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Abstract  
This thesis project is aimed to investigate how gaps in the form of mistakes and flaws can be 
identified and minimized during customer service interactions. The Service Concept model by 
Goldstein et al. (2002) is used to create strategic alignment and to minimize the gap between 
customers’ needs and the company’s intentions of the delivered service. Also, Watkinson’s (2013) 
principles on how to create satisfied customers and enhancing the customer experience is used as 
well as Chien et al. (2002) framework for customer satisfaction. The GAPS Model by 
Parasuraman et. al. (2004) is also used to identify service quality gaps.  

The study is designed following the case study methodology. Data was collected through a 
qualitative means, interviewing a mix of employees at three levels (back-office, front-end and 
managers) at the service department at company Services1.    

Major findings were that customer expectations, quality and objectives, alignment of service 
strategy and execution, communication, relationships, customer satisfaction knowledge, 
motivation and engagement, and sharing customer feedback of the customer service were not 
unified and clear for all the levels. There are mismatches in the previous topics at Services1 that 
influence performance in customer satisfaction.  
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1 Introduction 

1.1 Previous work in the subject 
Service quality was a main concern during the 1980s and as opposed to product quality that could 
be described and measured, service quality was intangible and harder to define. Consequently, 
firms could find it hard to measure and understand how consumers perceived the provided 
service, which made it difficult for the firm to evaluate its service quality. Services are also 
heterogeneous, meaning they vary from customer to customer and from day to day. Thus, 
consistency in service delivery, that is uniform behaviour from service personnel and hence 
uniform quality, is difficult to achieve. Finally, because service delivery cannot be manufactured 
and includes interaction with consumers, it is difficult for a firm to have managerial control over 
its quality, especially when consumers input can affect service performance (Parasuraman et al., 
1985).  

Parasuraman et al. (1985) provided a definition of service quality as a measure of how well the 
delivered service matches customer expectations on a consistent basis. In this aspect, customer’s 
perception of service quality is dependent on both customers’ prior expectations of what the 
outcome will and should be and the actual service that is delivered during the service encounter 
(Zeithaml et al., 1993).  

Parasuraman et al. (1985) developed a conceptual model of service quality. This model was a 
result of an extensive exploratory investigation that they performed in several recognized service 
firms were they performed in-depth interviews with focus groups consisting of executives and 
consumers. The model identifies the service quality gap (GAP 5) as perceived by the consumers, 
which in turn depends on four other gaps (GAP 1 to 4) related to the design, marketing and 
delivery of services (Parasuraman, 2004). 

Parasuraman et al. (1988) continued their research on service quality by developing a method for 
measuring service quality which resulted in the SERVEQUAL instrument in 1988. 
SERVEQUAL is a five-dimensional instrument used to assess/measure customer’s expectations 
and perceptions of service quality based on 22 attributes/statements related to the defined 
dimensions.  

The instrument consists of the following five dimensions (Parasuraman et al., 1988, pp. 23): 

 Tangibles – Physical facilities, equipment, and appearance of personnel 
 Reliability – Ability to perform the promised service dependently and accurately 
 Responsiveness – Willingness to help customers and provide prompt service  
 Assurance – Knowledge and courtesy of employees and their ability to inspire trust and 

confidence 
 Empathy – Caring, individualized attention the firm provides its customers 

Parasuraman et al. (Parasuraman, 2004) developed an extended version of the GAPS Model and 
studied further the four GAPS and the reason why they occur. The extended model can be seen 
in Figure 1. 
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Figure 1 Extended GAPS Model (Parasuraman, 2004) 

Parasuraman, Zeithaml and Berry continued their research journey on service quality and 
between the years 1990 and 1993 they developed a deeper and more detailed understanding of 
customer service expectations. The idea was that customers have a range, and not a single level, 
of expectations when it comes to service quality. This meant that there is a grey zone which they 
call Zone of Tolerance, as shown in Figure 2, which can vary from person to person. Within the 
tolerance zone, the customers’ perceptions are fulfilled and the customer will be satisfied. With 
this insight, the SERVEQUAL instrument were refined a couple of years later where two more 
measurements for service expectations were added, namely Desired and Adequate Service levels. 
So, each dimension in the SERVEQUAL instrument now had a zone of tolerance with a highest 
(desired) and lowest (adequate) level which made it possible to compare the perceived service 
level with in order to find service deficiencies (Parasuraman, 2004).  

 

Figure 2 Zone of Tolerance (Parasuraman, 2004) 

 

1.2 Background 
When providing services to customers, service firms depend on their frontline employees’ 
interaction with the customers. This interaction is exposed to many risks depending on several 
factors, including employee attitude and behaviour during the customer encounters (Hartline and 
Ferrell, 1996). Goodman talks about “People are the solution” (Goodman, 2009, p.169) meaning 
that a customer service function’s performance mainly depends on the people working with 
customer service related issues, which is why it is important for a firm to hire, equip, train and 
motivate people working in these functions.  
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In this sense, Goodman (2009) points out that frontline supervisors lack efforts in devoting time 
to develop staff and providing them with constructive critique as well as not embracing good 
performance as the biggest management flaw when it comes to customer service. Another flaw 
that Goodman points at is the bad linkage between incentives (which is the key to improved 
performance) and the right metrics or measurement of customer experience (Goodman, 2009). 
As a consequence, service firms are more likely to fail in their service delivery (Hartline and 
Ferrell, 1996). 

Due to the important role frontline employees have in service delivery and customer’s 
anticipation of service quality and satisfaction, the way frontline employees deal with service 
failures have been identified as an important strategic area in the service literature (Ashill et al., 
2008). 

1.3 Problem discussion 
When developing and implementing a strategy, there are gaps that are usually hardly identifiable 
by management to obtain a desired performance (Mankins and Steel, 2005). These gaps between 
strategy and performance get even harder to realize due to the way processes such as planning, 
resource allocation and performance tracking are performed by firms. This adds a significant 
complexity for managers to become aware of where these gaps come from due to value lost in 
the process of translating the company strategy to actionable performance plans (Mankins and 
Steel, 2005). 

Mankins and Steel (2005) state that many proposed plans are too ambitious and continuously fall 
short on performance. On the other hand, if the plans are realistic and the performance is not as 
expected, there are few early warnings signalling the problems. Additionally, the strategy-to-
performance-gap problem could become repetitive and mark a pattern that might take root in the 
organizational culture making it a norm to fall short of expectations. Managers become busy 
trying to cover performance pitfalls rather than taking the steps to ensure that commitments 
become reality since they are expecting failure. Consequently, organizations become slow, avoid 
performance commitments, or lose their capacity to perform.  

The “Principal – agent or Agency Problem” theory by Jensen and Meckling (1976), propose that 
organizations goal is to maximize shareholder value; however, management interests could differ 
from those of shareholders. This difference in interests leads to agency costs showing off in 
organization’s shortcomings. For instance, management interests might be inclined more towards 
revenue growth than profits due to remuneration of yearly bonus attached to a biased growth 
metric. Thus, management objectives differ from owners objectives (Keat et al., 2013).  
Additionally, customer relationship problems arise from the Agency problem due to management 
attention drifting away from the market customers, products, and services. By making 
management focus on shareholder value maximization, a conflict of interests comes up between 
customer satisfaction and profit maximization (Watkinson, 2012). Therefore, management is 
steered to act in accordance to a set of objectives that might suit the organization or shareholders 
looking to increase their returns and who punish those managers that underperform (Keat et al., 
2013). Consequently, customer relationships and customer’s experience quality might be 
undermined in turn. 
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Roberts and Alperts (2010, pp.201-202) conclude in their research that “95 per cent of executives 
believe that customer experience is the next competitive battleground” and “80 % of executives 
strongly agree customer strategies are more important than ever”. In spite of these positive 
numbers related to the strategic intent, there exist a broken link between a company’s strategic 
intent and its strategic execution, where “only 43.9 % believed that their companies deserve their 
customer’s loyalty” and “42.6 % said their companies’ products and services are NOT worth the 
price they charge”.   

