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QUALITY PROMISES. DO COMPANIES FOLLOW
A STANDARD CODE OF CONDUCTS MODEL?
THE CASE OF SPAS

The aim of this paper is to analyze the ways oktiping and fulfilling of quality promises
as well as to explore whether these actions aredity constituted. Two European countries
were chosen for the research in order to compa@anarations from countries with different
experiences with the implementation of quality ngeeraent systems. Spain is an old EU
country where QMS systems are widely implementaxt.ofding to the ISO survey Spain is
on the 4th place in Europe in a number of orgaitnatwith ISO 9001 certificates. Poland is
one of the countries with the average number astegd QMS, ranking 11 place in Europe
with ISO 9001 certificates. For this purpose thiesis been researched seven case studies of
spa organizations within the leisure industry frBoland and Spain (three and four respec-
tively). The case studies illustrate the organarati approach to manage quality promises.
The case study method has been chosen due thégpeof the analyzed subject and the
way of the business they run. The results show #flaseven organizations have some
mechanisms implemented to handle quality promihs. results also suggest that quality
promises are widely used by organizations, but &ization of the promises through their
recording in leaflets, on website or in other doeuts that are available for customers is not
as common. Also, the analysis indicated that foiféint of guiding principles from ISO 10001
are on a medium level and there are possibiliGegmprove them.
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1. INTRODUCTION

Maintaining high level of quality and customer stction is a significant challenge
for many organizations today, including service amigation8. Moreover, there is an

1 Dr inz. Piotr Kafel, The Department of Quality Manageme@itacow University of Economics,
Poland; e-mail: piotr.kafel@uek.krakow.pl.

2 Prof. Alexandra Simon, Business Department, Aatoous University of Barcelona, Spain.

3 Drinz. Pawet Nowicki ,The Department of Quality Managemé&racow University of Economics,
Poland; e-mail: pawel.nowicki@uek.krakow.pl.

4 Prof. Marti Casadesus, Organization, Business Managt and Product Design Department, Uni-
versity of Girona, Spain.

5 P. Kotler, K. Keller,Marketing Managementl2th ed, Prentice Hall, 2006; A. Simon, S. Kara-
petrovic, M. Casadesu®n the applications of ISO 10000 customer satigfacitandards in Cat-
alonia, “International Journal of Advanced Quality”, 41(28—-27, 2013.



116 P. Kafel et al.

agreement that the quality of a service encourgesignificant to business success or
failure®.

The delivery of services in certain settings sushh& Spas sector, the sector that this
paper focuses on, involves high contact encoumtghssignificant interaction among cus-
tomers, staff and facilitiés The challenge for companies is to balance thel nedreat
customers as individuals with the requirementgdotine and standardization. In order to
achieve these goals and maintain satisfied custimethe organization, organizational
performance evaluation measures of customer saimfieneed to be put in place. Managers
need to learn about problems and take approprgtedtive actions to ensure that mistakes
do not recur.

To convince clients about the high quality of seegi managers use code of conducts
related to customer satisfaction, which are in sktisation a customer promises made by an
organization and related provisions. The promispromises that are used by the organi-
zation for the purpose of maintaining and enhancimgomer satisfaction and relate to the
organization’s products or the interaction of thigamization with its existing or potential
customer% There may be many different types of promisesfouthe purposes of this
research and analysis, the only quality promiseblkeas used. Quality promises can lead to
satisfaction or dissatisfaction, pointing at pralweor failures in internal processes. Fulfill-
ment of quality promises give an opportunity to idviesing profitable customers which
experience unacceptable level of quality service.

One of the mechanisms that organizations havedardo enhance customer satisfac-
tion and deal with dissatisfied customer is thelengentation of code of conducts from the
ISO 10000 series. This can be easily applied inseryice organization, as they can be
targeted on different “customers”, for example, thients of a spa, the employees or any
other stakeholder relevant to the organization. §thdy of implementation of cods of con-
ducts and of 1ISO 10000 standards in a specificosestich as Spas, is a topic that has
received very little attention so far. There cobdalso a link between an implementation
of other ISO standards such as ISO 9001, ISO 14@1,18000 that could be used as
a background for implementation of ISO 10000 stadsi&amily, where there are a lot of
different literature sources exXisbut this standards aiming a different goals. Heavehe
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structure of all those systems basis on PDCA sch#fraeequirements of ISO 10000 stand-
ards family is a very little part of ISO 9001.

Hence, the objective of this investigation is talgme the ways of developing and ful-
filling quality promises as well as to explore wiet these processes are formally consti-
tuted in terms of standards or other models foeamtconducts e.g. ISO 10001.

The paper is structured as follows. First, a li@m@ review on customer satisfaction,
code of conduct and ISO 10000 standards is provitlleen, the methodology used for this
investigation and the main results found are exrpldi The paper concludes with an analy-
sis and a summary of the findings and the propafssdme implications and future research
lines in the field.

