presentation Notes
In case you haven’t realized it, businesses have made a huge transition from buying goods to buying a service.   According to Fortune magazine, the top 3 companies in 2016 are Walmart, Exxon, and Apple.  Two of the three have their revenue driven by the service they provide, not just the goods they produce.  Walmart sells items from other companies at an affordable price.  Apple added another level of customer service to their product by opening up apple stores where one can get local face to face assistance.  To further add on, the number 4 company is Berkshire Hathaway Company which sells insurance, another type of service. McKesson, listed as number 5, is a medical retailer.

The reason I say this is to inform everyone there is a strong connection between the rising service industry and how we can run our Test organizations.  The service gaps applied to these companies can be used to determine the quality of a test organization.  After all, test is by definition a service by providing deeds, processes, and performances to another person or entity.




Agenda 

• How is the service model applied to a test organization?  
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Purpose is to provide an understanding of the service gap model to reflect 
on organizations in order to evaluate the quality provided to your customer 

whether internal or external 

Descriptions Causes Solutions 

Descriptions of 
the 5 Service 
Gaps 
 
-Identify areas in 
your organization 
where quality is 
lacking 

Causes of the 5 
Service Gaps 
 
 
-Understand the 
conditions that 
lead to specific 
gaps 

Solutions of the 5 
Service Gaps 
 
 
-Learn of 
preventions or  
remedies to close 
specific gaps 

Presenter
Presentation Notes
This talk will go over how the service model is applied to a test organization.  It will be described on what gaps exists in regards to customer expectation, the service process, and the customer’s experience of the service provided.  The discussion will move on to the causes of the gaps and state solutions to prevent these gaps from occurring.  The horizontal bar shown will serve to navigate you through this explanation.  At the end, you will have a basic understanding of the service gap model to reflect on your organizations in order to evaluate the quality provided to your customer whether internal or external to your company.



Describing the Service Gap Model 

• Gap 1: The Understanding/Knowledge Gap 
– Disconnect between customer expectations and 

contractor’s understanding of those expectations 
• Example: Customer wants a red apple, 

company thinks they want a green apple 
• Gap 2: The Service Design and Company Policy Gap 

– Disconnect between contractor’s understanding 
and company policy 
• Example: Employees are told customer wants 

a green apple and employees do not have 
standards and policies to define what a green 
apple is and how it is to be gathered 

• Gap 3: The Service Performance/ Delivery Gap 
– Disconnect between company standards and 

actual service provided 
• Example: Lack of or abandoned company 

policies exists and employees deliver a green 
pear  

• Gap 4: The Communication Gap 
– Disconnect between delivered service and external 

communication 
• Example: A green pear is delivered and  apples 

are advertised 
• Gap 5: The Customer Gap 

– Disconnect between customer’s experience of the 
delivered service and customer expectations 
• Example: Customer thinks they received a 

green pear and customer expected a red apple 
 

 5 
Descriptions Causes Solutions 

Contractor’s 
Understanding 

Customer 
Expectations 

Service 
Standards 

Service Delivery 

Customer’s 
Experience 

 

Presenter
Presentation Notes
Occurrences
Understanding/Knowledge Gap
There are five gaps.  The first gap has a couple of known names.  The understanding gap and knowledge gap are the same thing.  This gap is when there is disconnect between what the customer is expecting and how the contractor understands those expectations.  

An example would be when the customer wants a red apple and the company thinks they want a green apple.  There is a disconnect between what the customer expects from us and what we think the customer wants of our service.  The disconnect leads to the company on the wrong foot on satisfying the customer.   

Service Design and Company Policy
The next gap is the service design and standards gap.  This gap is when there is a disconnect between the contractor’s understanding of the customer’s expectations and the internal business processes.
 
An example would be the employees are told customer wants a green apple and there is a lack of company policy to define what the green apple is and how it is to be gathered.  Here, the company has accepted to provide a service that the company has no sure people, process, or procedures to deliver the agreed upon policy.  Even though it is understood that new or modified services are expected to stay competitive, the lack of guidelines is a risk to the quality of the product. 