1.3.1 Customer Satisfaction Indexes 
Best (2008), proposes that little or no customer focus undermine competitive position and 
customer satisfaction. In turn, low satisfaction translates as low customer loyalty and retention. 
Efforts to retain loyal customers are lower than to attract new customers to replace the lost ones 
(Best, 2008). In turn, managers are forced to produce profits and thus diminish their motivation 
to understand and provide customer satisfaction which translates into poor performance.  

There are existent customer satisfaction indexes that measure customer satisfaction comparing 
goods and services available to consumers in specified regions that help managers measuring 
their company’s position. Some examples of these indexes are the American Customer 
Satisfaction Index or ACSI, the European Customer Satisfaction Index or ECSI, the Swedish 
Customer Satisfaction Barometer or SCSB, the Deutsche Kunden-barometer or DK (Best, 2008; 
Fornell et al., 1996; Ciavolino and Dahlgaard, 2007). Indexes utilization research shows that 
businesses in the top satisfaction index produce significant higher levels of shareholder value 
than business in the bottom levels of the index (Best, 2012; Sun and Kim, 2013). Since customer 
satisfaction is considered a “forward-looking” marketing metric, it provides managers with 
excellent insight to take corrective actions when needed (Best, 2008).  

The ACSI is a customer-based measurement system used to evaluate and enhance the 
performance of companies, industries, economic sectors etc. It measures companies’ market 
offerings as a whole, in term of actual and expected quality of the products and services as 
experienced by the consumers. Here it is important to note that, based on present customer 
expectations, the firm’s served market will have forecasted expectations on how the company will 
satisfy its served market in the future. This forward-looking expectation is important because 
expected future quality is critical for overall customer satisfaction (Fornell et al., 1996; Fornell et 
al., 1994). Although, one should note that increasing customer expectation through 
overpromising will decrease satisfaction in the short run, while increasing customer expectations 
through improving quality will increase satisfaction in the long run (Fornell et al., 1994).    

The ACSI model measures variables such as Overall expectation of quality, Expectations on 
customization related to customer’s requirements, overall evaluation of quality experience and 
customer experience and overall satisfaction to name some. Worth noting is that quality have a 
bigger impact on customer satisfaction than that of value (Fornell et al., 1996).   

1.3.2 Customer Relationship Management 
Customer Relationship Management (CRM) programs are developed in order to increase 
customer and organizational value derived from product, services, and brand. CRM goal is to 
delight customers by fulfilling their needs as much as possible, taking into account the costs and 
outcomes (extra expenses vs. loyalty, satisfaction and long term profitability). Successful CRM 
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programs build individualized or customized relationship between the business and the customer. 
There are important “touch points” in CRM projects, one of them is “Every interaction with a 
customer or a potential customer” (Best, 2012) including store interactions, web sites, 
communication systems, desk or counters, and service calls. Other indirect touch points are less 
evident but highly important like news articles, and word-of-mouth advertising. All of them are 
great forces moulding attitudes of customers towards the business, products and services (Best, 
2012). Hence, CRM is used in customer service departments for improvement of service 
initiatives (Papadopoulos et al., 2012). 

Customer service should be seen as an orientation and a passion for providing customer service. 
Top management is highly responsible for making sure that customer service pervades the firms’ 
actions in every aspect, all the time and not for a specific event where the firm shows off 
(overpromising) for the public. It is hard work to provide the customer with good service 
(McClendon, 1995).  

Loyal and satisfied customers generates large revenues to companies, and in order to treat 
customers as assets, which they should be, companies must align their processes, resources, 
performance measures, and organizational structure to make that happen (Fornel et al., 1994).  

 

1.4 Problem formulation and purpose 
Customer service and satisfaction for service provider companies is an important concern since it 
is part of its performance measurements. Customers’ consideration of service quality affects their 
satisfaction and relationship with companies. Furthermore, “Customer perception on service 
quality, relationship quality, and customer satisfaction has positive direct influence the customer 
loyalty.” (Segoro, 2013, p.306). Consequently, it becomes highly important for managers 
deploying customer service or related activities to identify any gaps that hinder the defined goals 
related to company’s strategy. In this thesis work, gaps will be recognized through identification 
of mistakes made by team members in the customer service programs. Additionally, gaps can be 
identified by flaws in the planning or execution of such programs or related activities.  

1.4.1 Research Question 
Voss (2012) mentions that literature is suggesting that customers should be considered in 
companies’ value creation processes, taking into account customers’ point of view and enhancing 
how customer wants and needs are identified.  

Narayandas (2005) says that marketers do not communicate the benefits their company is 
delivering to customers which makes them unable to convey to executives the different types of 
benefits that their company is offering. In the same sense, Voss (2012) points out that customers 
are demanding more value-adding activities from companies, making it more important to apply 
the concepts of customer relationship management to create value for both the customer and the 
company.   

According to Goodman (2009), management normally do not devote so much time thinking 
through the linkage between customer service and the business, marketing and overall customer 
experience strategies. Thus, they focus mainly on the tactical level and measure performance on 
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metrics such as time spent in a queue or calls handled per service representatives. Therefore, 
there is a need for further research on the topics related to overall customer experience alignment 
to service strategy.  

Among several industries, organizations typically contain customer service activities or policies to 
increase customer loyalty and thus performance. However, as Mankins and Steel (2005) suggest, 
performance plans might end up with gaps that hinder the ultimate goal. In the customer service 
field, the organization strives to provide a stress free experience for customers to enjoy any 
relationship or interaction with the organization. Stress free customer experience is a source of 
mistakes reduction with customer relationships leading to a competitive advantage (Watkinson, 
2012).  

In light of the previous statements from different researches, this thesis work is focused on the 
strategically advantage of providing value to customer through good customer service aligned 
with the firm’s service strategy. However, most businesses have some type of customer service 
program, but as Mankins and Steel (2005) propose, management often miss the planned 
performance due to gaps that are invisible to them. Thus, there is a need to identify performance 
gaps from front line employees to management when customer service goals are translated to 
customer service performance.  

Moreover, there is a distinction about customer service quality for products and for services. 
Service consumers1 perceive quality in a different way than a product consumer. Services involve 
a series of steps and could involve a wide arrange of resources and processes from start to end of 
the service. On the other hand, products perceived quality can be easily standardized and 
repeated through manufacturing processes (Setó-Pamies, 2012; Grönroos, 1998). Research shows 
that customer satisfaction is greater for products than for services (Fornell et al., 1996). This 
thesis focuses on the service provider case. 

Through customer experience enhancement, customer’s loyalty is positively affected and thus 
boosting company’s efficiency. Customer service quality is an important factor influencing 
customer loyalty (Segoro, 2013; Bettencourt, 1997). 

 

Therefore, the primary research question in this work is:  

How can performance gaps (mistakes and flaws) be identified when customer satisfaction is 
falling short of initial expectations? 

 

1.4.2 Purpose   
Providing great customer experience is a subject that needs a clear structure and guidelines for 
people in charge of delivery to have as a roadmap to follow. Often, businesses would spend 
endless time on meetings developing the next aggressive marketing strategy, or setting out rules 
for a culture change at the corporate level, etc., but not much importance is given to the 

                                                           
1 A service consumer is a customer that buys a service (Grönroos, 2001). 
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experiences customers perceive when purchasing a product or service. Customers end up 
frustrated by businesses offerings compared to the experience delivered to them (Watkinson, 
2013).  This is one key reason for motivating the study the delivering of customer satisfaction 
through a good experience, from the viewpoint of service personnel in charge that provides the 
experience. Identifying gaps in the process where good customer experience is created is the 
beginning to establish it. By pointing out performance gaps in our study, we intend to show that 
the creation of good customer experience only requires personnel being conscious, purposeful, 
and having structured thoughts. 

Customer service related issues involve the definition of the term “quality” which ends up as 
subjective. Quality characteristics should be agreed on according to customers, projects, industry 
standards, etc., in order to develop a collaborative relationship as with a partner (Grisham, 2011). 
Moreover, customer satisfaction is normally determined by the impression customers have 
following a product purchase or experiencing a service. The experience might be positive or 
negative depending on the customer’s expectations and paradigms. Customer satisfaction shapes 
and has an effect on customer loyalty (Setó-Pamies, 2012). According to Goodman (2009), the 
second main factor that leads to unmet customer expectations (after defective products) is 
employee mistakes and bad attitudes which cause 20 to 30 percent of the problems. The root 
cause is that employees are equipped with defective products, tools, policies and response rules to 
work with. 

