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Foreword

ISO (the International Organization for Standardization) i
federation of national standards bodies (ISO member bod
of preparing International Standards is normallyxcarried oJ
technical committees. Each member body~interested in
which a technical committee has been established has t
represented on that committee. Interndtional organizations,
and non-governmental, in liaison with 4SO, also take part in
collaborates closely with the International Electrotechnics
(IEC) on all matters of electrotechnical standardization.

Draft International Standards“adopted by the technical cq
circulated to the membertbodies for voting. Publication as 4
Standard requires approval by at least 75 % of the member
a vote.

International Standard ISO 9004-2 was prepared by Techni
ISO/TC 176, .Quality management and quality assurance.

ISO 9004,consists of the following parts, under the gene
management and quality system elements:

Part 1: Guidelines

Part 2: Guidelines for services

Part 3: Guidelines for processed materials

Part 4: Guidelines for quality improvement
Part 1 will be a revision of ISO 9004:1987. Parts 3 to 6 are
Annexes A, B and C of this part of ISO 9004 are for inform

a worldwide
es). The work
t through ISO
a subject for
he right to be
governmental
the work. ISO
| Commission

mmittees are
n International
bodies casting

bal Committee

al title Quality

in preparation.

ption only.
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ustomer satisfaction are important subjects receiving in-
tion worldwide. This part of ISO 9004 provides a response
ess and seeks to encourage organizations and companies
quality aspects of their service activities in a more effective

0O 9004 builds on the quality management principles given
DO to ISO 9004 series. It recognizes that a failure to meet
ves can have consequences that may adversely affect the
organization and society. It further recognises that it is a
responsibility to ensure that such failures are prevented.

nd maintenance of quality in an organization is dependent

upon a systenpatic approach to quality management aimed at ensuring that

customer ned
necessitates 4
ization and a g
of quality ma
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The successf
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To achieve th
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|

ds are understood and met. The achievement of\duality
commitment to quality principles at all levels insthe organ-
ontinual review and improvement of the established system
agement based on feedback of the customegr's perception
provided.

| application of quality management(to a service provides
ortunities for

ervice performance and custofmer satisfaction,
oductivity, efficiency and cost reduction, and

arket share.

ese benefits, a_quality system for services should also re-
uman aspects-involved in the provision of a service by

he socialprocesses involved in a service,

regarding Tuman interactions as a crucial part of service quality,

recognizing the importance of a customer's perception of the organiz-

ation's image, culture and performance,

developing

motivating
tations.

the skills and capability of personnel, and

personnel to improve quality and to meet customer expec-
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Quality management and quality system elements —

Part 2:
Guidelines for services

1 Scoppe

This paft of ISO 9004 gives guidance for establishing
and imglementing a quality system within an organiz-
ation. It is based on the generic principles of internal
quality jnanagement described in 1ISO 9004:1987 and
provide$ a comprehensive overview of a quality sys-
tem spgcifically for services.

This paft of ISO 9004 can be applied in the context
of developing a quality system for a newly offered, or
modifiefl service. It can also be applied directly when
implemgnting a quality system for an existing-service.
The qyality system embraces all the~ processes
needed|to provide an effective service,.from market-
ing to delivery, and includes the analysis of service
provideg@l to customers.

The corjcepts, principles and guality system elements
describ¢d are applicable dey-all forms of service,
whethel solely of a service: character or in combina-
tion with the manufagturée and supply of a product.
This cah be shown®as-a continuum ranging from a
situatiop where thg service is directly related to a
product|to a sitbation where there is little product in-
volved. [Figur&-hillustrates this concept for three types
of servite-

ganization; thisks ‘especially so in large
where the gustomer can be at a subse
the provisioning process. While this pa
is writtenvprincipally with respect to
tomers, "it can also apply to internal

overall achievement of the required qug

The selection of operational elements
to which they are applied depends on 9
the market being served, the options
ation, the nature of the service, the ser
and the customer needs.

Annex A is for information only, and g
of services to which this part of ISO
applied. The examples include servic
herently performed in product manufa
tries.

0

Product content (high)
| |

- organizations
guent stage in
t of ISO 9004
external cus-
customers for

lity.

hnd the extent
uch factors as
pf the organiz-
ice processes

ives examples
9004 may be
P activities in-
cturing indus-

oduct content (Low)

|

N N

Vehicle sales service Restaurant service

W

Legal service

Figure 1 — Product content in Ia service

NOTE 1 Equipment or facilities may also be directly in-
volved in providing a service, for example, vending ma-
chines or automatic banking machines.

The concepts and principles in this part of ISO 9004
are appropriate to large and small organizations. Al-
though the small service organization will not have,
nor need, the complex structure necessary in the
larger enterprise, the same principles apply. The dif-
ference is simply one of scale.

Primarily, the customer will be the ultimate recipient
of the service external to the organization. Frequently
though, the customer can be internal within the or-

2 Normative references

The following standards contain provisions which,
through reference in this text, constitute provisions
of this part of ISO 9004. At the time of publication, the
editions indicated were valid. All standards are subject
to revision, and parties to agreements based on this
part of ISO 9004 are encouraged to investigate the
possibility of applying the most recent editions of the
standards idicated below. Members of IEC and ISO
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maintain International

Standards.

registers of currently valid

ISO 8402:1986, Quality — Vocabulary.

ISO 9000:1987, Quality management and quality as-
surance standards — Guidelines for selection and
use.

ISO 9004:1987, Quality management and quality sys-
tem elements — Guidelines.