2. LITERATURE REVIEW

2.1. Customer satisfaction and quality promises

In service industry such as hotels and spas, cestsatisfaction is not only an important
goal, it is also a vital marketing tool for attiagt future customers and ensuring stronger
market position¥. However, customers may not only voice their attion but also their
dissatisfaction, and recently, many studies havet@od out the need of investigation of
customer complaints as an important customer ¥bice

This study explores the use of code of conducts iality promises) that are formally
or informally directed to clients. It is a methadduild a trust to the organizatitnPromises
made to customers must be taken very seriouslyfdtes must be on fulfilling these pro-
mises, instead of trying to find excuses or invgkspecial conditions when the firm is
at fault; customers will not necessarily give seevfirms a second charéeFailures in
service delivery are unavoidable and recovery ghsncounters represents a significant
challenge for service organizations. When servaiture occurs, customers experience
disconfirmation and feel displeasédn situations of service failure where trust bagn
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benefits and comparisons with ISO 90Q6@ternational Journal of Quality & Reliability Man
gement”, 20(5), 585-606, 2003; C.Y. Chen, G.S. Wu, Chuang, C.M. MaA comparative
analysis of the factors affecting the implemeatedf occupational health and safety management
systems in the printed circuit board industryewan,“Journal of Loss Prevention in the Process
Industries”, 22(2), 210-215, 2009; P. Nowicki, kafel, T. Sikora,Assessment of integrated
management system poli&conomy and Management, Wydawnictwo Politechnikit@tockiej,
105-112, 2012.

10 X Luo, C. HomburgNeglected outcomes of customer satisfactidmrnal of Marketing”, 71(2),
133-149, 2007.

11 X Luo, Consumer negative voice and firm-idiosyncratic lstogturns,“Journal of Marketing”,
71(3), 75-88, 2007.

12 E. Schniter, R.M. Sheremeta, D. Szny@rilding and rebuilding trust with promises and apol
gies,“Journal of Economic Behavior & Organization”, 242256, 2013.

13 L. Fabien,Making promises: the power of engageméaturnal of Services Marketing”, Vol.
11(3), 206-214, 1997.

14 A K. Smith, R.N. Bolton, J. WagneA model of customer satisfaction with service entamsn
involving failure and recoveryJournal of Marketing Research”, 36(3), 356—-37294.
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damaged, fast fulfilment of the promises simultarsyp with appropriate apologies and
explanations have been shown to elicit forgivettemsd promote future trust

2.2.1SO 10000 series of standards for customer ssftaiction

As mentioned in the previous section, it is importaat service organizations maintain
high levels of quality and customer satisfactiorod®ct and service knowledge is one of
the most important attributes for visiting partmubpd’. Traditionally organizations have
applied the 1SO 9001 Quality Management System (R&&hdard for quality assurance
for this purpos®. Instead of QMS, companies may develop their idaad practices
according to the schemes provided in the excellemmdel4®. It is considered that the most
popular excellence model in Europe is EFQM ExcekeModel. Other most recognized
organizational quality awards are the Malcolm BiglelrNational Quality Award, the
Deming Prize or the Australian Business Excelleimework’. There are also quality
standards designed especially for particular brasabr industries. An example of that
standard in leisure industry is The Q Tourist Qyafitandard which implementation can
bring an organization numerous benefits such agtiges differentiation from competitors,
enhanced internal efficiency, improved processastotner satisfaction and publicity
The scope of all mentioned above standards anégiizvery wide and include require-
ments such as: product realization, measuremealysig and improvement, management
responsibility and resource managemént

15 M.E. McCullough, K.C. Rachal, S.J. Sandage, E.L.t#ngton, S.W. Brown, T.L. Highinter-
personal forgiving in close relationships. 1l. Thetical elaboration and measuremehipurnal
of Personality and Social Psychology”, 75, 1586-316M98; M. Girard, E. Mullet, S. Callahan,
The mathematics of forgivene$8merican Journal of Psychology”, 115, 351-375020E.C.
Tomlinson,The impact of apologies and promises on post-vmlatrust: The mediating role of
interactional justice;International Journal of Conflict Management”, 28(224-247, 2012.

16 D. De Cremer, E. van Dijk, M.M. Pillutl&xplaining unfair offers in ultimatum games andithe
effects on trust: an experimental approaBlusiness Ethics Quarterly, 20(1), 107-126, 2010.

17 D. Kucukusta, L. Pang, S. Chiimbound Travelers' Selection Criteria for Hotel SpasHong
Kong, “Journal of Travel & Tourism Marketing”, 30(6), 35576, 2013.

18 A, Simon, S. Karapetrovic, M. CasadedDs,the applications of ISO 10000 customer satigfact
standards in Catalonid|nternational Journal of Advanced Quality”, 41(28-27, 2013.

19 A. Bayo-Moriones, J. Merino-Diaz-de-Cerio, S.A. &wdla-de-Ledn, R.M. Selvanihe impact
of ISO 9000 and EFQM on the use of flexible wodcpces,International Journal of Production
Economics, 130(1), 33-42, 2011; M. Martinez-Cost&.Martinez-Lorente, T.Y. Chogimulta-
neous consideration of TQM and ISO 9000 on perfagaand motivation: an empirical study of
Spanish companie8nternational Journal of Production Economicst3{1), 23-29, 2008.

20 R.S. Ansoleaga, R.SEFQM excellence model implementation in Metro Rilb@yna 82, 6-8,
2007; P. KafelNormy wspomagage systemy zagdzania — wykorzystanie w organizacjaé&tsC
Jakdaci. Quality Review, 1(81), 15-19, 2015.

21 M.C. Viada-Stenger, F. Balbastre-Benavent, A.M. Rdde@iano;The implementation of a quality
management system based on the Q tourist quatitydatd. The case of hotel sect@ervice
Business, 4, 177-196, 2010.

22 |ISO 9001 (2015). Quality Management Systems — Rements, International Organization for
Standardization, Geneva, Switzerland.
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However, there are standards which describe in met&il one selected issue such as
complaints handling or code of conducts. The IrdBomal Organization for Standardiza-
tion (1SO) has developed three interrelated statsiar manage quality and customer satis-
factior?®:
* Quality Management: Customer satisfaction. Guidaifor Codes of Conduct (ISO
10001:2007).