Service Performance/Delivery Gap
The third gap is the service performance or delivery gap.  This is the gap between the service standards and the service performed or delivered to the customer.
 
An example would be the lack of or abandoned company policies lead to employees delivering a green pear rather than a green apple.   The disconnect leads to a decrease of consistent quality that influences the customer’s experience of the provided service.  High reliability means able to deliver a good product all the time, every time.

Communication Gap
The fourth gap is the communication gap.  This gap is the disconnect between the delivered service and external communication that reaches the customer.
�An example of this is a green pear is delivered and apples are publically advertised.  The disconnect leads to the customer’s invalidation of the perceived service.  

The Customer Gap
The fifth gap is the customer gap.  This is the disconnection between what the customer experiences of the provided service and what the customer expected of the provided service.
 
An example would be the customer experiences the product of a green pear and they expected a red apple.  Now that we’ve understand these gaps, the causes can now be brought up. 
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Causes of Gaps in a T&E Organization 

Gap 1: The Understanding/Knowledge Gap 
• Lack of customer research to  identify 

needs and past experiences 
• Lack of focus on customer personal 

needs and personal past experiences 
• Lack of upward communication 
• Unable to recover from inadequate 

service 

Gap 2: The Service Design and 
Company Policy Gap 

• Poor design in how service 
is performed 

• Absence of customer-driven 
standards 

• Inappropriate physical 
evidence and servicescape 

Descriptions Causes Solutions 

Gap 3: The Service Performance/ Delivery Gap 
• Deficiencies in human resource policies 
• Failure to match supply and demand 
• Customer not fulfilling their roles 
• Problems with other IPTs 

Gap 4: The 
Communication Gap 

• Lack of integrated 
services marketing 
communications 

• Ineffective 
management of 
customer expectations 

• Overpromising 
• Inadequate horizontal 

communications 
• Inappropriate pricing 

Gap 5: The Customer Gap 
• Lack of updates with customer 

on how to perceive the product 
• Lack of updates with customer 

on what to expect of the 
product 

• Lack of feedback of customer’s 
experience 

Contractor’s Understanding of 
Customer’s Expectations 

Customer Expectations 

Service Standards Service Delivery 

Customer’s Experience 

Presenter
Presentation Notes
Causes 
Understanding/Knowledge Gap
As you recall, the first gap is the failure to understand the customer’s expectations.  This can be caused by the lack of customer research meaning lack of knowing the customer’s current goal and the customer’s end goal. The next cause is the lack of focus on customer relationship to understand, personally, the customer’s needs and past experiences.  Another cause is lack of upward communication.  Since the customer’s goals derive from their leadership’s goals, inability to know the leadership’s goals leads to a lack of understanding on what the customer is expecting.  A lack of customer relationship leads to expectations to go astray.  Last cause to mention is the inability to recover from inadequate service.  Recalling our example, if the company cannot provide a red apple, the company may provide a different fruit that will satisfy the customer. 
Service Design and Company Policy
To repeat the service design gap, this is the disconnect between the contractor’s understanding of the customer needs and what the contractor is able to provide.  One cause is what is agreed to on contract cannot be met by the company’s current way of doing business.  Another cause is the company policies are not being driven by the customer.  Purpose of company policy is to establish a high level of reoccurring satisfaction of the customer.  The last cause to mention for this gap is the inappropriate physical evidence and servicescape.  For example, a lack of something tangible like professional test reports, test equipment, and test facilities may lead to the company not lining up with customers’ needs and expectations. 
Service Performance/Delivery Gap
Again, this the Service Performance/Delivery gap between the company’s way of performing testing and the testing data provided to the customer.  This gap can be caused by deficiencies in human resource policies, meaning the right people for the job are not present.  Another cause is the company’s inability to match the supply and demand.  The next cause is the customer not fulfilling their roles.  Whether we’re dealing at the pre-IOT&E level or need GFE items to perform our testing, at times what is delivered is significantly dependent on the customer performing their tasks.  The last cause is problems with other company internal teams.  Test is highly collaborative and we depend on other teams to deliver their product on time and provide their subject matter expertise.  Lack of, leads to pushes in schedule and a decrease in quality of the testing.
Communication Gap
The Communication gap is the disconnect between what the contractor’s delivered service and the customer’s experience of the delivered service.  One cause is the lack of integrated service marketing communications.  This on an internal level would be hands on with the service employees are not communicating with the customer.  This type of communication would decrease responsiveness, assurance, empathy, and tangibility of the service.  On an external level, this would be sales and management not knowing enough of the product to keep the company’s stakeholders on the same page of the service products.  Another cause is being ineffective of managing the customer’s expectations. Next cause is overpromising and delivering what couldn’t be done.  The fourth cause is lack of horizontal communications between employees in contact with the customer.  The customer’s experiences will be unclear if messages from contact employees are contradicting. The last cause is inappropriate pricing.  Customers expect a high level of quality when a high price is given from the company.
Customer Gap
The Customer gap is the disconnect between the customer experience and customer expectation.  One cause is the lack of updates with the customer on how to perceive the product.  This is communicating the process of how the service is being carried out.  Customers have a rough idea of what is to be expected when they don’t have a high level understanding of the process.  Next cause is the lack of updates with the customer on what to expect from the service.  This is communicating the end form of the delivered service.  Without this communicated, it is unfocused on when the service has been completely provided.  Last cause is the gathering of feedback of the customer’s experience.  Customer satisfaction will not improve if it’s not known how well the customer’s experience of the service comes close the customer’s expectations.
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Solutions to Gaps in a T&E Organization 