9 Customer activities at the interface with the supplier
may be essential to the service delivery.

10 Delivery or use of tangible product may form part of the
service delivery.

11 A service may be linked with the manufacture and
supply of tangible product.

3.6 service delivery: Those supplier activities
necessary to provide the service.

3 Definitipns

For the purpgses of this International Standard, the
definitions gien in ISO 8402, together with the fol-
lowing definitions, apply.

NOTES

2 The term “gervice organization” is also used to denote

3.7 quality: The totality of features and, character-
istics of a product or service that bear oncits ability to
satisfy stated or implied needs. [ISO 84027

3.8 quality policy: The overall quality intentfons and
direction of an organization as\regards quglity, as
formally expressed by top mahagement. [IS 8402 |

3.9 quality management: That aspect of thg overall
management function\-that determines 4nd im-

“supplier”, as 4

3 To provide
(without notes
brackets.

ppropriate.

Clearer guidance, some existing definitions
are repeated with the source given in

3.1 organization: A company, corporation, firm, en-

terprise or as
corporated or
function(s) an

3.2 supplier|
or a service td

NOTE 4 The
“business first

3.3 sub-con
ganization in g

sociation, or part thereof, whether in-
not, public or private, that has its own
I administration.

An organization that provides a product
a customer.

supplier is sometines referred toas a
barty”.

tractor: A supplier to the-service or-
contractual situation.

3.4 customer: The recipient @f\@ product or a ser-

vice.
NOTES

5 A custome
sumer, user, bd

may«be, for example, the ultimate con-
nefi€iaty or puchaser.

plements the quality policy. [ISO 8402 ]
3.10 quality-system: The organizational s

responsibilities, procedures, processes and re
for implementing quality management. [ISO §

4 Characteristics of services

4.1 Service and service delivery
characteristics

ructure,
sources
402

The requirements of a service need to be clgarly de-

fined in terms of characteristics that are ob
and subject to customer evaluation.

The processes that deliver a service also neq
defined in terms of characteristics that ma
ways be observable by the customer, but dif
fect service performance.

Both types of characteristic need to be ca
evaluation by the service organization against
standards of acceptability.

A service or service delivery characteristic
guantitative (measurable) or qualitative (com

servable

bd to be
not al-
ectly af-

bable of
defined

may be
barable),

depending on how it is evaluated and whe

her the

6 A custome
second party”.

7 A customer
ation.

H 4o £ ol LN H
o SUITICUTTICS TTTTITCU U do  d VUOSITTITCOoO

may be a unit within the service organiz-

evaluation is done by the service organization or the

customer.

NOTE 12

Many qualitative characteristics subjectively

3.5 service: The results generated, by activities at
the interface between the supplier and the customer
and by supplier internal activities, to meet customer
needs.

NOTES

8 The supplier or the customer may be represented at the
interface by personnel or equipment.

evaluated by customers are candidates for quantitative
measurement by the service organization.

Examples of characteristics that might be specified in
requirement documents include:

— facilities, capacity, number of personnel and quan-
tity of materials;

— waiting time, delivery time and process times;
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— hygiene, safety, reliability and security;

— responsiveness, accessibility, courtesy, comfort,
aesthetics of environment, competence, depend-
ability, accuracy, completeness, state of the art,
credibility and effective communication.

4.2 Control of service and service delivery
characteristics

In most_cases the control of service and service de-

ISO 9004-2:1991(E)

— service organization's image and reputation for
quality;

— objectives for service quality;

— approach to be adopted in pursuit of quality ob-
jectives;

— role of company personnel responsible for imple-
menting the quality policy.

Management should ensure that the quality policy is

livery gharacteristics can only be achieved by
controlling the process that delivers the service.
Procesq performance measurement and control are
therefole essential to achieve and maintain the re-
quired gervice quality. While remedial action is some-
times ppssible during service delivery, it is usually not
possiblg to rely on final inspection to influence service
quality at the customer interface where customer as-
sessmgnt of any nonconformity is often immediate.

The sefvice delivery process may range from being
highly mechanized (as in a directly dialled telephone
call) to pne that is highly personalized (as in services
such aq legal, medical or consultancy). The more de-
finable the process, whether by mechanization or by
detailed procedures, the greater the opportunity to
apply sfructured and disciplined quality system princi-
ples.

5 Quality system principles

5.1 Kpy aspects of a quality system

Figure Z illustrates that the customer is_the focal point
of the fhree key aspects of a qualityssystem. It also
illustratés that customer satisfagtion’ can only be as-
sured when there is harmony-oftinteraction between
the mdnagement responsjbility, the personnel and
materia| resources and the\guality system structure.

5.2 Managementiresponsibility

5.2.1 GQGeneral

Managgnient is responsible for establishing a policy

promulgated, understood, implemented and main-
tained.

Mapdgement
rResponsibility
(5.2)

Interface
with customers
(5.5)

Personnel
and material
resources
(5.3)

Quality
system
structure
(5.4)

Figure 2 — Key aspects of a quality system

5.2.3 Quality objectives

The realization of a quality policy requirgs the identifi-
cation of primary goals for establishing quality objec-
tives. Primary goals should include:

for service—quatity and—custormer—satistactiom—Suc
cessful implementation of this policy is dependent
upon management commitment to the development
and effective operation of a quality system.

5.2.2 Quality policy

The responsibility for and commitment to a quality
policy for the service organization belongs to the
highest level of management. Management should
develop and document a quality policy relating to the
following:

— grade of service to be provided;

— customer satisfaction consistent with professional
standards and ethics;

— continuous improvement of the service;

— giving consideration to the requirements of society
and the environment;

— efficiency in providing the service.