¢ Quality Management: Customer satisfaction. Guidalifor Complaints Handling in
Organizations (ISO 10002:2004).

¢ Quality Management: Customer satisfaction. Guiddidor External Customer
Dispute Resolution (ISO 10003:2007).

All above mentioned standards are compatible v@@ D001 standard and support the
objectives of QMS, but it is possible to implem#rem independentfs.

In this paper, only a look at the ISO 10001 staddss been undertaken because it
focuses on codes of conduct for organizations.18@01 is intended to help organizations
to develop customer satisfaction codes of conditiware defined as promises to custo-
mers and related provisions used by organizatiorsltiress such issues as: product deli-
very within pre-determined time frames; producures; handling of personal information
of customers; advertising; pricing; fair tradingydastipulations concerning particular
attributes of a product or its performance (ISOAN0BY establishing such codes of con-
duct, organizations are attempting to shape cust@xmgectations in an effort to prevent
complaint$®. The standard can be used by organizations reggardf type, size and product
provided, and it is compatible with ISO 9001 an®I9004 and supports the objectives of
these two standaréfs The standard is structured according to sevedimgiprinciples that
help the organization in planning, designing, impd&tation, maintenance and improve-
ment of the codes of conduct. According to thoseciples, sufficient resources for code
processes should be available. Also, it helps dzgsions when the code is well publicized
and easy available so that customers, employeesthadinterested parties are aware of it.
Code of conducts should respond to the needs get&ations of the customers. According
to the standard, information concerning the codeikhbe accurate, not misleading, capa-
ble of being verified and in compliance with relavatatutory and regulatory requirements.
Moreover continual improvement of the code with tise of reporting on the actions and
decisions of the organization with respect to dde; should be a permanent objective of
the organization (ISO 10001).

The investigation is focused on the spa/leisureiceisector because previous literature
that studies the formalization (in terms of staddand models implemented by companies)
of quality promises as a tool for customer sattiacin this industry has not been found.

23 B. Dee, S. Karapetrovic, K. WebAs Easy as 10001,2,Ruality Progress, 3(6), 41-48, 2004;
S. Karapetrovic]MS: Focus on ISO 10000 Augmentative Standatbigernational Journal —
Total Quality Management and Excellenc8§(1-2), 1-8, 2008.

24 1SO 10002 (2004). Quality Management — Customeisf@ation — Guidelines for Complaints
Handling in Organizations, International Organiaatfor Standardization, Geneva, Switzerland.

25 B. Dee, S. Karapetrovic, K. WebAs Easy as 10001,2,8uality Progress, 3(6), 41-48, 2004;
S. Hughes, S. Karapetrovi§O 10002 Complaints Handling System: a stuatgrnational Journal
of Quality & Reliability Management, 23(9), 1158-512006.

26 P, Nowicki, A. Simon, P. Kafel, M. CasadesBgcognition of customer.91-105.
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Also, because the knowledge and implementatior teaich customer satisfaction stand-
ards is very low, it makes sense to study them nmodetail and also in a specific seéfor

In addition, the spa service is one that is prayigea high contact setting, very close to the
customer, thus it is interesting to study how thaliy promises are used by organizations,
because the evaluation of the overall experiencthéyustomer before, during and after
the encounter gives strong clues as to the quafithe service providé8 Not without
significance is the fact, that Spa industry is ofithe fastest growing sectors in the tourism
industry®.

3. MATERIALS AND METHODS

3.1. Methodology

The aim of this paper is to analyze the ways ofityyaromises developing and fulfilling
as well as to explore whether these actions arediy constituted in terms of standards or
other models for code of conducts e.g. ISO 10001.

In this investigation, a case study is defined‘as,empirical inquiry that investigates
a contemporary phenomenon within its real-life eatit when the boundaries between
phenomenon and context are not clearly evidentjraadhich multiple sources of evidence
are used®®. The case study approach is useful in exploratooges of research and can
provide initial understanding of particular situwats which may then be utilized inductively
to create better theory. The case studies analgmedhot meant to be generalizable but
rather they are utilized here to gather informatidnout the reality of spa organizations
regarding the topic investigatéd

Generalization and reasoning within the case stvatydone with the use of the combi-
nation of inductive and abductive mode of reasgnirhe main focus of this research was
to on understanding the cases not on generalibegheory?

The research on which this paper draws involvedsease studies of spa organizations
from Spain and Poland. The case studies illustre®rganizations’ approach to managing
complaints and customer satisfaction efficientlyc#se study approach was adopted to

27 S, Karapetrovic, J. Doucettan Application of Customer Satisfaction Standard&ngineering
Management CourseASEE Annual Conference & Exposition, Austin, 2009;SAmon, S. Kara-
petrovic, M. Casadesu®n the applications of ISO 10000 customer satigfacitandards in Cat-
alonia, “International Journal of Advanced Quality”, 41(P3-27, 2013; A. Simon, P. Kafel,
P. Nowicki, M. Casadesuhe development of complaints handling standardgpacompanies:
a case study analysis in Spalmternational Journal for Quality Research”, 9(@y5-688, 2015.

28 C.H. Lovelock, L. WrightPrinciples of Service Marketing and Manageméhtl., Prentice-Hall,
1999.

29 K.R. McNeil, E.J. RaginsStaying in the spa marketing game: Trends, cha#lsngtrategies and
techniques,Journal of Vacation Marketing”, 11: 31-39, 2008S. Lu, C. Wu,Effect of Con-
sumption Emotion on Hotel and Resort Spa Experiédoarnal of Travel & Tourism Marketing”,
31(8), 958-984, 2014.