Thus, through this thesis work it is expected to identify, via a single case study, the main mistakes 
made by employees involved in the delivery of customer services. Additionally, flaws in customer 
service could be connected to repetitive mistakes or weaknesses from which a pattern can be 
identified. This thesis’ purpose is to help personnel involved in customer service activities to 
minimize the flaws and mistakes by considering important identified items during the planning 
and execution of service interactions. By identification of triggering events from our study, those 
mistakes or flaws can be minimized before they cause customer satisfaction to fall short of 
expectations, thus increasing the value proposition for the customers. 

1.5 Limitations 
This thesis study has been conducted based on a single case study which limits the scope to a 
representative case. Although, this case can be taken as representative for different services, the 
longitudinal case has not been developed in this research and is encouraged as further study. 

Another limitation is the scope of the study which includes only personnel from a single 
department in a company. This is a useful starting point, but other studies could seek to study the 
relationships with customers input, entire organizations and control structures, and physical and 
technical environment.  

This study bases the empirical data collection on semi-structured interviews. Although, this type 
of data collection is typical of case study research, other methods could be integrated to provide 
further understanding like analysis of customer satisfaction surveys, records of customer 
knowledge from personnel at the case company, historical records of customer satisfaction, etc. 
Additionally, the current empirical data is based on a limited set of participants; therefore, there 
could be details not depicted in our study that could show up with a larger sample. Other 
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research perspectives could be relevant which could include but are not limited to economic 
health of the market where the case study company operates, consumer behaviours, government 
regulations, etc. Future research on those topics to have a higher degree of understanding in this 
topic is encouraged as well.  

Furthermore, the study was conducted in a single service context. This could be developed 
further to study a wider perspective with several service companies including other service 
parameters than company staff. Also, other service strategy models and literature could be 
explored further to cover a wider perspective of the strategy aspects.  

 

1.6 Thesis’ structure 
Chapter 1 Introduction: This chapter begins with a presentation of previous research work 
done in this subject as an introduction to the subject. It then continues with a problem discussion 
describing what issues a firm can face when it comes to its customer service initiatives. It moves 
on with a problem formulation and purpose sub-chapter, stating the problem of interest and the 
purpose for this thesis work. A research question is discussed and formulated to compose the 
goals of this thesis work. Finally, a limitation chapter that describe the considerations for this 
thesis work that set the boundaries for the study.  

Chapter 2 Theory: This chapter consists of three sub-chapters, namely: 

1. Achieving strategic alignment using Service Concept 
2. Customer Satisfaction 
3. Achieving strategic alignment using Super-Measure Management 

The first sub-chapter describes how the Service Concept can be used to align what a firm intends 
to provide to its customers with the customer’s expectations. This chapter also presents different 
service strategies that a service provider firm can apply.  

The second sub-chapter describes the most important goals with customer services, namely 
customer satisfaction, quality, customer experience, and definitions of mistakes and flaws taking 
into account how can be achieved and improved.  

The third sub-chapter presents the Super-Measure as an approach to create alignment based on 
only one measure called Super-Measure. It presents the steps needed for a firm to implement a 
Super-Measure approach.   

Chapter 3 Conceptual Framework: In this chapter the conceptual framework used as a map in 
this thesis work is presented and described in graphical and narrative form. It explains the key 
factors and relationships that were used as a map for the information collection and analysis. 

Chapter 4 Method: This chapter describes the research method used to drive the research 
during this thesis work. A description of the research model was provided together with the 
research process. Then a research sample was given followed by sub-chapters describing the data 
collection and analysis process carried out to answer the research question. Finally a method 
limitation is presented.  
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Chapter 5 Case description: In this chapter, relevant information aspects of the case company 
are presented. Services1 is the case company used in the empirical research and a description of 
its technical service operations department is provided as well. 

Chapter 6 Analysis: In this chapter the results are analysed and compared to the theory based 
on the conceptual framework. Extensive description and comparisons are made to provide a 
chain of evidence that sets the results for the conclusions 

Chapter 7 Conclusions and Implications: In this chapter the conclusions sums up the analysis 
and connects the results to the problem discussion to answer the research question. Moreover, 
this chapter provides implications for further research.  

Chapter 8 References: This chapter presents a list of all the references that have been used for 
this thesis.  

Chapter 9 Appendix: This appendix describes the interview questions and how they are 
structured and the list of interviewees.  
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2 Theory 

2.1 GAPS Model and Service Concept  
This sub-chapter describes how Service Quality Gaps can be reduced and how the Service 
Concept can be used to achieve a satisfactory service performance.  

2.1.1 GAPS Model 
A mismatch between what a firm intends to provide to its customers (its strategic intent) and 
what the customer wants or expects will result in poorly perceived service (Goldstein et al., 2002) 
and this is often the case (Morgan and Rao, 2002). Also, there is often a mismatch between the 
service metrics monitored by companies and service characteristics that customers consider when 
they evaluate service quality. To reduce this mismatch, the “GAPS Model of Service Quality” 
presented by Parasuraman et al. (2010) shown in Figure 3 can be used, since the five gaps of this 
model takes into account the customer’s perspective (GAP 5) and the company’s perspective 
(GAPS 1-4).  Closing GAP 5 will result in a reduced mismatch. 

 

Figure 3 GAPS Model (Parasuraman, 2004) 

The five gaps are as follows:  

 GAP 1: Mismatch between what the customers expects and the management’s understanding of 
these expectations 

 GAP 2: Mismatch between management’s understanding of customer expectation and service 
quality specifications 

 GAP 3: Mismatch between service quality specifications and the actual service that is delivered 
 GAP 4: Mismatch between actual service delivery and what is communicated to the customer 

about the service delivery.  
 GAP 5: Mismatch between customer expectations and customers perceptions of the delivered 

service, which is a function of GAP 1-4.  

Parasuraman (2010) concludes that, in order to close GAP 5, companies need to close GAP 1-4, 
and thus they need to deal with communications within the company, organizational structure, 
human resources, etc. which are the main reasons why GAP 1-4 occurs. One can also see that 
GAP 1 and 2 are a direct consequence of management failing to fully understand customer 
expectations and to transform these understandings to service standards within the company, 
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while GAP 3 and 4 are related to service delivery and personnel performance during the 
interaction with customers (Parasuraman, 2010).  

2.1.2 Service Concept 
According to Behara (2013), customer service failures is related to the following three aspects; 
people, product and processes.  An important aspect for a successful service provider to consider 
is the integration of customer requirements and expectations into the service strategy. Doing that 
and also being able to develop a service strategy that achieves its own organizational goals, the 
service provider will increase the chances of minimizing the service gaps provided to the 
customers. This is a key concept for the service provider to keep in mind which will result in 
satisfied customers (Kumar and Kumar, 2004). Zomerdijk and Voss (2009) mention that 
customer engagement - that is to enable the customer to have a personal and memorable 
interaction with the service - will create an emotional connection that will encourage repeated 
purchases. This engagement can be strengthened by physical and relational elements - such as 
physical settings and social interactions - and hence people, processes and physical evidence are 
important in the creation and influence of customer experience of a service. This engagement is a 
challenge to achieve according to Roberts and Alperts (2010) and specifically the challenges with 
creating engaged customers lies in the alignment of key strategic elements which are: 

 Clear customer value proposition 
 Good internal culture 
 Great customer experience – this thesis focused on this aspect 
 Consistent advertising that does not deviate from its core value proposition 

The service concept is the result of a recognized mismatch some industries were experiencing 
between what they wanted to provide to customers and the actual result (Goldstein et al., 2002). 
In this thesis, we seek to apply the service concept so that its functions of integration of the 
strategic intent and the perceived performance feedback translated as value proposition, internal 
culture, customer experience, and consistent advertising will denote improvement opportunities 
for the customer experience (Behara, 2013; Kumar and Kumar, 2004; Roberts and Alperts, 2010). 