Management should translate the primary goals into
a set of quality objectives and activities. Examples of
these are:
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— clear defin
ate quality

— preventive

ition of customer needs with appropri-
measures;

action and controls to avoid customer

dissatisfaction;

— optimizing

quality-related costs for the required

performance and grade of service;

— creation of a collective commitment to quality

within the

service organization;

pendent personnel reporting directly to senior man-
agement.

Management reviews should consist of well-
structured and comprehensive evaluations encom-
passing all relevant sources of information, including:

— findings of service performance analysis; i.e. in-
formation on the overall effectiveness and ef-
ficiency of the service delivery process in
achieving service requirements and customer sat-
isfaction (see 6.4 ):

— continuoug
achievems
quality img

— prevention
ganization

5.2.4 Qualit

To achieve thd
establish a gy
control, evalua
throughout all

General and
should be ex
activities influ
ensuring effe
all interfaces
ganization. Th
should be co
necessary for

Senior manag
ing that the

developed. TH
nate a mana
ensuring that
dited, continy
provement.

While person
ities can be in
it should be
who create g
system. The
passes all of

review of service requirements and
nts to identify opportunities for service
rovement;

of adverse effects by the service or-
on society and the environment.

y responsibility and authority

quality objectives, management should

ality system structure for the effective
tion and improvement of service quality
stages of the provision of a service.

specific responsibility and authority

plicitly defined for all personnel whose
bnce service quality. This should include
Ctive customer/supplier relationships at
within, and external to, the service or-
e responsibility and authority defined
nsistent with the means and methods
achieving service quality.

bment should be responsible for ensur-
equirements for a quality system are
ey should retain responsibjlity;or desig-
jement representative responsible for
the quality system is-established, au-
ally measured and-reviewed for im-

el with specific\designated responsibil-
strumentalyp.the attainment of quality,
tressed.4hat it is not these personnel
Lality, They are only part of the quality
scope’ of the quality system encom-
he~functions, and requires the involve-

— findings of internal audits on the implementation
and effectiveness of all elementsno? thg quality
system in meeting stated objeCtives for| service
quality (see 6.4.4);

— changes brought aboutOby new techrologies,
quality concepts, markéet strategies and gocial or
environmental conditions.

Observations, conglusions and recommendations
reached as a resllt of a review and evaluatiof should
be submitted~in documentary form to manggement
for necessary“action in establishing a prograrfnme for
service quality improvements.

5.3 ‘Personnel and material resources

§.3.1 General
Management should provide sufficient and appropri-
ate resources to implement the quality sysfem and
achieve the quality objectives.

5.3.2 Personnel

5.3.2.1 Motivation
A most important resource in any organizatio is that
of the individual members of personnel involved. This
is especially important in a service organization where
the behaviour and performance of individuals| directly
impacts on the quality of service.

As a spur to the motivation, development, cgmmuni-
cation and performance of personnel, manggement
should:

ment, commi

" L Ll o - n b L Ll
IMETTL arid €TTeCUve MTTIEeTVWOITKITIY O dll

personnel in the service organization to achieve con-
tinuous improvement.

5.2.5 Management review

Management should provide for formal periodic and
independent reviews of the quality system in order to
determine its continuing suitability and effectiveness
in implementing the quality policy and achieving the
quality objectives. Particular emphasis should be
placed on the need or opportunity for improvement.
The reviews should be carried out by appropriate
members of management or by competent, inde-

— select personnel on the basis of capability to sat-
isfy defined job specifications;

— provide a work environment that fosters excel-
lence and a secure work relationship;

— realize the potential of every member of the or-
ganization by consistent, creative work methods
and opportunities for greater involvement;

— ensure that the tasks to be performed and the
objectives to be achieved are understood, includ-
ing how they affect quality;
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— see that all personnel feel that they have an in-
volvement and influence on the quality of service
provided to customers;

— encourage contributions which enhance quality by
giving due recognition and reward for achieve-
ment;

— periodically assess the factors which motivate
personnel to provide quality of service;

ISO 9004-2:1991(E)

5.3.2.3 Communication

Service personnel, especially those directly involved
with the customer, should have adequate knowledge
and the necessary skills in communication. They
should be capable of forming a natural work team able
to interact appropriately with external organizations
and representatives to provide a timely and smooth
running service.

Team activities, such as quality improvement forums,
can be effective for improving communication be-

im |lemaaent—ecaraor o
plerert—eat —P

perspnnel;

FaVataaValat d
OPTTTIeTTT

— estaplish planned actions for updating the skills of
perspnnel.

5.3.2.2 | Training and development

Educatipn brings awareness of the need for change
and provides the means whereby change and devel-
opment can be accomplished.

Importaht elements in the development of personnel
include:

— trainjng executives in quality management, includ-
ing quality-related costs and evaluation of the ef-
fectiveness of the quality system;

— trainjng of personnel (this should not be restricted
to those solely concerned with quality responsibil-
ities|;

— edugation of personnel on the service organiz-
ation's quality policy, objectives«and concepts of
custpmer satisfaction;

— a qlality-awareness programme which may in-
cludg instruction and training courses for new en-
tran{s, and periodic“refresher programmes for
longgr-serving personhel;

— procedures foryspecifying and verifying that per-
sonnel have-received suitable training;

— training~ in process control, data collection and

prablars A+ fiaatiAn A A A Al ore

tween personnel and can provide an_¢pportunity for
supportive participation and coopersatfon in solving
problems.