30 R.K. Yin, Case study research: Design and methddls,ed. Thousand Oaks, CA, Sage, 2009.

31 K.M. Eisenhardt, M.E. GraebneFheory Building from Cases: Opportunities and Chades
“Academy of Management Journal”, 50(1), 25-32, 2007

32 R. Johansson, (2003, September). Case study métlggdim the International Conference on
Methodologies in Housing Resear&@tockholm, Sweden.
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allow causes, processes and consequences of betwmbminvestigated A multiple case
study approach was preferred because it enablecbtleetion of more accurate and com-
parative dat#.

Two European countries were chosen for the reséaimiter to compare organizations
from countries with different experiences with thgolementation of quality management
systems. Spain is an old EU country where QMS systre widely implemented. Accord-
ing to the 1ISO survey Spain is on the 4th pladéurope in a number of organizations with
ISO 9001 certificates. Poland is one of the coastwiith the average number of registered
QMS, ranking 11 place in Europe with ISO 9001 fiedtes (ISO 2013). Moreover it is
one of the post-communist countries, with veryatiit attitude to the management issues.
Not without significance was also origin of the laars® and the ease of cultural and lin-
guistic perception. Besides the knowledge abouatha researched as well as access to the
data had been also undertaken into consideration.

3.2. Data collection and analysis

Fieldwork has been a fundamental part of this itigaon. The initial contact with the
eight case study organizations was establishedlbgtione or by email during the months
of January and February 2014, and the interview® wenducted in the first quarter of
2014 in Spain and Poland. However, in the final @anthere has only been used 7 case
studies. The prerequisite for the selection ofdigular spa was existence of formal or
informal quality promises in the organizations. Stequirement was verified by checking
spa websites and advertisements or direct contiélctspa personnel (phone calls, visits,
emails). Regarding the interviews with the manadmrsgjuality/customer satisfaction, we
used a semi-structured questionnaire which inclupegstions about how the organizations
dealt with quality promises and whether they usedguidelines of the ISO 10001, ISO
10002 and ISO 10003 standards. While we stuck toirdarview protocol, we allowed
respondents to answer widely for questions to geermformation on the analyzed subject.
The interviews consisted of three main parts caringrthe code of conduct, complaints
handling and dispute-resolution process. All inkams lasted between 40 and 60 minutes
and were recorded, transcribed, and included imsa study protoc#l Case studies were
conducted in national languages (Polish and Spaniishaddition, there secondary data
from organization reports, annual results, web pageademic articles and other company
information were collected that the authors haceasdo when studying the organization
and which were available internally and publiclyys allowing for empirical triangulation
of the data.

A within-case interpretation was the first level ddta analysis, analyzing each case
separately, and compiling a case study historycasehe interviews and secondary data

33 R.K. Yin, Case study research...

34 R.K. Yin, Case study research.K.M. Eisenhardt, M.E. GraebnéFheory Building from Cases:
Opportunities and Challenge®Academy of Management Journal”, 50(1), 25-32)220

35 A.K. Kozmifiski, Anatomy of systemic change polish management isitran, Communist and
Post-Communist Studies, 41, 263-280, 2008; G.Wodla, A two-thirds of success. Poland’s
post-communist transformation 1989-2008pmmunist and Post-Communist Studies 42,
325-351, 2009.

36 R.K. Yin, Case study research...

37 |bidem
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The second step was a cross-case search for gattennsecond level of interpretation,
which involved all of the researchers looking foithin-group similarities coupled with
intergroup differencé® Conducting cross-case analysis has been supgaortexearchers
including Eisenhardt (1989) or Stavros and Westk2009) as it increases the validity and
reliability of the case-study methodology.

According to this methodology, in the next sectiohthe paper, we proceed to perform
the analysis of the case studies. Because theestudimpanies did not allow using their
names, they have been replaced with the names uriitaios®.

4. PRESENTATION AND ANALYSIS OF THE CASE STUDIES

4.1. Case organizations characteristics

In table 1. the organizations included in this stigation and the main characteristics
associated with an involvement in quality managdrnssaes are presented. The knowledge
about quality standards and the use of ISO 1000@ssare also presented.

Table 1. Case organizations*

Knowledge
Standards certification| of ISO 10000 Type of customers
series

Kilimanjaro | They had previously had No - Mainly retired people

“Q de calidad” (Spanish In second place young couples

quality certificate for and families

tourist firms) - Individual and mainly local
Aconcagua | Certificate of Excellence No - Mainly golfers but also families

(Trip Advisor) 2013 and young couples

- Individual and up to 40% foreign

Montblanc | ISO 9001 (2014) Yes. ISO 10002 | - Mainly young couples and

implemented in | families
another firm of | Secondly, retired people

the group - Individual and mainly local
Elbrus None. They are planningNo - Mainly retired people
to implement ISO 9001. In second place young couples
and families
- Individual and mainly local
K2 ISO 9001 (6 years), No - Middle-aged women
GMP - 100% individual and direct
- Regular

38 K.M. Eisenhardt, M.E. Graebnefheory Building from Cases: Opportunities and Chades
Academy of Management Journal, 50(1), 25-32, 2007.
39 P, Nowicki, A. Simon, P. Kafel, M. CasadesRgcognition of customer.91-105, 2014.
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Table 1 (cd.)

Knowledge
Standards certification| of ISO 10000 Type of customers
series

Lhotse None, except internal | No - Mainly young couples and
network standards. families
Secondly, middle-aged and olde
people
- Individual and mainly tourists
- 70 % individual and direct and
mainly irregular
Gasher- ISO 9001 (7 years) No - Mainly middle-aged and older
brum people
- 95% individual and direct
- Irregular

=

*adapted from P. Nowicki, A. Simon, P. Kafel, M. @dssusRecognition of customer...