Some of the reasons that make customer engagement a challenging task to achieve are: 

 Separate ownership of key elements – e.g. brand is owned by marketing and customer 
experience is owned by the operations function. 

 Designed in isolation – key elements strategies are defined without consultations in 
between the functions that own them. 

 Lack of unifying customer outcome or goal – different functional areas, e.g. 
marketing and sales, may have different goals and core drivers which is logic when 
looking at the functional areas in isolation, but as a whole it is not optimal. 

 Voice of the customer is not taken into account – customer surveys are conducted 
quarterly or yearly and that won’t allow the firm to monitor and act on time to customers’ 
needs.  

Goldstein et al. (2002) presents a service design planning model which uses the service concept 
framework as a foundation in aligning a firm’s delivery service with its strategic intent, see Figure 
4 below. Edvardsson and Olsson (1996, p.149) describe the service concept in the following way: 
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“The service concept is a detailed description of what is to be done for the customer (= what 
needs and wishes are to be satisfied) and how this is to be achieved (= the service offer)” 

This can be related to what Goldstein et al. (2002, p.126) write:  

“Recall that the service concept includes the service strategy of what to deliver (market position 
and type of customer relationship) and how that strategy should be implemented.” 

To place the service concept in an overall context, Edvardsson and Olsson (1996) present a 
model for service development. The model consists of service concept, service process, and 
service system, each targeting a special level in a company.  

 

Figure 4 Model for service development (Edvardsson and Olsson, 1996) 

As can be seen, the service concept targets the highest level, dealing with service strategy when it 
comes to describing customer needs that are to be fulfilled and how they will be fulfilled 
(Edvardsson and Olsson, 1996). Roth and Menor (2003) define the service concept as a portfolio 
of core services, e.g. physical resources needed to deliver the service, materials consumed during 
the service delivery process, information that support in the execution of the service and the 
customer benefit, and peripheral services which are supplementary to the core service and 
provide additional benefit/added value to customers. The service concept influences the service 
encounter, which is the customer touch point where the customer and the service provider meets 
and interacts with each other. The customer touch point is a critical moment where the customer 
experiences and evaluates the actual delivered service which in turn influences customer 
satisfaction and later on also loyalty.  

The service process consists of several connected chains that need to function in order to deliver 
the service. At this level quality requirements are defined and customer expectations (both 
internal and end customers) are understood, see Figure 5 (Edvardsson and Olsson, 1996).  
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Figure 5 Service process (Edvardsson and Olsson, 1996) 

The service system is at the bottom (see Figure 4), and includes the resources allocated for the 
process for realizing the service concept. It consists of several sub-systems that need to function 
separately and together as a whole. The sub-systems in the service system are (Edvardsson and 
Olsson, 1996): 

 Service company staff – a service company’s key resources. This part will be studied in 
this thesis work. 

 Customers – the most important sub-system that need to be understood. 
 Physical/technical environment – computers and other equipment. 
 Organization and control – organizational structure, administration and support system 

as well as interaction with customers, etc.   

In the model by Goldstein et al. (2002) for service design planning in Figure 6, it can be seen that 
the service concept connects the service strategy with the performance of the service delivery 
system. The service delivery system on the other hand will give an answer on how the service will 
be delivered and hence it also influences the service encounter. Furthermore, the service delivery 
system is the link between the service strategy - which deals with technology, equipment, people, 
practices, processes, service supply chain etc. and which was presented above by Behara (2013) 
are related to customer service failure – and the service tactics which deals with the execution of 
the service and customer’s perceived value during the service interaction (Roth and Menor, 2003).  

Roth and Menor (2003) also conclude that service strategy within the service delivery system is 
about dealing with the integration of operational and business performance, in order to achieve a 
strategic fit between the two, and between different functional areas as well as between people, 
processes, policies on one hand and facilities, technology and equipment on the other hand. 
Other strategic aspects are organizational learning and knowledge transfer, relationship 
development between suppliers and customers and to establish communication and service 
networks. All this is important in order to produce the intended service for the customers and 
avoid getting a mismatch between intended service concept and realized service concept. 

So, by using the service concept, a company can make sure that what is actually needed by the 
customers is what is being delivered as a service. Also, the firm will make sure that the service 
performance can be monitored and measured to make the service better for the customers.   
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Figure 6 Service design planning model with service concept (Goldstein et al., 2002) 

 
Therefore, in this thesis work Goldstein et al. (2002) service concept framework is used as the 
basis to study the challenges of the key strategic elements to align as described by Roberts and 
Alperts (2010). That is, clear customer value proposition, good internal culture, consistent 
advertising, and great customer experience. The customer satisfaction is our focus through a 
good experience provided by the personnel working at a company providing services. 
 
The Service Concept is a framework for aligning the company’s service delivery with its strategy 
intent. The service concept targets the organization overall, that is the service company staff, 
customers, physical / technical environment, and organization and control (Goldstein et al., 
2002; Edvardsson and Olsson, 1996). In this thesis the company’s staff is the main unit of study 
since the customer experience is largely represented by the interaction individuals have with a 
business, products, or services (Watkinson, 2013). In our case company service staff plays a main 
role on the delivery of customer satisfaction since they interact with the customer at different 
levels and positions to perform services that the company offers. 

2.1.3 Service Strategy 
Service strategy is the plan needed by firms to provide good service and support to fulfill 
customer requirements. This plan considers questions such as, what is to be achieved when it 
comes to the delivered service, what to deliver, how to fulfill the goal. It is basically a plan that 
specifies how service goals will be achieved (Kumar and Kumar, 2004). 
   
Gebauer et al. (2008) presents different service strategies. They are: 
 

 After Sale Service Strategy 
 Customer Support Service Strategy 
 Development Partner 

 
These service strategies will enable firms to move from a product manufacturer to a service 
provider – in this thesis, focus will be on the service provider aspect – which is essential since 
customer demands are increasing and customer needs are getting more comprehensive/all-
inclusive (Gebauer et al., 2008). Each of these service strategies are intended for a specific service 
offering and can be summarized in Figure 7.    
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Figure 7 Attribute of service offering according to different service strategies (Lightfoot and Gebauer, 2011, p.669) 

 

After Sale Service Strategy 
After sale service strategy are provided during the period which the customer uses the firms’ 
products, making sure to offer service in case of any breakdown or failure in the sold products. 
This strategy gives the customers the opportunity to buy products at attractive prices with a 
service guarantee during the product’s lifetime. The backbone of this strategy is the front-line 
employees that provide the customer with quick response and troubleshooting if the product 
breaks down. Hence, front-line employees are trained continuously (Gebauer et al., 2008). After-
sale includes warranty work, providence of spare parts, expert support, field service and logistics 
support, etc. After sale is also important for manufacturers since it can be a source of revenue, 
achieving customer satisfaction and can also provide a competitive advantage (Kumar and 
Kumar, 2004).  
 

Customer Support Service Strategy 
This service strategy is intended for the customers that require high product quality and are keen 
of the performance and reliability of the products during purchase. The main focus area of the 
customer support service strategy is to optimize the customers operating processes, e.g. providing 
preventive maintenance with the goal to be pro-active and prevent breakdowns before they occur 
(Gebauer et al., 2008).  
 
This strategy is thus customer oriented and adapted to the customers’ specific needs and as one 
service manager expressed it in Gebauer et al.’s (2008, p.17) research “The job is to tailor service 
element to satisfy unique customer needs”. 
 

Development Partner 
This service strategy focuses on those customers that are in need of and expects a specific 
solution for their operation processes (Gebauer et al., 2008). The service provider will in this case 
provide specific services and competencies that will benefit the specific customer need. The 
competencies are co-produced together with the customer (Lightfoot and Gebauer, 2011) which 
will allow the service provider to develop deep understanding of the customers’ processes and 
will be able to provide unbiased recommendations since they are part of the customers’ 
innovation team (Gebauer et al., 2008). 
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2.2 Customer Satisfaction 
This sub-chapter describes the customer satisfaction related literature and how it can be 
improved to enhance customer loyalty. 