Regular communication wjthin” the sgrvice organiz-
ation should be a feature @t'all levels off management.
The existence of an appropriate informgation system is
an essential tool for,communication and for service
operations. The methods of communigation may in-
clude:

— management briefings;

— inforination exchange meetings;
— documented information;

— information technology facilities.

5.3.3 Material resources

The material resources required for seryice operations
may include:

— service provisioning equipment and |stores;

— operational needs, such as accomodation pro-
visions, transport and information systems;

— quality-assessment facilities, instrumentation and
computer software;

— operational and technical documentation.

5.4 Quality system structure

5.4.1 General

analysis—problerr—identiication—and—analysis—eor
rective action and improvement, team working and
communication methods;

— the need to assess carefully the personnel re-
quirements for formal qualifications and give ap-
propriate assistance and encouragement where
necessary;

— the performance evaluation of personnel to assess
their development needs and potential.

The service organization should develop, establish,
document, implement and maintain a quality system
as a means by which stated policies and objectives for
service quality may be accomplished. The operational
elements of a quality system are described in
clause 6.

The quality system elements should be structured to
establish adequate control and assurance over all op-
erational processes affecting service quality.
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The quality system should emphasize preventive ac-
tions that avoid the occurrence of problems while not
sacrificing the ability to respond to and correct fail-
ures, should they occur.

5.4.2 Service quality loop

Quality system procedures should be established to
specify the performance requirements for all service

The quality of service as seen by the customer is di-
rectly influenced by these processes as well as by
actions arising from those service quality feedback
measures which contribute to service quality im-
provements, namely:

— supplier's assessment of the service provided;
— customer's assessment of the service received:;

— quality audits of the implementation and effec-

processes including the three main provisioning pro-
cesses (markgting, design and service delivery) which
can be shown|to be operating in a service quality loop,
as illustrated in figure 3.

I
I
I
I
w !
O
O
-
C
9
£ Service Design
} brief process
I
I
I
I
I
I
CusfomeriSupplier
— =
I
I
I
I
Service Marketing
needs process

SERVICE ORGANIZATION

specification
Service delivery
specification
Quality conftrok
specification

tnanace Af All Al ante Af +bh A A~ oD, oo em
e SS-oom e et o the—Guortty-5YS .

Quality feedback should also be established hetween
interacting elements in the quality loop.

Service

Interface

SuppUer} Customer
—

Service .
deliver service

y result
process

Customer’s
assessment

Supplier’'s
assessment

I
I

I

I

I

I

I

I

I

I

I

I

I .

| Service performance
I .

| analysis and
| improvement
I

I

I

|

|

|

I

I

Il

Service needs/result

Service processes

Service process
documents

Service measures

N[oo°

Figure 3 — Service quality loop
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5.4.3 Quality documentation and records

5.4.3.1 Documentation system

All service elements, requirements and provisions in-
corporated in the quality system should be defined
and documented as part of the service nrgnni7n’rinn'c

ISO 9004-2:1991(E)

— on appropriate sub-contractors' performance;
— on the skills and training of personnel;

— on competitive comparisons.

The quality records should be

— verified as valid;

overall [documentation. Appropriate quality system
documgntation includes the following.

a) Quality manual: This should provide a description
of the quality system as a permanent reference.

It should contain

—

he quality policy;

—+

he quality objectives;

— the structure of the organization, including re-
ponsibilities;

[¢))

— g description of the quality system, including
Il elements and provisions that form part of it;

Q

—

he quality practices of the organization;

— the structure and distribution of the quality
gystem documentation.

b) Quality plan: This should describe ‘the specific
quallty practices, resources and the sequence of
actiVlities relevant to a particulap-service.

c) Prodedures: These are written statements which
spedify the purpose and-seope of activities in the
servjce organization A0."Mmeet customer needs.
They define how «she” activities are to be con-
ducted, controlled, and recorded.

Prodedures ‘should be agreed, be accessible to
perspnnekand understood by all those who inter-
face| with_their operation.

— readily retrievable;
— retained for a designated ‘pefiod;

— protected from damage, loss anf deterioration
while in storage.

Management should establish the policy for access to
quality records.

5.4.3.2 Decumentation control
All documentation should be legible, dated (including

revision dates), clear, readily identifigble and carry
authorization status.

Methods should be established to cortrol the issue,
distribution and revision of documents] The methods
should ensure that documents are:

— approved by authorized personnel;

— released and made available in thg areas where
the information is needed;

— understood and acceptable to users|
— reviewed for any necessary revision|,

— removed when obsolete.

5.4.4 Internal quality audits

Internal quality audits should be perfprmed period-
ically to verify the implementation and effectiveness
of the quality system and adherence ito the service

d) Quality records: These provide information

— on the degree of achievement of the quality
objectives;

— on the level of customer satisfaction and dis-
satisfaction with the service;

— about the results of the quality system for re-
view and improvement of the service;

— for analysis to identify quality trends;

— for corrective action and its effectiveness;

specification (see 6.2.3), the service delivery specifi-
cation (see 6.2.4) and the quality control specification
(see 6.2.5).

Internal quality audits should be planned, performed
and recorded in accordance with documented proce-
dures by competent personnel who are independent
of the specific activities or areas being audited.

Audit findings should be documented and submitted
to senior management. Management responsible for
the activity being audited should ensure that necess-
ary and appropriate corrective actions are taken in re-
spect of the audit findings.
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Implementation and effectiveness of corrective ac-
tions resulting from previous audits should be as-
sessed.

NOTE 13  ISO 10011-1 is recommended for further infor-
mation and guidance on quality audits.

