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Preface

My first exposure to the service business came in the early days of
television. I was working for a small appliance dealer as a repairman
(we weren't called technicians in those days).

Since there were several of us working in the shop, someone had to
be designated as the “boss.” I remember him now only as Mr. Mes-
senger. He was the eldest of us—more important, he knew how to fix
those new television sets.

Mr. Messenger knew little and probably cared less about the profes-
sional management techniques discussed in this book. In looking back,
though, I am reminded that I was not at all offended by his lack of
credentials, since I knew nothing about such things either. What I do
remember, despite the passage of all those years, is that I did not like
having Mr. Messenger for a boss.

None of this is intended to fault my erstwhile colleague. Back in
those days, the concept of service management had hardly progressed
beyond its embryonic stage. Indeed, business management itself, in
the professional sense that we think of it today, was still in its formative
stages. As far as I know, Peter Drucker had yet to publish his first
words on the subject.

A great deal has happened to me and to the service industry in the
intervening years. Both, I like to feel, have matured considerably.

While there is still a tendency in some quarters to promote service
managers on the basis of their technical skill rather than on their
business and management potential, the practice is at last losing
ground. We can expect this trend to accelerate as more and more
industry leaders come to realize that service management is an ex-
acting discipline, at least as demanding as other forms of general busi-
ness management.
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Working one’s way up through the ranks has been, and I hope will
always be, a perfectly acceptable path to service-management re-
sponsibility. However, as the industry grows even more sophisticated,
the choice of candidates must inevitably reflect the fact that manage-
ment potential, not technical skill, provides the surest foundation
for success. Whether you are a practicing service manager, an
owner/manager of some form of service business, or a technician trying
to gain the management skills that will enable you to improve your lot,
I believe that this book can help you.

Professional Service Management is a book neither on the abstract
concepts of product service nor on the relationships among the manu-
facturing, marketing, and servicing arms of our distribution systems.
These themes have been adequately explored in any number of schol-
arly works—and this certainly isn’t a book on how to repair things.
Instead, this book has been written specifically for the manager who
must deal with the immediate and practical problems inherent in
every type of service operation—how to run the business; how to
satisfy the customer; how to make a profit.

Whether your business is involved in repairing airplanes, type-
writers, or anything in between, the techniques discussed in these
pages will help you do your job more effectively. If I have done my job
well, you will find the book you are holding to be a permanent refer-
ence of the sort that will stimulate new thoughts and ideas each time
you review it.

If you happen to be the type of person who insists on getting to the
bottom line with dispatch, you may find yourself skimming through
the first three chapters. Whether you choose to read them first, or
come back to them later, I urge you to give them a fair share of your
time. They provide what I feel is the kind of bedrock foundation that
will add meaning and substance not only to the rest of the book but to
the balance of your career as well.

The title of this book is no accident. By any set of parameters that
one may choose, service management has earned the right to be re-
garded as a true profession. It is my hope that Professional Service
Management will make some positive contribution toward the further-
ing of that premise.

William Joseph
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Chapter 1

How It All Began

The electric light bulb, the printing press, and Burt Reynolds all share
one important thing in common: the precise times and places of their
births have been clearly established.

Not so with the service industry.

In the earliest days of our civilization, the producer and the con-
sumer were one and the same. If one of our forefathers was in need
of a plow, he was expected to make it himself. Having done so, he
most probably would not have been inclined to look to someone else
for help when the plow fell into a state of disrepair.

At some point, of course, the first chap with more natural talent for
fixing things than for making them came on the scene. Although
history does not afford us a view of the event, we can assume that a
market for his services slowly, and perhaps grudgingly, took shape.

It remained, however, for the industrial revolution to generate a
clear distinction between those who produced goods and those for
whom the goods were produced. When the American worker moved
off the farm and into the factory, the groundwork for today’s service
industry was laid.

Of course, old habits are not readily dismissed. In recognition of
this, much of the early output of our factories was designed to accom-

1



2 CHAPTER 1

modate the American penchant for doing it yourself. Early farm ma-
chinery, for example, often came complete with tool kit, maintenance
instructions, and the implicit understanding that malfunctions would
require a considerable amount of tender loving care on the part of the
owner. There were few, if any, service facilities in the bigger cities,
much less in the rural areas.

However, advancing technology and an increasingly sophisticated
system for bringing manufactured goods to the ultimate consumer
served to strengthen the need for an industry designed to keep our
assembly line society in good working order.

In 1887, when Richard W. Sears placed the classified ad that re-
sulted in the hiring of Alvah C. Roebuck, he was looking for someone
capable of repairing the malfunctioning pocket watches being re-
turned by some customers. In doing so, Sears was responding to his
perception that, to be successful, a merchant selling mechanical goods
would need the support of a behind-the-scenes service organization.

In 1908, when William Crapo Durant merged the Buick and Olds-
mobile motor car companies to form the colossus General Motors
Corporation, the automobile industry had already begun to piece
together the highly specialized service network without which our
so-called mobile society would not have been possible.

Although the precise moment of its birth was not recorded in any
ledger, the service industry had indeed been born.

EARLY GROWTH IN THE SERVICE
INDUSTRY

By 1950, the annual cost of services in the United States was $88.2
billion, or about $583 per person. By 1970, the cost of the same
services had grown to more than $424.6 billion, slightly more than
$2090 for every man, woman, and child in the country. Inflation
notwithstanding, the providing of services in America had become a
gigantic industry.

In recent years, the market for services has been expanding even
more rapidly. In 1975, a much-predicted milestone was reached. In
that year, services became the largest item in the gross national
product (GNP). For the first time in our history, more money was
spent for services than for the purchase of tangible goods. By 1978,
services accounted for nearly 46% of the entire gross national product.