2.2.1 Customer Satisfaction for Service Interactions 
Gustafsson (2009) and Fornell et al. (1996) point out that customer satisfaction is lower for 
services than for products. In the case of products it is easier for companies to provide customers 
a consistent level of quality. Products consistent outcomes can be attributed to production 
processes and quality norms. However, in the services case that involves a set of human and 
physical resources, technology, customer, and system governing the interaction add difficulty to 
obtain consistent levels of quality (Grönroos, 2001). Gustafsson (2009) suggests that a higher 
amount of complaints or dissatisfaction can be attributed to human factors. Further, Best (2008) 
identifies the quality level expected by customers as a channel that improves customer value and 
after-sale services as a critical point to achieve total customer satisfaction. Therefore, reliability 
improvement is a vast and highly relevant area for service providers.  

According to Gustafsson (2009) successful companies encourage their customers to complaint 
about quality or service failures. However, when it is a service based failure, up to 95% customers 
will not complain due to the human element. In other words, a service failure involves human 
emotions where the customer party is a human and the service provider is a human as well. Thus, 
customers will most likely want to avoid the disturbance of complaining and avoid the emotional 
stress that it generates. 

A unique and important characteristic of services is that “services are processes, not things” 
(Grönroos, 2001). It follows that when providing a service, the customer becomes part of the 
process flow. In contrast to a product, a service process outcome is both produced and 
consumed at basically the same time (Grönroos, 2001). Thus, service quality consumer 
characteristics are not always the same as for product based consumers. According to Grönroos 
(2001), service consumers’ perception of the outcome of the process is both as participants and 
consumers. Thus, since the services are processes, service customers can be qualified as process 
consumers.  

The service customers, in contrast to a product consumer, perceive satisfaction from the 
outcome of the service process. That is, the technical quality outcome of the process. 
Additionally, the service consumers perceive the process flow itself (Grönroos, 2001). 
Consequently, the quality dimensions for service consumers are the technical and functionally 
quality of a service. Moreover, customers consider their previous experiences and perceptions 
about a service company for each interaction. Therefore, perceived service process quality starts 
from the very first interaction with the service provider. Such interaction history creates an image 
for the service consumer about the service quality as well. 

2.2.2 Quality 
Quality is a broad term to define and its characteristics depend on the environment where it is 
being applied. A few quality definitions will help building up the foundation over which this 
thesis work will discuss quality on a customer service interaction. Quality on customer service 
and customer quality experiences can then be reflected as customer satisfaction. In turn, both 
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perceived quality and customer expectations have an effect on customer satisfaction as suggested 
by the ACSI and ECSI indexes (Fornell et al., 1996; Ciavolino and Dahlgaard, 2007). 

The day-to-day business providing services quality tends to be subjective, every detail is not laid 
down, and quality does not necessarily imply perfection. As Grisham (2011) proposes, quality 
aspects should be agreed with the customer on a case by case basis. In many scenarios, the 
customer might not know or be an expert on the industry quality standards; however, they 
certainly know their expectations. On this regard, the provider’s frontline personnel should have 
strong communication skills, patience, be persistent, and establish a good relationship with the 
customer. Grisham (2011) proposes that even if a very complete service or product specification 
scope is provided, there will always be implied needs from the customer quality and satisfaction 
perception. For example, an organization may state a response to a request “as soon as possible”, 
but their metric window is 48 hours and the customer need is a response within 24 hours. 
Moreover, an organization may be able to provide an “initial” response within 24 hours, but the 
customer might want a “complete response” meaning to resolve their complete scope needs. 
Therefore, customer experience might be affected and their satisfaction diminished even though 
the organization’s target metrics have been accomplished. 

Grisham (2011, pp.322-323) provides a list of aspects to take into account when defining and 
structuring quality for a service: 

 Financial accuracy: Budget at completion, contingency reserve, and variances. 
 Time accuracy: Length of project, size of reserve, critical activities, progress.  
 Scope accuracy: Settled and unsettled disputes on scope. 
 Leadership: Trust building, empathy with customer, communication, cultural 

intelligence. 
 Cooperation, Commitment, Coordination, and Communication (4 Cs): Promptness 

and completeness of the replies to inquiries, communication transparency and 
effectiveness with stakeholders.  

The IPMA (2006) states that on projects a team is assembled specifically for the purpose of 
performing the multitask process to accomplish it. Teamwork is necessary to realize the specific 
objectives (among them, customer quality experience).  

 Quality Monitoring and Controlling 
It is necessary to monitor and control quality to confidently provide customer satisfaction. 
Grisham (2011) recommends that similarly to costs and time spent, a quality progress section is 
included in project or program reports. This quality control section should include critical points 
agreed with the customer regarding to quality. The data for the quality control section should be 
collected carefully and consciously through every person interacting in the service process to the 
customer.  

2.2.3 Customer Experience 
Literature indicates that customer satisfaction denotes a consuming experience type. A consumer 
chooses a product or service depending on past satisfaction (experience) and trust on the product 
or service. The experience results from acquiring a service or product. It is the bridge between 
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expectation and concrete perception before, during, and after receiving or using the service or 
product. Customer satisfaction turns into an emotional perception that leaves a positive or 
negative experience (Chien et al., 2002). Consequently, in practice customer satisfaction is directly 
linked to the customer interaction with the company from the very moment they become aware 
of a service or product, going through every interaction to acquire it, and even after the process 
has finished. That is, the whole customer experience with a service or product.  

Watkinson (2013) emphasizes the importance of providing a positive customer experience on 
every interaction with a company’s product or service. This experience is qualitative and is 
regarded to the individual’s psychological senses and feelings.  An individual that becomes a 
company’s customers is not only buying a product or service, but also the linked experience 
related to the use of a product, or interaction with the service acquired. Often, businesses get 
blinded by focusing too much on profit maximization hindering the interest of customer’s 
satisfaction. The “Principal – agent or Agency Problem” theory by Jensen and Meckling (1976) 
provide support to the previous statement. Additionally, Keat et al. (2013) present similar view 
about management objectives differing from owners objectives, thus drifting attention away from 
market customers, products, and services. 

In line with Grisham (2011), Watkinson (2013, pp.35-36) provides a set of principles which help 
identifying key benefits, problems, and improvements towards a good customer experience: 

1. Strongly reflect customer’s identity:  
Brands or companies that strongly reflect the beliefs and values of an individual or 
organization influence the decisions since they stand for essential identification principles 
that create loyalty at a brand level. 
 

2. Satisfy higher objectives: 
Customers seek to satisfy a higher objective derived from the wants and needs that 
motivates them to find a product or service. For example, an individual booking a table 
to have dinner at a restaurant might be interested in the place because of budget, 
geographical area, or items in the menu. But, the higher objective might be the 
celebration of an anniversary, or perhaps a business meeting, or the place where he will 
propose marriage to his girlfriend. Thus, getting to know and satisfying the higher 
objective is the foundation to provide the right customer experience. 
 

3. Leave nothing to chance:  
Every interaction between a company and a customer should be carefully planned and 
designed.  
 

4. Set and meet expectations: 
Customers might not know or be experts about the industry or quality standards 
(Grisham, 2011), but customers know their expectations. Therefore, in every customer 
interactions, the expectations, behaviours, and associations with the product or service 
should be explicitly considered and met.  
 

5. Effortless and stress free experience: 
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Customers will seek and repeat doing business with a firm in case where they experienced 
goodwill and when the interaction was effortless. They will eliminate any interaction that 
is confusing or creates anxiety. 
 

6. Satisfy or indulge the senses: 
Human beings are attracted to sensory pleasure. By delighting customer’s senses, a great 
customer experience is created. 
 

7. Engage socially: 
Cultivating personal relationships with customers is a powerful incentive since a customer 
will rather make business with a friend than with a stranger or will feel more engaged to a 
social group status.  
 

8. Set the customer in control: 
Individuals appreciate those interactions where they feel they are given flexibility and they 
can control it.  
 

9. Consider the emotions: 
Customers should be treated at an emotive level as well, not only a rational perspective. 
When customers’ emotions are considered, a new set of possibilities to satisfy them are 
feasible. 