The customers' perception of service quality is ac-
quired often through communication with the service
organization's personnel and facilities.

NOTE 14  Communication with the customers will be ad-
versely affected by inadequate resources.

6 Quality system operational elements

5.5 Interface with customers

6.1 Marketing process
5.5.1 Generat

6.1.1 Quality in market research and anallysis
Management | should establish effective interaction

between cus
personnel. Th
ceived by the

Management
ing an approp
tions taken t
presented by
effect on the
the customer.

Personnel wit
tant source of
provement p
review the mq
customers.

omers and the service organization's
s is crucial to the quality of service per-
customer.

can influence this perception by creat-
riate image based on the reality of ac-
b meet customer needs. This image,
personnel at all levels, has a primary
service organization's relationship with

n direct customer contact are an impor-
information for the ongoing quality im-
ocess. Management should regularly
thods used for promoting contacts with

5.5.2 Communication with customers

Communicatid
them and k4
communicatiol
cluding intern
attention. Thd
mation on are
livery  proce
customers iny

— describing
timeliness

stating ho

n with customers involves listening\to
eping them informed. Difficulties in
n or interactions with customers, in-
bl customers, should be given prompt
se difficulties provide impeftant infor-
as for improvements ,in, the service de-
5s. Effective commdnication  with
olves:

the service, its-sCope, its availability and
of delivery;

v muehthe service will cost;

explaining

the)interrelationships between service,

A responsibility of marketing is to detérmine

mote the need and demand for a service. Us
proaches include surveys and._\interviews

collection of market information:

Ma

nagement should establish procedures f

ning and implementingmarket activities. E
associated with quality in marketing should in

the establishimént of customer needs ang
tations relevant to the service offered (4
sumer .tastes, grade of service and 1
expected, availability, unstated expectatio
ases>held by customers);

complementary services;

competitor activities and performances;
review of legislation (e.g. health, safety a
ronmental) and relevant national and inte

standards and codes;

analysis and review of customer requir

and pro-
eful ap-
for the

or plan-
[ements
clude:

expec-
.g. con-
eliability
hs or bi-

nd envi-
national

ements,

service data and contract information that has

been collected (relevant summaries of f{
lysed data should be communicated to th{
and service delivery personnel);

consultation with all affected service orgg
functions to confirm their commitment an
to meet service quality requirements;

ongoing research to examine changing

he ana-
e design

nization
d ability

market

needs, new technology and the impact of

compe-

delivery an
explaining

lems, and
arise;

ution they

d cost;

to customers the effect of any prob-
how they will be resolved, should they

ensuring that customers are aware of the contrib-

can make to service quality;

providing adequate and readily accessible facilities

for effective communication;

determinin

g the relationship between the service

offered and the real needs of the customer.

6.1

Tton,;

the application of quality control.

.2 Supplier obligations

Supplier obligations to customers may be expressed
in an explicit or implicit manner between the service
organization and its customers. Explicit supplier obli-
gations such as warranties should be adequately
documented. Prior to publication, the documented
obligations should be reviewed for consistency with:

related quality documentation;
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— supplier capability;
— relevant regulatory and legal requirements.

These obligations should be referenced in the service
brief (see 6.1.3). Effective liaison with customers is
especially important when supplier obligations are
formally defined.

6.1.3 Service brief

Once a decision has been made to offer a3 service the

ISO 9004-2:1991(E)

Design of the service specification, the service deliv-
ery specification and quality control specification are
interdependent and interact throughout the design
process. Flow charts are a useful method to depict
all activities, relationships and interdependences.

The principles of quality control should be applied to
the design process itself.

6.2.2 Design responsibilities

results [of the market research, analysis and the
agreed [supplier obligations should be incorporated
into a service brief. This brief defines the customers'
needs 4nd the related service organization's capabili-
ties as|a set of requirements and instructions that
form thg basis for the design of a service.

6.1.4 S$ervice management

Prior to| the development of a service, management
should fstablish procedures for planning, organizing
and implementing the launch of the service and,
where gpplicable, its eventual withdrawal.

Managdment responsibilities should include ensuring
that all|necessary resources, facilities and technical
supportk are available against the planned timescales
for each process contributing to the service launch.

Includedl in this planning should be a responsibility for
ensuring that service requirements and service ,déliv-
ery reghirements each contain explicit provision” for
safety Bpspects, potential liabilities and appropriate
means fo minimize risks to personnel, customers and
the envjronment.

6.1.5 Quality in advertising

Any adpertisement of a service should reflect the
service [ specification and.“take account of the cus-
tomers'| perception of the-quality of service provided.
The magrketing functionvshould recognize the liability
risks anf financial ifpplications of offering exaggerated
or unsupstantiatéd)claims for a service.

6.2 Dlesign process

Management should assign responsibilities for service
design and ensure that all those who)cgntribute to the
design are aware of their responsipilities for achieving
service quality. The prevention,of senjice defects at
this stage is less costly thanxcorrection|during service
delivery.

Design responsibilities should include:

— planning, preparation, validation, mgintenance and
control of the service specification (see 6.2.3), the
service@elivery specification (see p.2.4) and the
quality~control specification (see 6.2]5);

—specifying products and services tp be procured
for the service delivery process (seg 6.2.4.3);

— implementing design reviews for gach phase of
the service design (see 6.2.6);

— validating that the service delivery grocess, as im-
plemented, meets the service brief requirements
(see 6.2.7);

— updating the service specification, the service de-
livery specification and the quality ¢ontrol specifi-
cation in response to feedback or [other external
stimuli, when necessary (see 6.2.8)

During design of the service specificatipn, the service
delivery specification and the quality ¢ontrol specifi-
cation, it is important to:

— plan for variations in the service derpand;

— carry out an analysis to anticipate [the effects of
possible systematic and random faflures and also

6.2.1 General

The process of designing a service involves convert-
ing the service brief (see 6.1.3) into specifications for
both the service and its delivery and control, while
reflecting the organization's options (i.e. aims, policies
and costs).