In four cases, studied organizations had implenteatguality management system
according to the 1ISO 9001 standards, which wasicoal by independent third party cer-
tification bodies. Other studied organizations laégb experience in the field of quality
management e.g. certificate of excellence or impletation of internal network manage-
ment standards. In spite of the fact that orgaiimatare familiar with quality management
standards, only one was aware of the existenctantiards from the ISO 10000 series. It
was a Spanish organization which implemented 1S@2Gtandard in another firm of the
group. No one from the group of respondents hadgportunity to become acquainted
with 1ISO 10001 standards. Little knowledge of théstence and requirements of ISO
10000 series of standards in studied cases habedsoindicated in other researdfies

4.2. Code of conducts formalization in procedures

Quality promises are widely used by organizatidng, formalization of the promises
through their recording in leaflets, on websitdroother documents that are available for
customers is not as common. Only in three studieghrozations there were formally
documented quality promises. In Kilimanjaro and Acagua they were available on
websites and in the case of K2 in the leafletsather four organizations quality promises
are used as informal/internal codes. Accordinguality management systems, the docu-
mentation of an organization shall include the doents needed by the organization to
ensure the effective planning, operation and comtidts processés. In two cases there
were no documented procedures for the codes ofumbndll the actions associated with
the fulfillment of the quality promises are donethg spa staff based on previous manager
training. In other 5 cases, there were formal pdaces which describe the process of ful-
fillment of quality promises. In two cases there@vgeparate instructions, in the remaining

40 p, Kafel, Normy wspomagage systemy zagdzania — wykorzystanie w organizacjachBC
Jakdci. Quality Review, 1(81), 15-19, 2015.

41 1SO 9001 (2015). Quality Management Systems — Rements, International Organization for
Standardization, Geneva, Switzerland.
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three cases, formal procedures were implementacast of other procedures e.g. in K2 it
was a medical procedure instruction.

One important factor that has influence to the aofdeonduct formalization, is the fre-
quency of their use. Quality representatives weked about the frequency of reporting the
claims in the last 12 months. In one of the orgations, the Aconcagua, they believed that
the number of claims regarding the code was direxttrelated with customer satisfaction
and thus, they strongly encouraged their custoteensake their claims and provide feed-
back on the codes. In spite of the well-adverteed available quality promise in K2, there
were no clients’ requests in the last 12 monthsofding to the quality representative, the
lack of claims is related with the high quality sdrvice in the spa. Health problems de-
scribed in the quality promise are rare and caavoéded when good medical practices are
used in the organization.

In other cases, clients take the advantage of dde and asked to fulfill the quality
promises. The average frequency of clients regsestther low. Obtained data suggest,
that in organizations where formal quality promises formal procedures exist, the num-
ber of customer claims is lower than in organizagisvhere informal ones exist. That fact
was especially observed in the Aconcagua compahgrenboth types of quality promises
exist, and the informal ones are used more oftemable 2 there are data concerning the
quality promises in the studied organizations. €helservations suggest, that informal
quality promises which are more flexible in natatl®w better use of quality promises as
a marketing tool.

Table 2. Quality promises in organizations

Formal Average frequency of
procedures and| clients requests concernirj
documentation fulfillment of quality

«Q

Customer Satisfaction-Codes

of conduct . .
for codes of promises in a one year
conduct period of time
Kiliman- Formal in the web site: Price yes 2
jaro promise "if you find the same ser-

vice cheaper in another spa, we'll
give the money back to you"

Aconcagua | Formal in the web site: Price yes 12
promise "if you find the same se
vice cheaper in another spa, we'll
give the money back to you"
Informal/internal: Beauty treat-
ments “if they don't deliver them
as promised (late or lacking
one treatment because lack of
products) they give one free”.

Montblanc | Informal/internal: Opening times no 7
of the spa “if it's not open all the
hours as promised, they give the
customers two hours more of spa"
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Table 2 (cd.)
Formal Average frequency of
Customer Satisfaction-Codes procedures gnd clientg requests con.cernirg
of conduct documentation fulflllmen§ of quality
for codes of promises in a one year
conduct period of time
Elbrus Informal/internal: Treatments “If no 2
the treatment not as promised (e.g.
shorter massage that contracted
a longer massage is offered”
K2 Formal in the leaflets and at the | yes (as a part 0
beginning of the process: Help in of other
case of health problems “if you procedures)
experience any adverse health
effects’ after spa services we wil
provide free medical assistance
and treatment”
Lhotse Informal/internal: Beauty treat- yes (as a part 5
ments “if they don't deliver them of other
as promised (late or lacking one procedures)
treatment because of any issues
they give another free”.
Gasher- Informal/internal: Treatments “If | yes (as a part 3
brum the treatment not as promised (e.g. of other
shorter massage that contracted) procedures)
a longer massage is offered”
Beauty treatments “if they don't
deliver them as promised (late o
lacking one treatment, or the cus-
tomer is not satisfied with the sef-
vice) they give another one free”

*adapted from P. Nowicki, A. Simon, P. Kafel, M. @dssusRecognition of customer...

4.3. Fulfillment of the main principles of the codeof conduct

In ISO 10001 there are seven customer-focusedrgyiginciples that help in effective
code of conduct implementation. The results ofilfaient of principles in the studied or-
ganizations are presented in table 3 below, medsarg point scale, where the numbers
means: 1 — not at all, 2 — little fulfilment, 3medium fulfillment, 4 — good fulfillment,

5 — entire fulfillment.