2.2.5 Customer Satisfaction Framework 
Companies in the past focused largely on expanding market shares; however, nowadays due to 
products and industry maturity, companies are turning their attention to customer loyalty. 
Customer satisfaction directly influences customer loyalty (Best, 2012; Segoro, 2013). Thus, 
companies have turn to stabilize existing customers through customer satisfaction which in turn 
improves their profits. Additionally, if customers are satisfied, it decreases the odds of losing a 
customer due to poor product or service quality (Chien et al., 2002; Fornell et al., 1996). In their 
customer satisfaction implementation program case study, Chien et al. (2002, pp.256-257) found 
out that “implementing customer satisfaction could effectively reduce customer complaints.” 
Additionally, “customer satisfaction has a positive impact on sales and overall growth.” Also, they 
stress the importance that “the job is not done until the customer is satisfied.” And, “employees’ 
quality awareness and skills for continuous improvement can be enhanced and the company’s 
competitive advantage can be sustained.”  

 Managerial implications: 
Research shows that implementation of customer satisfaction has a positive impact on 
company’s growth and overall performance. An example of the previous is a direct effect 
of a satisfied customer is that they are less likely to complaint, thus, less repairing costs 
(Fornell et al., 1996). However, once customer satisfaction reaches a certain level, 
additional improvements result in non-significant outcomes. Therefore, customer 
satisfaction has reached an optimal level and the company should focus on managing 
loyalty (Chien et al., 2002).  
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Chien et al. (2002) customer satisfaction framework takes into account their research results and 
the PDCA2 (Plan, Do, Check, and Action) management cycle. The PDCA management cycle, 
according to Manuele (2008) contains the means to collect needed resources within an 
organization to reach common goals. Implementing Chien et al. (2002) model helps organizations 
to understand the steps during Customer Satisfaction basic functions implementation. The 
framework is provided for two different stages of the customer satisfaction implementation: The 
Stable Phase and the Pilot and Promotion Phase. 

P) Plan: This step refers to “Establish the objectives and processes necessary to deliver results in 
accordance with customer requirements and organization’s policies” (Manuele, 2008). In the 
Stable Phase, Chien et al. (2002) recommends activities related to enhancing Customer 
Satisfaction knowledge, training and education improvements, customer satisfaction topics are 
planned, and challenges among teams are set. In the Pilot and Promotion Phase Chien et al. 
(2002) propose the promotion of Customer Satisfaction importance, knowledge on Customer 
Satisfaction is set, Customer Satisfaction topics are taken into account, and evaluation of systems 
are designed.  

D) Do: During this step the execution or implementation of processes takes place (Manuele, 
2008). In the Stable Phase, Chien et al. (2002), promote inspection and track customer 
dissatisfaction comments, monitoring plans, evaluation of plans, and improvement proposals. In 
the Pilot and Promotion Phase Chien et al. (2002) suggests improvement of proposals, and 
results evaluation.  

C) Check: In this step the processes are monitored and revised against policies, objectives and 
requirements set in the Plan, and then, results are reported (Manuele, 2008). In the Stable Phase, 
Chien et al. (2002) propose analysis of dissatisfaction causes, reviewing unfavourable items, 
report any new subjects, and provide proper rewards or recognitions. In the Pilot and Promotion 
Phase, Chien et al. (2002) recommend integrate data, review favourable and unfavourable items, 
and report any new subjects.  

A) Action: This step refers to the actions to be taken to “continually improve processes 
performance” (Manuele, 2008). In the Stable Phase, Chien et al. (2002) set the corporate vision, 
set the Customer Satisfaction (CS) strategies, the design of work implementation and flow is set, 
and cross-functional organizations are empowered. In the Pilot and Promotion Phase, Chien et 
al. (2002) the Customer Satisfaction knowledge is collected, the corporation status is studied, an 
operational philosophy is set, and the standards for customer satisfaction are set. 

Summarizing, Chien et al. (2002, pp.253) propose the following five steps for better handling 
customer satisfaction and loyalty described above: 

1. Set objectives to let customers understand the product or service 
2. Let customer set their own quality standards 
3. Process customer request and conduct quality evaluations 

                                                           
2 The PDCA (Plan, Do, Check, and Action) also known as the PDSA (Plan, Do, Study, and Action) cycle was 
developed by Edwards Deming as a diagram called the ”The Shewhart Cycle” referring to Walter Shewhart who 
had previously developed the idea in the statistical process control. The PDCA concept is based on quality 
applications, process control, and continuous improvement (Manuele, 2008).  



 

 
21 

4. Implement and carry through Customer Satisfaction plan 
5. Monitor implementation results from the market and internal divisions 

 

 

Figure 8 Customer Satisfaction implementation framework Stable Phase (Chien et al., 2002) 
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Figure 9 Customer Satisfaction implementation framework Pilot Phase and Promotion Phase (Chien et al., 2002) 

Going a step forward from the previous framework and pursuing higher results, Chien et al. 
(2002, pp.253) propose six steps to achieve six-sigma3 quality in customer satisfaction: 

1. “Ensure uniqueness of product or service”  
Product or service differentiation plays an important role for their uniqueness. In the case 
of the service provider the characteristics are: the service performance should be reliable; 
it should improve; ease and cost characteristics; quality (including competence and 
courtesy of personnel, performance, responsiveness); individualized customer empathy; 
appearance and reputation (Best, 2012). 
 

2. “Understand customers and what they like”  
Identifying customers’ needs and how the customer experience needs to be shaped for 
them to be satisfied can be achieved by breaking it down into stages. Smaller steps and 
stages might reveal opportunities to improve customer experience by identifying gaps or 
dependencies that are important for the customer (Watkinson, 2012). 
 
 “Understand what pleases customers” 
Customers look for a product or a service because there is an unsatisfied need. The goal 
is to satisfy the ultimate objective of the customer. Empathy building is necessary to 

                                                           
3 Six-Sigma: According to Schroeder et al. (2008, pp.540), “Is an organized, parallel-meso structure to reduce 
variation in organizational processes by using improvement specialists, a structured method, and performance 
metrics with the aim of achieving strategic objectives.” 
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create a connection with the customer by spending time with them and getting to know 
them. Ultimately, hidden objectives, or counter-objectives might spring that should be 
prioritised to achieve the customer’s higher goals (Watkinson, 2012).  
 

3. “Specify work content and workflow” 
The work content is different when talking about physical goods since customer 
perceives the product; however, services are processes where the consumer interacts with 
the company to produce them (Grönroos, 1998). Consequently, the service quality 
perception from the customer happens during the interaction. The customer expects to 
know what the service process will be like, what resources are to be used, knowledge 
needed, technology, time, deliverables, etc. The customer expects to know the flow of the 
process and it should be as homogeneous from one interaction to the next as possible 
(Grönroos, 1998). Additionally, customer’s cooperation during the service encounter adds 
on to their own satisfaction and quality perception; therefore, knowing the work content 
and flow enhances customer’s quality perception (Bettencourt, 1997).  
 

4. “Design and improve workflow” 
Structure the workflow in such a way that the customer can feel at an interaction level a 
systematic organization that points to their objectives. The process starts at broad steps, 
understand the dependencies, and perform prioritization of activities on smaller stages. 
This iterative process should be revised and new scenarios can be identified that will 
prompt new combinations or improvement opportunities (Watkinson, 2012). 
Participative customers are an advantage for workflow improvement since they are the 
source of guidance to the company to enhance structure or ease the workflow 
inexpensively and expertly in their subjects (Bettencourt, 1997).  
 

5. “Ensure continuous improvement through evaluation and analysis” 
The PDCA cycle provides the opportunity to continuously improve through evaluation 
and analysis at the Plan and Check stages.  
 

2.3 Achieving strategic alignment using Super-Measure Management 
In this sub-chapter, the Super-Measure concept is presented as a way to achieve strategic 
alignment.  

Making employees follow and execute the set directions is a challenge managers often faces. A 
corner stone for aligning employees interests and have them execute the firm’s strategies is to 
incorporate reward systems, work systems and structure to build commitment (Morgan and Rao, 
2002).  
 