The service specification defines the service to be
provided, whereas the service delivery specification
defines the means and methods used to deliver the
service. The quality control specification defines the
procedures for evaluating and controlling the service
and service delivery characteristics.

SETViCe failure aspects peyond the supplier's con-
trol;

— develop contingency plans for the service.

6.2.3 Service specification

The service specification should contain a complete
and precise statement of the service to be provided,
including:

— a clear description of the service characteristics
subject to customer evaluation (see 3.4);
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— a standard
acteristic.

of acceptability for each service char-

6.2.4 Service delivery specification

6.2.4.1

The service d

General

elivery specification should contain ser-

6.2.4.3 Quality in procurement

Purchased products and services may be critical to
the quality, cost, efficiency and safety of the services
supplied by a service organization. Procurement of
products and services should be given the same level
of planning, control and verification as the other
internal activities. The service organization should es-
tablish a working relationship with sub-contractors,
including feedback. In this way a programme of con-
tinuing quality improvements can be supported and

vice delivery
be used in thd

— a clear de
teristics th
(see 4.1);

— a standard
characteris

— resource
quantity of

brocedures describing the methods to
service delivery process, including:

cription of the service delivery charac-
at directly affect service performance
of acceptability for each service delivery
tic;

requirements detailing the type and
equipment and facilities necessary to

fulfil the sgrvice specification;

— number an

— reliance on
and servics

d skills of personnel required;

sub-contractors for purchased products
ES.

The service dg¢livery specification should take account

of the aims,
organization,
mental or othg

6.2.4.2 Serv

Design of thg
be achieved b
work phases

activities invo
should be giv
work phases.
services are:

— providing

bolicies and capabilities of the service
hs well as any health, safety, environt
er legal requirements.

ce delivery procedures

service delivery process may usefully
v sub-dividing the pfecess into separate
supported by pro€edures describing the
ved at each pRhase. Particular attention
en to the interfaces between separate
Examples\6f work phases involved in

nformation about services offered to

customers

quatity aisSputes avoided or setttedquickiy:

Procurement requirements should include“ag a mini-
mum:

— purchase orders, whether set'out as desgriptions
or specifications;

— selection of qualified-sub-contractors;

— agreement on quality requirements and quality as-
surance requirements;

— agreement{on quality assurance and vefification
methods;

— prevision for settlement of quality disputes;

==lincoming product and service controls;
— incoming product and service quality recoids.

In selecting a sub-contractor, the service organization
should consider:

— on-site assessment and evaluation of the sub-
contractor's capability and/or quality syqtem el-
ements needed for quality assurance;

— evaluation of sub-contractor's samples;

— past history with the selected sub-contragtor and
similar sub-contractors;

— test results of similar sub-contractors;

— experience of other users.

— taking the

order;

— establishing provisions for the service and deliver-
ing the service;

— billing and collecting charges for the service.

Detailed flow charts of the service delivery process
can assist in this sub-division.

NOTE 15 The content, appropriate order and complete-
ness of work phases may vary according to the type of
service involved.

10

NOTE 16 It is recommended that ISO 9001, ISO 9002 or
ISO 9003, as appropriate, be used when purchasing prod-
ucts or services.

6.2.4.4 Supplier-provided equipment to
customers for service and service delivery

The service organization should ensure that when
equipment is provided for use by a customer, this
equipment is suitable for its purpose, and that written
instructions are given, as required, for its use.
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6.2.4.5 Service identification and traceability

Where appropriate, the service organization should
identify and record the source of any product or ser-
vice that forms part of the service provided, including
personal responsibility for verification and for other
service actions throughout the service delivery proc-
ess to ensure traceability in cases of nonconformity,
customer complaint and liability.

ISO 9004-2:1991(E)

d) The effective deployment of staff and materials
would ensure that the service characteristic of
timeliness was maintained within its specified
limits.

6.2.6 Design review
At the conclusion of each phase of the design of a

service, a formal documented review of the design
results should be carried out against the service brief.

6.2.4.6 J_Hand.l.i.ng,smrage,_packagi.ng,_del.iuery
and prgtection of customers' possessions

The sefvice organization should establish effective
controld for the handling, storage, packaging, delivery
and protection of customers' possessions which the
service |organization is responsible for, or comes into
contact|with, during the delivery of the service.

6.2.5 Quality control specification

Quality [control should be designed as an integral part
of the gervice processes: marketing, design and ser-
vice delivery. The specification developed for quality
control [should enable the effective control of each
service [process to ensure that the service consist-
ently sqtisfies the service specification and the cus-
tomer.

The degign of quality control involves:

— identifying the key activities in each process:which
havg a significant influence on the speeified ser-
vice

— analysing the key activities to select those charac-
terisftics whose measurement and control will en-
sure| service quality;

— defining methods for\évaluating the selected
charpcteristics;

— estaplishing the\means to influence or control the
charpcteristieswvithin specified limits.

The application of quality control principles to the
service [delivery process is illustrated in the restaurant

The design work at the end of each pH
reviewed so that it is consistent with,
the requirements of:

— items in the service specification
customer needs and_satisfaction;

— items in the senvice“delivery specif
ing to the service-requirements;

— items in th@&)yquality control specifica
to the _cantrol of service processes.