To be sure, the government’s description of services is broad,
including not only the kinds of repair services that involve the
professional service manager but also such diverse activities as dry
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cleaning, medical and dental services, house painting, etc. You get
the idea: any business transaction that results in the exchange of a
service instead of tangible goods is included in the government’s
statistical analysis of “services.” Despite the breadth of the category,
however, the repair segment alone constitutes a multibillion dollar
industry, one of the largest in American business. It is the world of
today’s professional service manager.

The Department of Transportation estimates that automotive
repairs and maintenance alone amounted to $50 billion in 1978. This
is a tidy sum when you consider that it is nearly one-half the amount
spent for the purchase of new cars a year earlier.

THE SERVICE BUSINESS TODAY

The American economy, then, can be seen as having experienced
three different phases. In the beginning, we were an almost totally
agrarian society, with the bulk of our population living or working on
farms. When the so-called industrial revolution came along, tangible
goods were manufactured at a furious pace with an abundance of
cheap labor and many of the workers were happy to leave the farm
behind. Recent statistics indicate clearly that we are being ushered
into the third phase of our economy—a service-oriented society. A
summary of these statistics is presented in Table 1.1.

TABLE 1.1 Services as a Percentage of Gross National Product

Total GNP, Services, Services,

billions of dollars billions of dollars % of total GNP
1950 282.6 88.2 30.8
1955 399.3 135.3 33.9
1960 506.0 193.2 38.2
1965 688.1 272.7 39.6
1970 982.4 424.6 43.2
1975 1528.8 699.2 45.7
1976 1706.5 782.0 45.8
1979 2368.8 1085.1 45.8

Source: Statistical Abstract of the United States, 1980.
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The principal force behind the current evolutionary process is a
relatively simple one: appliances; automobiles; scientific, medical,
and office equipment; and other durable goods being sold today are
expensive and complicated. When these goods break down, the user
expects them to be repaired promptly and properly. Providing that
service is a big and a costly business.

More important to today’s businessperson than the cost of service,
though, is the cost of no service—or poor service.

TODAY’S CONSUMER

Along with more sophisticated technology and manufacturing
techniques, we have also been quite successful in developing an
infinitely more perceptive and demanding consumer. And woe to the
producers or sellers of consumer or industrial goods who are
insensitive to the demands of their customers or to the role played by
service in the modern merchandising equation.

THE EFFECTS OF CHANGING
TECHNOLOGY

With few exceptions, the merchandise sold during the early years of
our industrial development was a tinkerer’s dream. Even the early
automobiles were designed with consideration for the do-it-yourself
owner. In fact, the buyers of that ubiquitous Model T Ford had to be
well-prepared to tinker, or else their travels were likely to be limited
and distressingly intermittent. The first mechanical household appli-
ances, such as washing machines, were also constructed in a basic and
simple manner conducive to easy repairs.

Then a funny thing happened on the way to the market place.
American ingenuity combined with the pressures of free competition
resulted in increasingly fancy gadgets designed to catch the imag-
ination of the emerging consumer.

Basic wringer washers became semiautomatic and then fully auto-
matic washing machines. Auto gear boxes became transmissions and
then automatic transmissions. Mechanical phonographs became elec-
tronic radios. Ice boxes became refrigerators, and coal furnaces in the
cellar became thermostatically controlled heating/cooling systems in
the basement.

The handymen-tinkerers viewed this transition first with apprehen-
sion and then with outright panic. They had become an endangered
species, destined to be replaced by an army of trained mechanics and
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service technicians. Even within the industry itself, the subtle impli-
cations involved could be felt. Those who had started their careers as
“repairmen” or “servicemen” found they had become “service tech-
nicians.”

Finally, with the close of World War II, a furious burst of tech-
nological creativity dealt the remaining die-hard handymen a mortal
blow. Color television, electronic garage-door openers, microwave
ovens, central air conditioners, ad infinitum—all conspired to ensure
that the service technician and the service manager would become
almost as familiar as members of the family in most American homes.

While all this was going on, such fields as business and medicine
were being advanced through the development of complex scientific
equipment. In 1950, a few years after the close of World War II,
tangible goods were being produced at such a prodigious rate that
services accounted for only about 31% of the gross national product,
a modern low. From that point on, the need for services has resulted
in a steadily increasing percentage.

Much of the postwar appliance boom was aimed directly at im-
proving the lot of the beleaguered homemaker. Chores that had pre-
viously been hard manual labor—such as the family wash—were re-
duced to not much more than an annoyance. Dishwashers proved to
be the first guaranteed cure for dishpan hands; ovens became self-
cleaning; refrigerators became self-defrosting.

Of course, Dad wasn’t overlooked by the purveyors of the new
leisure lifestyle. He saw himself demeaned on the situation comedies
that were beginning to appear with frightening regularity on the new
TV screen in the den, but he was able to benefit from a stream of
gadgets that were being developed especially to make his life easier.
There were dehumidifiers to keep the workshop dry during the damp
summer months, humidifiers to put the dampness back in during the
dry winter months, and a garage door that could be opened by a push
button from inside the car. To make driving an even more pleasurable
experience, such amenities as power steering, power brakes, thermo-
statically controlled heating/cooling systems, and electrically operated
windows and doors were developed.

SERVICE COMES INTO ITS OWN

Unfortunately, some early fulfillments of the American dream were
destined to end on a sour note. Too often, the sellers of some of these
first-generation modern miracles were ill-prepared to answer the call
when their products failed to perform satisfactorily. Probably the most