Talukder (2011, p.51) says that “Strategic alignment has a positive impact on performance and 
satisfaction for the company” and develops his thought further by concluding that “If the 
organization becomes too focused on customer relations, it may deviate from the objective of 
making profits. Strategic alignment refers to the state of all functions being in line with each 
other” (Talukder, 2011, p.57).  
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Taticchi and Balachandran (2008) have made a historical overview of performance measurement 
systems and in their research they have found that communication is very important to achieve 
strategic alignment. In this aspect, they are considering the communication of performance 
measures and results to the firm’s personnel. They also found that one way to accomplish that 
communication in order to achieve common understanding of the firm’s strategies is through the 
usage of one single indicator.     
 
Morgan and Rao (2002, p. 122) suggests that a single measure, named Super-Measure (SM), be 
used to “align the behaviors and actions of the various parts of a firm with the firm’s value 
proposition or customers’ needs”. This measure is relevant across the entire organization, 
unifying the actions of the firm’s different functions and levels, all the way to the firm’s customer 
base. Morgan and Rao (2002) shows how large companies used SM in their service organizations 
and became world leader in their industry, companies such as EMC, Nordstrom and Fairfield Inn 
all used the idea of Super-Measure (e.g. customer satisfaction, customer relationship and 
customer service) in their journey to success. These companies used different measures 
(customer satisfaction, customer relationship etc.) as Super-Measure and that depended solely on 
the situation each of these companies were in at the time they defined their Super-Measure. 
Hence, SM is company specific, tied to the firm’s market and strategy.    
 
If Super-Measure is used to create strategic alignment, then the following steps are needed to 
achieve the alignment according to Morgan and Rao (2002): 
 

1. Creating the SM 
a. Select a strategic direction 
b. Create an SM tied to the market 
c. Develop a reward system tied to SM 

2. Implementing the SM 
d. Communicate and educate by tying SM to strategy and tying every individual to 

SM 
e. Demonstrate top management support 

3. Managing the SM 
f. Modify the SM 
g. Manage SM life span by e.g. revising the strategy 

 

2.3.1 Value Creation  
Value creation has long been a central idea in marketing. Companies that want to secure their 
existence should concentrate on fulfilling customer’s needs and not on selling products. This idea 
is one key aspect of CRM since CRM is about creating value for the customer and at the same 
time creating value for the company. Thus, the value creation is a bi-directional process 
(Boulding et al., 2005).  

In this step, bi-directional value is created based on the results from the strategy development 
step (Voss, 2012). More specifically it means that the outcome of the strategy development 
process is transformed to programs that extracts and delivers value (Payne and Frow, 2005). 
Value can be seen as the trade-off between benefits and sacrifices (Blocket et al., 2011; Voss, 
2012). In business-to-business markets, the academic world has focused on two aspects of value; 
the focus on products and the focus on the relationship with customers (Voss, 2012). More 
specifically, value is described by Voss (2012) as the ratio between benefits received by and the 
sacrifices faced by the customers. 
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Payne and Frow (2005) take the bi-directional value creation process one step further and divides 
it in three steps: (1) to determine the value a firm can provide to its customers, (2) to determine 
the value a firm can get from its customers and (3) to consider this value exchange process, if 
managed successfully, it will bring maximum value to the firms customers segments (Payne and 
Frow, 2005). Practically speaking, value for the customers is created by the principles for 
customer experience provided by Watkinson (2013) as was described earlier in this thesis work, 
such as the satisfaction of higher objectives, the setting and meeting of expectations, etc., see 
2.2.3 Customer Experience.  

As was mentioned earlier, achieving good quality improves customer value and will in the long-
run create satisfied customers (Best, 2008). Companies will also achieve increased customer 
satisfaction when the customers’ value perception of the relationship with the company increases 
(Voss, 2012) and since customer service is the bridge between customer expectation and real 
perceptions (Chien et al., 2002) it can be used by the company to create loyal customers (Voss, 
2012).  
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3  Conceptual Framework 
This chapter describes the rationale in graphical and narrative form the thesis main study subjects. 
Additionally, it explains the key factors and relationships that were used as a map for the information 
collection and analysis. 

The main aspects to be studied in this thesis are based on the selection of relevant topics related 
to a great customer experience during service interactions. Relevant points of view involving the 
alignment of strategic service concept, customer satisfaction, quality, principles of customer 
experience, and a model for continuous improvement process were presented and discussed in 
the theory chapter. 

 

 

Figure 10 Service Concept sub-systems (Adapted from Edvardsson and Olsson, 1996) 

Figure 7 above depicts the service concept’s four sub-systems discussed in the Theory chapter. 
The Company Staff sub-system is the focus in this thesis. It comprehends the personnel 
responsible of keeping contact with customers, plan resources (personnel, time, and / or 
material), identify customer’s needs, keep track of services, perform the service delivering agreed 
terms, and monitor customer experience until service ends. Thus, they build the customer 
experience and satisfaction from their actions.  

As can be seen in Figure 7 above, the customers, physical / technical environment, and 
organization and control are sub-systems of the service concept; however, due to constraints on 
information protection and better access to the case company staff, this sub-system is the focus 
of study in this thesis. The other sub-systems are highly important as well and future research is 
encouraged to complete the information dwelling on those variables.  

In this thesis, we study the relationships between the company´s staff and the alignment with its 
service strategy. Thus, the analysis is based on the relationships between the company staff, the 
interaction’s mind-set with customers and the type of service they deliver. Through the 

Service Concept

Customers

Physical / 
Technical 

Environment

Company Staff
Customer 

Experience / 
Satisfaction

Organization and 
Control
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identification of three main roles (managers, back-office, and front-end personnel) within the 
technical service department in the case company Services1, a comparison of information 
between them can be done. In this study, the main relationships between the three roles are 
identified so that any sign of missing links can be pointed out. The employees’ perception of 
what the customer service should be like throughout the identified roles shows if there is 
integration or a consensus of what should be achieved. 

By identifying common and differing opinions about objectives, customer expectations, internal 
work improvement, customer stress prevention, team work/support, motivation, engagement,  
goals monitoring, customer’s needs fulfilment, customer feedback, improvement ideas, and 
knowledge about how to create customer satisfaction among the case company personnel the 
service gaps can be identified through each of the topics.  

 

Figure 11 Characteristics affecting customer experience and satisfaction (Edvardsson and Olsson, 1996; Goldstein et al., 
2002; Watkinson, 2013; Chien et al., 2002; Naumann et al. (2001); Grisham, 2011; Morgan and Rao, 2002) 

Figure 8 above presents the main characteristics affecting customer experience and satisfaction 
from the company staff sub-system point of view. The service concept presents the path to align 
the strategic intent with the deliveries for the customer. It relies on the results feedback from the 
service or product given to the customer. The service concept with the help of a Super Measure 
can keep track of main measurements for a good customer experience. The principles for great 
customer experience help identifying problems and take actions to improve. They represent 
guidelines for the different roles and behaviour towards customers. The importance of the 
principles on this model is that they seek to satisfy customer’s higher objectives by right planning 
at the interaction level, set and meet expectations, make customer’s interaction as effortless as 
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possible and stress free, engagement of customer, give control to the customer, and delight the 
customer with the right emotions. 

In Figure 8 above, the Monitoring section presents five aspects that should be tracked for the 
customer’s right company perception and satisfaction from it. In this model, the monitoring of 
the five aspects is in close relationship with the PDCA cycle. The PDCA cycle serves as a 
continuous improvement model. The cycle comprehends a structured series of stages that when 
performed from the process of Plan, Execution, Evaluation, and Actions feedbacks into the 
planning stage again so that continuous improvement in the customer satisfaction delivery exists. 
The relationships within these processes integrate and secure that any existent gaps in the service 
delivery flow get proper arrangements for continuous improvement. 
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4 Method 
This chapter explains and motivates the rationale used when selecting the method for this 
thesis.  
 
This section provides an overview of the research methods and design used to explore and study 
how performance gaps (mistakes and flaws) can be identified when customer service satisfaction 
is falling short of initial expectations. 

4.1 Motivation for Case Study Research 
This research is based on the Case Study methodology since the proposed question involves an 
explanatory answer to a real-life contemporary situation of the business environment (Yin, 2008).   