Participants at each design review 4
representatives of all the functions af
quality appropriate to the phase being
de'sign review should identify and anti
areas and inadequacies and initiate act
that:

— the complete service specification 3
livery specification meet customer T

— the quality control specification ig
provide accurate information about
service delivered.

6.2.7 Validation of the service, serv
and quality control specifications

New and modified services and their s
processes should undergo validation t
they are fully developed and that the
the needs of customers under antici
verse conditions. Validation should

ase should be
nd can satisfy

pertaining to

cation pertain-

tion pertaining

hould include
ecting service
reviewed. The
ipate problem
ons to ensure

nd service de-
equirements;

adequate to
the quality of

ce delivery

ervice delivery
o0 ensure that
service meets
bated and ad-

be defined,

planned and completed prior to servic

tion. The results should be documented.

b implementa-

service example shown below.

a) A key activity to be identified in a restaurant ser-
vice would be the preparation of a meal and its
effect on the timeliness of the meal being served
to a customer.

b) A characteristic of the activity requiring measure-
ment would be the time taken to prepare the in-
gredients for a meal.

c) A method for evaluating the characteristic would
be sample checks of the time taken to prepare and
serve a meal.

Prior to the initial delivery of a service, the following

should be reviewed to confirm:

— the service is consistent with customer require-

ments;

— the service delivery process is complete;

— resources are available to meet the service obli-
gations, particularly materials and personnel;

— that applicable codes of practice,

standards,

drawings and specifications are satisfied;

1
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— information to customers in the use of the service
is available.

Periodic revalidation should be performed to ensure
that the service continues to meet the needs of the
customer and conforms to the service specification,
and to identify potential improvements in the pro-
vision and control of the service.

Revalidation should be a planned and documented
activity, and should include considerations of actual
field experience, impact of modifications in the ser-

— monitoring that the service specification is met;

— adjusting the process when deviations occur.

6.3.2 Supplier's assessment of service quality

Quality control should form an integral part of the op-
eration of the service delivery process. This includes:

vice and pro
adequacy of
proposed Mogq

6.2.8 Desigr

The service

cation and qu
reference dod
be changed w

The objective
and manage
dures, after t
orized and im

esses, impact of personnel changes,
procedures, instructions, guides and
ifications.

change control

specification, service delivery specifi-
blity control specification are the basic
uments for the service and should not
ithout due cause and consideration.

of design change control is to document
changes in requirements and proce-
e initial specifications have been auth-
plemented. This control should ensure

= 1TTITICTdAdSUITTITITI It dl I\JI \VAvil |f|\,ot|U| I Uf thU :\Cy
activities to avoid undesirable trends apd'c
dissatisfaction;

— self inspection by service delivery personn

integral part of the process megasurements;

— a final supplier assessment at the interfg
the customer to provide)a supplier persps
the quality of service™delivered.

process
Lstomer

el as an

r

ce with
ctive of

6.3.3 Customer's assessment of service quality

Customenrassessment is the ultimate measur

e of the

that:

— the need |for change is identified, verified and
submitted [for analysis and redesign of the portion
of the senice affected,;

— changes tq the specifications are properly planned,
documentg¢d, approved, implemented and \re-
corded,

— representaftives of all functions affegted by a
change pdrticipate in its determination and ap-
prove the ¢hange;

— the impac}s of changes aré-¢valuated to ensure
they prodyce the expectéd)result and do not de-
grade the quality of service;

— customers|are infarmed when design changes will
affect servjce characteristics and performance.

qualityof a service. Customer reaction may be im-
mediate, or it may be delayed and retrospective. Of-
ten“subjective evaluation will be the sole fagtor in a
customer's assessment of the service provided. Cus-
tomers seldom volunteer their assessment of service
quality to the service organization. Dissatisfled cus-
tomers often cease to use or purchase pervices
without giving notice that would permit corregtive ac-
tion to be taken. Reliance on customer compjaints as
a measure of customer satisfaction can lead| to mis-
leading conclusions.

NOTE 17  Customer satisfaction should be cpnsistent
with the professional standards and ethics of th¢ service
organization.

Service organizations should institute an ongoing as-
sessment and measurement of customer satigfaction.
These assessments should seek positive as|well as
negative reactions and their likely effect on future
business.

6.3 Service delivery process

6.3.1 General

Management should assign specific responsibilities to
all personnel implementing the service delivery proc-
ess, including supplier assessment and customer as-
sessment.

The provision of a service to customers entails:

— adherence to the prescribed service delivery
specification;

12

The evaluation of customer satisfaction should focus
on the extent to which the service brief, specifications
and the service delivery process meet the customer
needs. A service organization often thinks that it is
supplying a good service but the customer may not
agree, indicating inadequate specifications, processes
or measures.

A comparison should be made of the customer's as-
sessment with the supplier's own perception and as-
sessment of the service provided to evaluate the
compatibility of the two quality measures and any
need for appropriate action for service quality im-
provement.
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6.3.4 Service status

The status of the work done at each phase of the
service delivery process should be recorded to ident-
ify the achievement of the service specification and
customer satisfaction.

6.3.5 Corrective action for nonconforming
services

ISO 9004-2:1991(E)

6.4 Service performance analysis and
improvement

6.4.1 General

A continual evaluation of the operation of the service
processes should be practised to identify and actively
pursue opportunities for service quality improvement.
To implement such evaluations, management should
establish and maintain an information system for the

6.3.5.1 | Responsibilities

Identifigation and reporting of nonconforming services
is the duty and responsibility of each individual in the
service [organization. Every effort should be made to
identify|potential service nonconformities before cus-
tomers fare affected. Responsibilities and authority for
correctiye action should be defined in the quality sys-
tem.