Gap 1: The Understanding / Knowledge Gap 
• Aware of word of mouth  
• Discuss customer experience and 

expectations 
• Evaluate Reliability, Responsiveness, 

Assurance, Empathy, Tangibles 
• Focus on vertical communication 
• Sustain relationships with necessary IPTs 
• Develop contingency plans 

Gap 2: The Service Design and 
Company Policy Gap 

 
• Voice any areas in process 

that cause concern 
• Gather all applicable Policies 
• Provide ensure contracted 

deliverables 

Descriptions Causes Solutions 

Gap 3: The Service Performance/ Delivery Gap 
• Correct deficiencies in human resource policies 
• Prevent members from being over tasked 
• Ensure customers provide what they need to provide 
• Communicate issues concerning other IPTs upward 

Gap 4: The 
Communication Gap 

• Stay current with 
subcontractors  

• Stay current with other 
IPTs  

• Ensure policies and 
procedures are aligned 
across branches 

• Resolve customer 
problems quickly 

• Promise what can be 
delivered 

• Good management of 
EVMS 

Gap 5: The Customer Gap 
• Milestone reviews 
• Working Groups 
• Customer Surveys 

Contractor’s Understanding of 
Customer’s Expectations 

Customer Expectations 

Service Standards Service Delivery 

Customer’s Experience 

Presenter
Presentation Notes
Solutions (Slide 5)
Understanding/Knowledge Gap
Odds are that these problems and causes have hit home.  You see where problems exist in the quality of your organization and now know how they were caused.  This is all a preparation of what can be done to close these gaps.  With the customer gap, this can be relieved by being aware of the word of mouth influencing the customer’s expectation.  A discussion on the quality of past experiences scopes in for a better personal experience.  The quality is broken up 5 ways: reliability, responsiveness, assurance, empathy, and tangibles.  Reliability is performing every time all the time.  Responsiveness is getting back to the customer in short amount of time.  Assurance is trust that the organization is able to do what they are set out to do.  Empathy is the caring and individualized attention to customers.  Customers, like all of us, want to be understood and feel important.  Tangibles are anything that shows professionalism such as a uniform, a reoccurring logo, anything that can be experienced by the 5 senses that represents the company and stays with the customer to symbolize the quality of the service performed.  The next solution is focus on vertical communication.  Understand the customer’s expectations by understanding what their leadership’s expectations are.  Another solution is to sustain relationships with other IPTs to know what products can be delivered.  Another solution is develop contingency plans.  If you cannot provide what they want, provide available remedies to make them more secure about giving you their business.
Service Design and Company Policy
For the service design gap, provide mediums in which people can voice areas of the company process that cause them concern.  If management has agreed to perform a task that cannot be done, the necessary people have to be aware of the issue.  Another solution is providing the workers with the standards and policies that are to be in place to perform the tasking.  This will provide a baseline of how and what jobs are to be done to ensure a certain level of quality.  Last is to provide ensured contracted deliverables to communicate what the end product is to be delivered to the customer.
Service Performance/Delivery Gap
For the delivery gap, correct deficiencies in human resource policies to ensure the right talent and skills are in place.  Another solution to the gap is preventing members from being over tasked.  Being over tasked leads to a decrease in engagement which leads to a decrease in quality of product.  Next solution is ensure customers provide what they need to provide.  Contracts can be written to have both parties perform their tasks in order to obtain a certain level of quality of the product.  Last solution is to communicate issues concerning other IPTs upward to address issues such as priority, tools, and skills.