When talking to the representatives of the orgditina, some common important points
came out regarding the fulfillment of general pijihes. Despite the earlier lack of
knowledge about the ISO 10001 requirements, tH#lfuknt of almost all general princi-
ples were assesed on a medium or higher levele#tns that standard requirements are
quite intuitive for organizations. In general, thiggest difficulties that organizations had
related to the fourth principle — responsivene$® flfillment of this principle means that
an organization’s code should respond to the nardsxpectations of its customers. The
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implementation of this principle means that theligpgromise should be planned and
designed properly. The process of planning andydestiould contain (ISO 10001):

« objectives achieved by the code,

* needed resources,

« gathering and assessment of preliminary information

« preparation of draft codes and code procedures,

« preparation of draft performance indicators,

« initial determination of resources,

« preparation of a draft communication plan,

- finalize the code, performance indicators, proceduresources needs and code

communication.

Table 3. Fulfillment of guiding principles from IS@001

Guiding principles| Kilimanjaro | Aconcagua| Montblanc | Elbrus | K2 | Lhotse| Gasherbrum
Capacity 3 5 4 2 5 3 4
Visibility 4 5 4 3 3 4 3
Accessibility 5 4 3 3 1 5 3
Responsiveness 4 3 4 1 B 3 3
Accuracy 3 4 3 3 5 4 2
Accountability 4 4 2 1 5 4 3
improvement 4 5 4 3 | 3] @ 4

In the studied spas, the process of planning asijd@f the quality promises was not
as formalized as ISO 10001 standard advises. Aoapttd the representative of the K2
organization, and also to the Aconcagua qualityagen, quality promises are used mainly
as a marketing tool and an effort involved to thelementation of quality promise is rather
low. It is one of many tools used by spas to cocwithe customer about the quality of their
services.

In three cases, there were established, implemamigdnaintained quality management
systems complaint with ISO 9001 standard. Thesanizgtions are more familiar with
quality standards and some formal requirementd afanagement standards e.g. continual
improvement or documentation of processes. In ggnerganizations with implemented
QMS are on a higher level of management that orgdinins without QMS. So it can be
assumed that fulfillment of guiding principles @&f0D1 in organizations that had experience
with 1ISO 9001 is higher than in other spas. Inghelied organizations, an average level of
guiding principles fulfillment is higher in spastilSO 9001 than in spas without the 1ISO
9001 standard.

4.4. Comparison of Polish and Spanish organizations

Another factor that can divide the fulfillment afiiging principles, is the spa’s country
of origin. The organizations chosen for the caadist operated in Poland and Spain. The
results of the study do not indicate any signifiadifferences between those two groups of
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organizations according to origin. This statementhy celates to the analyzed organizations.
In both groups of organizations the knowledge ab®@ 10001 standard was minimal. In
two Spanish spas there were formal price promisbgh were not identified in the Polish
case studies. There are three Polish case stugheslied in the article, but during the pre-
paration of the research any other Polish spa dextified as one with formal price pro-
mises. It is possible that the quality promisesdifierent in those two countries due to
some cultural differences but this issue needs mparfound research.

When comparing the results of the study in the grofiorganizations with an imple-
mented and certified quality management systeme thee similarities between the Polish
and Spanish spas. Those companies fulfill the ggigrinciples of ISO 10001 standard on
a similar level.

5. CONCLUSIONS

The objectives of this study were to analyze thgsaaf quality promises developing
and fulfilling as well as to explore whether thegstems are formally constituted in terms
of standards or other models for code of condugtsi8O 10001. The results of this paper
suggest that quality promises are widely used lgamizations, but formalization of the
promises through their recording in leaflets, orbgiee or in other documents that are avai-
lable for customers is not as common. Although sps@scodes of conduct, the knowledge
of the codes of conduct models and standards suk$(x10001 is rather low. In particular,
only in one case, representatives of the spa hgverience with the ISO 10000 series of
standards. In the other cases, the spas repragestatre not familiar with those standards
at all due to its unpopularity as well as low lesEknowledge about it. There is also a need
to mention that some requirements has been fulfitbeit without a usage of the described
standard.

The results of this paper suggest that the averagaency of clients request of fulfill-
ment of quality promises is rather low. Furthermoneorganizations where there exists
formal quality promises and formal procedures, nbenber of customer claims is lower
than in organizations where informal ones exiséxilility of informal quality promises
offer spas a possibility to use them more widelg avore frequently than in case of formal
standardized codes.

Another significant aspect taken into account wasfact that the fulfillment of almost
all the general principles in the studied spas aszessed on a medium level. There has not
been found differences between Polish and Spamgdmizations that has been analyzed.
The implementation of a Quality management systasnecognized as an important factor
that had influence on the fulfillment of the guigiprinciples from the 1ISO 10001 standard.
The companies with implemented and certified 1ISO196tandard were characterized by
a better fulfillment for the realization of the pnses as well as the codes of conduct. This
might be due to the process-based management sgetaimg out form the QMS require-
ments.

Two main limitations can be highlighted about #tisdy. The first is the usage of seven
particular case studies which does not allow thieaetion of robust conclusions about the
process of quality promises in the organizatiorge $econd main limitation is the fact that
the employees interviewed were all part or hadaesibilities regarding the processes of
quality promises handling as a part of the quatitgnagement system, thus their vision
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could be biased. For future research, interviewth wimployees from all the levels could
enrich our findings.

The last but not least conclusion is that a resflthis research may be used by spas
managers as a implications for the companies, wtechhelp them in development of the
company’s strategy in the customer service ar@apatticular it is advised to implement
the ISO 10001 standard which will make possiblatoease the level of customer service
in the spas.

