The main achievement of Jyske Bank was their ability to improve
quality service and to deliver a service matching perfectly customers’
expectations.

The gap model of service quality, developed by V.A Zeithmal, A.
Parasuraman and L.L Berry, in Delivering Quality Service: Balancing
Customer Perceptions and Expectations, will help us to understand how
Jyske Bank managed to close the gap between customers’ expectations
and perceptions (the customer gap).
Briefly, the gap model states that an organization will improve its
quality service and its services marketing (closing the customer gap)
by closing the four provider gaps, which are:

1) Not knowing what customer expect
2) Not selecting the right service quality designs and standards
3) Not delivering to service designs and standards
4) Not matching performance to promise

Jyske Bank managed to close the first gap thanks to a good marketing
research orientation. They conducted surveys to detect customers’
expectations. Thus they highlighted that customers’ expectations had
changed: factors like price, product or location had become “basics”
for customers, who focused more on differentiating factors like
bankers’ behavior and interest toward customers.

Jyske Bank also implemented a good upward communication. Thanks to
their re-organization of the structure (dissolution of headquarters),
which leaded to less layers between top management and front-line
employees, and thanks to a good intern communication between managers
and contact employees, customers’ expectations were transmitted easily
and quickly trough the firm.

Finally, the firm developed an effective relationship focus. They
first decided to specialized only on two customer segments, Danish
Families and Small-to-medium-sized companies, and to focus only on
people sharing the Jyske Bank values. This strategy made it easier to
understand customers’ expectations and to build long term relationship
with them. Jyske Bank’s purpose is not to attract more and more
customers, but rather to build long term and profitable relationships
with them.
Jyske Bank closed the gap 2 by implemented solutions allowing
transforming the identified expectations into service characteristics.

At Jyske Bank, services are design according their values. As their
customers are “selected” and share these values, services are likely
to match customers’ expectations.
A new IT system was also developed to help employees determine
customers’ needs, and to find the better solution. All this allowed
Jyske Bank to provide a good service design.

Some solutions where implemented to help materialize provided
services, like the development of tangibles factors like new branch
design, or the new system of desk allowing customers’ to participate
in the process.

Finally, by empowering employees and by decentralizing the structure,
they managed to shorten processes (from 3 weeks to 10 days for a
loan), meeting then customers’ expectations.

In order to close the gap 3, Jyske Bank implemented a human resource
policy and processes allowing delivering services with the good
standards and design.
Jyske Bank was very selective in its recruitment process. They
systematically looked for people matching with the firm’s values, and
who would be likely to enjoy working in this firm. Then they gave them
training and good support system, to help them delivering good quality
services, and empowered them, in order to increase their motivation
and their interest in their work.

Thanks to an efficient internal communication, trough spot “TV”
highlighted Jyske Bank values, discussion meetings between managers
and front-line employees, special events like “Battle at Vejle” in
which top management tested their employee motivation and interest in
the firm, Jyske Bank ensured that their processes would be respected,
and services delivered with good standards and design.

The Gap 4 illustrates the difference between service delivery and the
service provider’s external communication. It states that customers’
expectations can increase because of the promises made by the firm.

At Jyske Bank, service marketing is all about promises made and
promises kept: projecting a brand image of qualitative service
provider, customers' experience must be memorable and as satisfactory
as expected. All is made to allow the front-line service to meet
customers’ expectations at the ‘moment of truth”.

M.J. Bitner’s Service Triangle model (1995) can help us understand how
Jyske Bank managed to make, keep and enable promises.

As we saw before, Jyske Bank made some tangibles changes to improve
external marketing like the creation of welcoming coffee centers or
the "egalitarian" desks that put customer and banker on the same
ground. Moreover, it is worth to note that Jyske's promises are
expressed clearly in Jyske core values, values that customers share,
and that they chose to make little advertising but relying on
word-of-mouth, which avoids the risk of over-promising.

Then, to have consumers satisfied, employees must deliver and keep
those promises through interactive marketing.

Jyske Bank made some intangibles changes enabling to have an efficient
internal marketing (staff training to use IT Systems efficiently, to
detects customers’ needs, empowerment of employees, better horizontal
communication within the firm…) in order to have their employees being
able to deliver promises at their full potential. All these tangible
and intangible changes helped Jyske Bank implemented an optimal
interactive marketing, i.e an optimal moment of truth.

Figures show the success of Jyske Bank new strategy. In 2001, it
registered a satisfy and very satisfy consumers rate of 94%, and only
3% of dissatisfied and very dissatisfied consumers rate. In the 2002
survey about Bank Image, Jyske Bank obtained the optimal note to each
variable (Total image, Willingness to take risk, Service and customer
treatment…)

This successful strategy led to a growing number of customers. However
we argue that Jyske Bank customer-oriented model will be sustainable
while its size remains reasonable and while the number of customers
per banker remains as now, in order to provide the same quality
service relationship. We believe that Jyske Bank problem was a lack of
long term vision when they implemented their new strategy.

-------------------------------------------------
The service-profit-chain invented by Heskett, Jones, Loveman, Sasser
and Schlesinger (1994), showing the relationship between employee
satisfaction, customer satisfaction, loyalty and profits, can help us
detect the future potential problems related to a growing volume of
customers.   According to this model, the links in the
service-profit-chain are as follows: Customer loyalty drives
profitability and growth. Customer loyalty is stimulated by customer
satisfaction which is affected by the external service value.   The
external service value is driving by employee retention and employee
productivity which are a direct result of employee satisfaction. The
internal service quality affects employee satisfaction.
-------------------------------------------------
The majority of the employees enjoy working for Jyske Bank and we
register a high level of commitment. Some of them are willing to
accept a lower income in comparison with some competitors, and 80% of
them are willing to come on a Saturday for having a discussion about
the values of the company, although they were not paid for that
specific day.
Yet, the growing number of customers could reverse this trend, by
depreciating internal service quality.   It could mean more customers
per bankers to deal with, and so less time to provide good quality
services, longer working time, less flexibility…It would finally lead
to a lower employee satisfaction, breaking the profit-value-chain.
-------------------------------------------------
The profit chain could also break at the customer satisfaction level.
Less time for bankers to devote to customers could lead to lower
comprehension of their needs, to delivered services which don’t
exactly match with their expectations, to lower the customer felling
of having a privileged relationship with its banker…and it will
finally alter consumer satisfaction, leading to less consumer loyalty,
and so breaking the profit-value chain.
-------------------------------------------------
In order to help Jyske Bank keeping its level of customer
expectations, we developed some recommendations which will allow it to
maintain its level of quality service relationship, to preserve and
develop competitive advantages, and to ensure a good level of customer
knowledge.