Communication Gap
For the communication gap, stay current with what subcontractors are doing to get ahead of any issues to scope, cost, or schedule and resolve with the customer as needed.  Another solution is staying current with other IPTs to get ahead of any issues effecting scope, cost, or schedule and also resolve with the customer as needed.  Next solution is ensure polices and procedures are aligned to keep consistency through out IPTs and there by the whole service.  Fourth solution is to resolve customer problems quickly. As testing is being performed, letting the customer know of current risks and mitigating solutions help decrease the gap between the to-be delivered product and the customer’s experiences. As mentioned with the listening gap, responsiveness is one of the 5 factors of quality the customer basis the service on.  The next solution is to promise what can be delivered.  This is part of managing expectations.  Last solution is having good management of EVMS since this is communicated to the customer frequently.
Customer Gap
For the Customer gap, perform milestone reviews to obtain heading checks to gauge the gap between the customer’s current experience and the customer’s expectations.  To add on, perform working groups between milestones to communicate updates and work on current issues.  Last solution to mention is customer surveys to identify issues of the customer’s experience not meeting the customer’s expectations.  If solutions are desired, follow up with qualitative research such as interviews.



Take Away 
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Focus only on Test Design and Test Conformity,  
will not lead to full customer satisfaction 

Customer Expectations 

Service Standards Service Delivery 

Contractor’s Understanding of 
Customer’s Expectations Customer’s Experience 

Gap 1: The 
Understanding/Knowledge 
Gap 

Gap 2: The Service Design and 
Company Policy Gap 

Gap 3: The Service Performance/ Delivery Gap 

Gap 4: The Communication 
Gap 

Gap 5: The Customer Gap 

Presenter
Presentation Notes
Conclusion  
Now that the service gaps have been explained thoroughly, what is the take away?  If we only focus on what the Test team is set up to do and what Test goes out and do, we may only satisfy 2 of the 5 service gaps, the service design gap and service performed gap.  Meaning even if we do the right test, there are 3 other factors that affect how the customer views the T&E Organization.



Take Away 
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Awareness of all five gaps would decrease rework, increase customer 
validation, and lead to customer satisfaction 

Customer Expectations 

Service Standards Service Delivery 

Contractor’s Understanding of 
Customer’s Expectations Customer’s Experience 

Gap 1: The 
Understanding/Knowledge 
Gap 

Gap 2: The Service Design and 
Company Policy Gap 

Gap 3: The Service Performance/ Delivery Gap 

Gap 4: The Communication 
Gap 

Gap 5: The Customer Gap 

Presenter
Presentation Notes
Not understanding the customer leads to rework, not managing the customer’s experience leads to invalidation, and not meeting the customer expectation leads to frustration.  We must think of our activities as part of a service to help evaluate not just our tests, but how our organization aligns with our customer’s expectations.  We provide more than testing and evaluations, we provide an experience to our customer as our tests and evaluations are being performed.   This model is how we compare ourselves with other companies to stay competitive and how we evaluate ourselves in meeting the pace of the need.  Again, my name is Allan Alfafara, thank you. 



Presenter
Presentation Notes
We have some time for questions and answers.  Feel free to ask me anything.
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