REFERENCES

[1] Ansoleaga R.SEFQM excellence model implementation in Metro Bildagna 82, 6-8,
2007.

[2] Bayo-Moriones A., Merino-Diaz-de-Cerio J., Escamilledn S.A., Selvam R.MThe
impact of ISO 9000 and EFQM on the use of flexiblkweactices, International Journal
of Production Economics”, 130(1), 33—42, 2011.

[3] Briscoe J.A., Fawcett S.E., Todd R.Hhe implementation and impact of ISO 9000 among
small manufacturing enterprisesJournal of Small Business Management”, 43(3),
309-330, 2005.

[4] Chattopadhyay S.Pimproving the speed of ISO 14000 implementation: ménwaork for
increasing productivity;Managerial Auditing Journal”, 16(1), 36—40, 2001.

[5] Chen C.Y., Wu G.S., Chuang K.J., Ma C.M.comparative analysis of the factors affect-
ing the implementation of occupational health andesainanagement systems in the
printed circuit board industry in Taiwafijournal of Loss Prevention in the Process Indus-
tries”, 22(2), 210-215, 2009.

[6] Crompton J.L., Love L.LThe Predictive Validity of Alternative Approaché&wealuating
Quality of a Festival, Journal of Travel Research”, 34, 11-24, 1995.

[7] De Cremer D, van Dijk E., Pillutla M.MExplaining unfair offers in ultimatum games and
their effects on trust: an experimental approatBusiness Ethics Quarterly”, 20(1),
107-126, 2010.

[8] Dee B., Karapetrovic S., Webb KAs Easy as 10001,2,Quality Progress, 3(6), 41-48,
2004.

[9] Eisenhardt K.M., Graebner M.ETheory Building from Cases: Opportunities and Chal-
lenges “Academy of Management Journal”, 50(1), 25-32,7200

[10] Fabien L.,Making promises: the power of engageméturnal of Services Marketing”,
Vol. 11(3), 206-214, 1997.

[11] Girard M., Mullet E., Callahan SThe mathematics of forgivene$8merican Journal of
Psychology”, 115, 351-375, 2002.

[12] Hughes S., Karapetrovic 350 10002 Complaints Handling System: a stutiterna-
tional Journal of Quality & Reliability Managemen23(9), 1158-1175, 2006.

[13] ISO (2013). The ISO Survey of Certifications — 20G&neva, Switzerland: International
Organization for Standardization.

[14] ISO 10001 (2007). Quality Management — Customer faatisn — Guidelines for Codes
of Conduct, International Organization for Standzeitlon, Geneva, Switzerland.

[15] ISO 10002 (2004). Quality Management — Customer faation — Guidelines for Com-

plaints Handling in Organizations, International Otigation for Standardization, Geneva,
Switzerland.



Quality promises. Do companies follow... 129

[16] ISO 10003 (2007). Quality management -Customer gatish - Guidelines for dispute
resolution external to organizations, Internatio®aganization for Standardization, Ge-
neva, Switzerland.

[17] 1ISO 9001 (2015). Quality Management Systems — Remquéints, International Organiza-
tion for Standardization, Geneva, Switzerland.

[18] Johansson R. (2003, Septemb€gse study methodolody, the International Conference
on Methodologies in Housing Research, Stockholm, $wed

[19] Kafel P.,Normy wspomagage systemy zagdzania — wykorzystanie w organizacjach
»ABC Jakdici. Quality Review”, 1(81), 15-19, 2015.

[20] Karapetrovic S.IMS: Focus on ISO 10000 Augmentative Standdfdsernational Jour-
nal - Total Quality Management and Excellencg8(1-2), 1-8, 2008.

[21] Karapetrovic S., Doucette An Application of Customer Satisfaction Standard&ngi-
neering Management CoursésSEE Annual Conference & Exposition, Austin 2009.

[22] Kotodko G.W.,A two-thirds of success. Poland’s post-communistsfiamation 1989—
—2009,Communist and Post-Communist Studies 42, 325-3809.

[23] Kotler P., Keller K. Marketing Managemeni2th ed, Prentice Hall, 2006.

[24] Kozminski A.K., Anatomy of systemic change polish management in ti@ms@om-
munist and Post-Communist Studies, 41, 263-2808.200

[25] Kucukusta D., Pang L., Chui Snbound Travelers' Selection Criteria for Hotel Spas
Hong Kong,Journal of Travel & Tourism Marketing, 30(6), 5576, 2013.

[26] Lovelock C.H., Wright L. Principles of Service Marketing and Managementl., Pren-
tice-Hall 1999.

[27] Lu A.S., Wu C.,Effect of Consumption Emotion on Hotel and Resort Bygzerience,
“Journal of Travel & Tourism Marketing”, 31(8), 9584, 2014.

[28] Luo X., Consumer negative voice and firm-idiosyncratic stakirns,“Journal of Mar-
keting”, 71(3), 75-88, 2007.

[29] Luo X., Homburg C.Neglected outcomes of customer satisfactibmyrnal of Marketing”,
71(2), 133-149, 2007.

[30] Martinez-Costa M., Martinez-Lorente A.R., Choi T.8imultaneous consideration of
TQM and ISO 9000 on performance and motivation: an ecapistudy of Spanish com-
panies,‘International Journal of Production EconomicsI3{l), 23-29, 2008.

[31] McCullough, M.E., Rachal, K.C., Sandage S.J., Wogton E.L., Brown S.W., Hight
T.L., Interpersonal forgiving in close relationships. Theoretical elaboration and mea-
surement;Journal of Personality and Social Psychology”, 7586—1603, 1998.