6.3.5.2 | Identification of nonconformity and
correctjve action

When g4 nonconformity is detected, action should be
taken tp record, analyse and correct it. Frequently
there wfill be two stages of corrective action: first, an
immedipte positive action to satisfy the needs of the
customegr; second, an evaluation of the root cause,of
the ngnconformity to determine any negessary
longer-term corrective action to prevent reCurrence
of the droblem.

Longerterm corrective action should\be appropriate
to the magnitude and effect of the)problem. When
implemgnted, the corrective actions should be moni-
tored tq ensure they are effective.

6.3.6 Measurement'system control

Procedures should be established to monitor and
maintain thetsystem used for service measurement.
The contrdls, include personnel skills, measurement
procedyres’ and any analytical models or software

collection and dissemination of data,fr
sources. Management should assign
for the information system and forJser
provement.

6.4.2 Data collection’and analysis

Data will be avaijlable from measures
operation by means of:

— supplierassessment (including quali

— customer assessment (including
action, customer complaints, requel
information);

— quality audits.

Analysis of these data will measure a
service requirements and indicate op
improving service quality and the effes
efficiency of the service provided.

To be effective and efficient, data
analysis need to be purposeful, d
planned operations, not left to chanc
haphazardly.

The identification of systematic errors, t
prevention should be a fundamental
analysis. The root cause of error is not g
but should be pursued. This includes th
human error, which is seldom prompte
manner, more often there is an underly
often errors attributed to personnel or
tually arise from flaws in the service op

m all relevant
esponsibilities
ice quality im-

of the service

ty control);

customer re-
sted feedback

chievement of
bortunities for
ctiveness and

collection and
sciplined and
e or operated

heir cause and

aim of data
Iways obvious
e potential for
d in a random
ng cause. Too
customers ac-
eration related

used for measuring and testing. All measuring and
testing, including customer satisfaction surveys and
questionnaires, need to be tested for validity and re-
liability. The use, calibration and maintenance of all
measuring and test equipment used in providing or
assessing services should be controlled to provide
confidence in decisions or actions based on
measurement data. Measurement error should be
compared with requirements and appropriate action
taken when precision and/or bias requirements are
not achieved.

NOTE 18 See ISO 10012-1 for guidance on quality as-
surance requirements for measuring equipment.

+ | Daration vt iaado
O COTTPTCA— 0P CTatoOTTS— O to— nautyqua

e procedures,

environment, working conditions, training, instructions

or resources.

6.4.3 Statistical methods

Modern statistical methods can assist in most aspects
of data collection and application, whether it be to
gain a better understanding of customer needs, in
process control, capability study, forecasting, or
measurement of quality to assist in making decisions.

13
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6.4.4 Service quality improvement

There should

be a programme for continuously im-

proving the service quality and the effectiveness and
efficiency of the complete service operation, including
an effort to identify:

— the charac

teristic which if improved would most

benefit the customer and the service organization;

— any changi
the grade

ng market needs that are likely to affect

f conionta bha e~ A~
oe ovrocoT

The activities of service quality improvement should
address the need for both short-term and longer-term

improvement and include:

— identifying relevant data for collection;

— data analysis and giving priority to those activities

having the greatest adverse impact on
quality;

service

— feedback of results of the analysis to operational

ediate

— any deviat]
due to ing
controls;

— opportuniti
and impro
requires s
guantitativ

T—oCTVvVICTT

ons from the specified service quality
ffective or insufficient quality system

es for reducing cost while maintaining
ing the service quality provided. (This
ystematic methods for estimating the
b costs and benefits.)

service improvement;

— reporting periodically to senior managemse
management review of long-term)| guality i
ment recommendations (see-5,2.5).

Members from different parfs\of the service
ation working together nmyay be able to offe
ideas that could be dire¢ted towards improvin
and reducing cost. Management should en
personnel at all leyelsito contribute to progran
quality improvemgnt, with recognition for thg
and participation.

nt for a
mprove-

organiz-
- fruitful
h quality
courage
mes for
ir effort
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Annex A
(informative)

Examples to which this part of ISO 9004 may be applied

Hospitality services

Financial

04-2:1991(E)

Catering
vision, |

j, hotels, tourism, entertainment, radio, tele-
Bisure.

Commuinications

Airportd
commu

and airlines, road, rail and sea transport, tele-
hications, postal, data.

Health [services

Medica
laboratd

Mainte

Electric

staff/doctors, hospitals, ambulances, medical
ries, dentists, opticians.

hance

hl, mechanical, vehicles, heating systems, air

conditigning, buildings, computers.

Utilities

Cleansing, waste management, water supply;
groundg maintenance, electricity, gas and engrgy
supply, [fire, police, public services.

Trading

Wholesple, retail, stockist, distributor, marketing,
packagipg.

Banking, insurance, pensions, propert
counting.

Professional

Building design (architects), surveyin
enforcement, security,yengineering, pr
ment, quality managenient, consultanc
education.

Administration
Personnel,\computing, office services.
Technical

Consultancy, photography, test laboratg
Purchasing

Contracting, inventory management an
Scientific

Research, development, studies, decisi

NOTE 19  Manufacturing companies also
services in their marketing, delivery system
activities.

services, ac-

g, legal, law

pject manage-
, training and

ries.

il distribution.

on aids.

provide internal
5 and after-sales
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