[32] McNeil K.R., Ragins E.JS$taying in the spa marketing game: Trends, challergjeste-
gies and technique&journal of Vacation Marketing”, 11: 31-39, 2005.

[33] Mo J.P., & Chan A.M.Strategy for the successful implementation of ISO 99G0nall
and medium manufacturer§he TQM magazine”, 9(2), 135-145, 1997.

[34] Nowicki P., Kafel P., Sikora TAssessment of integrated management system petioy,
nomy and Management, Wydawnictwo Politechniki Biaokiej, 105-112, 2012.

[35] Nowicki P., Simon A., Kafel P., Casadesus Reecognition of customer satisfaction stand-
ards of ISO 10000 family by spa enterprises — a sasty analysis;Revista TMQ, Tech-
nigues, Methodologies and Quality”, 5, 91-105, 2014.

[36] Poksinska B., J6rn Dahlgaard J. & Eklund J.Iaplementing 1ISO 14000 in Sweden: mo-
tives, benefits and comparisons with ISO 900Gaernational Journal of Quality & Relia-
bility Management”, 20(5), 585-606, 2003.



130 P. Kafel et al.

[37] Sampaio P., Saraiva P., & Guimardes RodriguekS®,9001 certification research: ques-
tions, answers and approachémternational Journal of Quality & Reliability Mage-
ment”, 26(1), 38-58, 2009.

[38] Schniter E., Sheremeta R.M., SznycerBuilding and rebuilding trust with promises and
apologies,'Journal of Economic Behavior & Organization”, 242—256, 2013.

[39] Simon A., Kafel P., Nowicki P., Casadesus Mhe development of complaints handling
standards in spa companies: a case study analySpain,‘International Journal for Qual-
ity Research”, 9(4), 675—688, 2015.

[40] Simon A., Karapetrovic S., Casadesus ®h,the applications of ISO 10000 customer sat-
isfaction standards in Catalonidinternational Journal of Advanced Quality”, 41(1),
23-27, 2013.

[41] Smith A.K., Bolton R.N., Wagner JA model of customer satisfaction with service encoun-
ters involving failure and recoveryJournal of Marketing Research”, 36(3), 356—-372,
1999.

[42] Stavros C., Westberg KUsing Triangulation and Multiple Case Studies to &ubte Rela-
tionship Marketing Theory;Qualitative Research: An International Journal”,(3)2
307-320, 2009.

[43] Tomlinson E.C.The impact of apologies and promises on piation trust: The medi-
ating role of interactional justice,Ihternational Journal of Conflict Management”, 23(3
224-247, 2012.

[44] Urbonavicius S.ISO system implementation in small and medium compaaresiew EU
member countries: A tool of managerial and marketingefies developmentResearch in
international business and finance”, 19(3), 412+2265.

[45] Viada-Stenger M.C., Balbastre-Benavent F., Redoralae\.M., The implementation of
a quality management system based on the Q tourdityjstandard. The case of hotel
sector.Service Business, 4, 177-196, 2010.

[46] Yin R.K., Case study research: Design and methdds,ed. Thousand Oaks, CA, Sage,
20009.

[47] Zeng S.X., Tian P., Tam C.MQvercoming barriers to sustainable implementation ef th
ISO 9001 systerfivianagerial Auditing Journal”, 22(3), 244-254, 2007

DEKLARACJE JAKO SCI. CZY FIRMY STOSUJ A KODEKSY
POSTEPOWANIA? NA PRZYKLADZIE BRAN ZY SPA

Celem niniejszego artykutu jest analiza sposobéva@prywania i wypetniania obietnic
jakosciowych oraz badanie, czy dziatania ég@rmalnie ukonstytuowane. W celu poréwna-
nia organizacji do badavybrano dwa kraje europejskie azngch poziomach dwviadczenia
zZwigzanego z wdraniem systemow zagdzania jakécig. Pierwszym z nich jest Hiszpania,
jako tzw. stary kraj cztonkowski UE, w ktorym syste QMS g szeroko stosowane. Zgodnie
z danymi pochodgcymi z ISO Survey, Hiszpania znajduje sa czwartym miejscu w Euro-
pie pod wzgidem organizacji posiadaych certyfikaty 1SO 9001. Z kolei Polska, jako
»nowy” kraj cztonkowski UE jest jednym z krajowsoedniej liczbie zarejestrowanych SZJ,
zajmupc 11. miejsce w Europie z certyfikatami 1ISO 9001.c@lu realizacji wyej wy-
mienionego celu badania, przeprowadzono siedenistuyttzypadkdw organizacji uzdrow-
iskowych (spa) w braty wypoczynkowej z Polski i Hiszpanii (odpowiedniay i cztery).
Studia przypadkow ilustrgjpodefcie organizacji do zagzdzania obietnicami/deklaracjami
dotyczcymi jakasci. Metoda studium przypadku zostatla wybrana zelgdzgna specy-
fike analizowanego przedmiotu i spos6b prowadzonejtalm@ci. Wyniki pokazug, ze
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wszystkie siedem organizacji wdsdo pewne mechanizmy, aby sprastdietnicom zwjza-
nym z jakdcia. Wyniki sugeru réwniez, ze obietnice dotyexe jakdci sa szeroko sto-
sowane przez organizacje, ale sformalizowanie pigigioprzez ich zapisywanie w ulotkach,
na stronie internetowej lub w innych dokumentaclstgmych dla klientéw nie jest tak

powszechne. Analiza wykazata rowhiee spetnienie wytycznych normy ISO 10001 jest na
srednim poziomie i istnigjmazliwosci ich poprawy.

Stowa kluczowe:jakos¢ obstugi, satysfakcja klienta, obietnice jékip ISO 10001.
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