A single case study research was chosen because the objective is capturing the circumstances, 
conditions, or characteristics of a common event at a company. This method is adequate to 
explore programs, implementation processes, and changes according to Yin (2008). In this 
research, data was collected by using semi-structured interviews. The collected data fits the 
qualitative nature since interviews were performed directly with the personnel involved with the 
study subject. The data is about actions that contain a meaning and intentions leading to results 
from which performance gaps can be identified (Miles et al., 2013).  

The empirical research is based on a single company depicting the single case study as previously 
described. For the current thesis research, the single case method helps focusing on the stated 
problem constrained to a time frame and resources. Case studies can contribute to organizational, 
social, or individual knowledge related to events or trends. The purpose is to understand a 
complex real-life event. Semi-structured interviews were the technique to collect data (Yin, 2008). 
For purposes of information confidentiality and ethical issues protecting the identity of the 
involved personnel, the company remains anonymous throughout this thesis work and it was 
referred only as “Services1”.  

4.1.1 Alternative Method Strategies 
Depending on the research type, the researches’ methodology choice consists of a variety of 
approaches that might suit the research settings. According to Krishnaswami and Satyaprasad 
(2010) the different choices are not exclusive from each other. Therefore, overlap between 
different methodologies might exist and depending on the researcher resources availability, time, 
and settings one method could derive similar results as another. However, quality of the research 
depends on the fitness of the selected method among other things. Thus, careful choice through 
appropriate knowledge on method types is vital (Krishnaswami and Satyaprasad, 2010). 

The present thesis work contains an exploratory purpose, therefore, methodology for other types 
of research like Pure, Applied, Diagnostic, Evaluation, Action, etc., (Krishnaswami and 
Satyaprasad, 2010) will not be discussed. The alternative methods that were taken into account 
were the following:  

- Statistical: According to Krishnaswami and Satyaprasad (2010, p.14) “it is a system of 
procedures and techniques of analysis applied to quantitative data.” This method could 
apply to the thesis research if quantitative data would be included. If surveys were to be 
done to collect data or if statistical data from satisfaction results to draw conclusions. 
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Although, this type of data collection and analysis could be done, it is not being taking 
into account in the present thesis since the data is descriptive which doesn’t fit this type 
of information collection and analysis. The quantitative analysis or surveys employment 
could be used for further research on the topic to expand the present study and include 
customer satisfaction surveys for example.  
 

- Experimental: According to Krishnaswami and Satyaprasad (2010, p.14) it “is designed 
to assess the effects of particular variables on a phenomenon by keeping the other 
variables constant or controlled.” This method is more suitable if the research would aim 
at determining how productivity would be affected by other settings (that is, defining 
dependent and independent variables). In this thesis, the study focuses on understanding 
the process within a structured department so that mistakes and flaws can be identified. 
Therefore, the experimental approach is not the most relevant to answer this thesis 
research question.  
 

- Historical: According to Krishnaswami and Satyaprasad (2010, p.14) it “is a study of 
past records and other information sources with a view to reconstructing the origin and 
development of an institution or a movement or a system and discovering the trends in 
the past.” This type of method is not suitable to this thesis’ research question since it 
based on current events. The Historical approach is more suited if the research consisted 
of analyzing the previous circumstances of the research topic where records and different 
information sources help to reconstruct past events or scenarios.  
 

- Field studies: According to Krishnaswami and Satyaprasad (2010, p.15) they are 
“scientific enquiries aimed at discovering the relations and interactions among 
sociological, psychological and educational variables in social institutions and actual life 
situations like communities, schools, factories, organizations and institutions.” The field 
study approach could be a good option in case more time and available resources were 
present and at closer physical location to the groups being studied. In this thesis case, the 
field study would help finding deeper connections on the interactions of the different 
identified roles within the company Services1 (Managers, back-office, and Front-end). 
This approach could be recommended for further study so that more understanding of 
each of the roles could be achieved by direct observation.  

4.2 Research Model 
Qualitative research requires an iterative revision of its different design or model components. 
That is, evaluating the interaction between goals, theory, research questions, methods, and 
validity to detect weak links (Maxwell, 2005).  This thesis research is structured using Maxwell 
(2005) research model depicted in Figure 9 below. Maxwell’s (2005) research model provides the 
iterative flexibility that qualitative research requires between goals, theory, research questions, 
methods, and validity. 
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Figure 12 Iterative Model for research design (Modified from Maxwell, 2005) 

Research Questions: It is the information or main study that is reflected from this research 
(Maxwell, 2005). For this thesis, the research question was formulated and discussed in the 
sections 1.3 Problem discussion and 1.4 Problem formulation and purpose. The research 
question is: How can performance gaps (mistakes and flaws) be identified when customer service 
is falling short of initial expectations? 

Goals: Goals are the reasons to conduct the research (Maxwell, 2005). The main goal of this 
thesis work is identifying mistakes and flaws that could affect performance when deploying 
customer service interactions. 

Conceptual Framework: Explains in a graphical or narrative way the most important items, 
people, or factors to study and the relationships among them. Additionally, it helps to “uncover, 
confirm, or qualify” characteristics or processes underlying the study (Miles et al., 2013). In this 
research, Goldstein et al. (2002), Edvardsson and Olsson (1996), and Morgan and Rao (2002) 
model is used to create strategy alignment using the Service Concept. Then, Watkinson’s (2013) 
principles for great customer experience, Chien et al. (2002) and Naumann et al. (2001) PDCA 
model is used to evaluate customer service program structure where gaps in the form of mistakes 
and flaws are identified.  

Methods: It is comprised of a series of qualitative methods including an explorative single case 
study, as the research structure; semi-structured interviews, as the means to collect data; and 
theory review, providing current research and insight into the subject of study forming a 
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conceptual framework. Explore what is known and compare against empirical patterns (Yin, 
2008; Miles et al., 2013).  

4.2.1 Research Process 
The research process in this thesis work consisted of three different phases:  - Literature review: Theory research to build a conceptual framework on current literature 

and concepts. - Empirical data collection: Exploratory single case study through semi-structured 
interviews. - Analysis and conclusions: Empirical data analysis and interpretation process to draw 
conclusions.  

4.3 Research Sample 
In this research, the sample consisted of personnel from the company Services1 including 6 
people in managerial positions, 4 people from back-office support and 3 people in front-end 
positions.  
 
Miles et al. (2013) presents a range of sampling strategies. One of those is the purposive strategy 
focusing on the case’s unique context which in our settings involves management, back office, 
and front-end personnel. For this research, the explorative single case study is suited better by a 
purposive strategy. The purposive qualitative sample is not random in nature, the sampling is 
done so that the observation of one class invites comparison with another (Miles et al, 2013). The 
classes or groups were chosen because they were identified as the main accountable for the 
service development (management, back office, and front-end employees) and the interaction 
with the customer. Therefore, those three groups contained the relevant empirical information 
the research intended to study. This sampling technique is explained by Miles et al. (2013) as the 
“quota selection” where investigation is done by “identifying the major subgroups and then 
taking an arbitrary number from each”. 
 
The research could easily be extended to cover personnel’s behaviour, the control system behind 
interactions with customers or rewards stimulating certain type of actions, also, comparison of 
customer satisfaction metrics across departments or even different geographical regions to find 
the best practices on each and come up with a general model to improve customer satisfaction. 
However, we bound this research to the three levels of personnel inside the department due to 
resources availability and thesis time constraints. Also, the single department boundary let us 
study deeper connections or relationships among the studied levels. 
 

4.4 Data Collection 
The research data collection was carried out by reviewing literature and performing semi-
structured interviews to the personnel involved in managing, supporting, and executing service 
interactions with customers. Additionally, current and scientific literature was researched to 
complete a conceptual framework. Both sources of information were linked to the research 
question through pattern matching and explanation building techniques as an explorative single 
case study (Yin, 2008). 

4.4.1 Literature Review 
The literature review consisted of extensive research on peer reviewed academic journals and 
books on the topics of service concept, service strategy and customer satisfaction. This was an 
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iterative process to get as much background and understanding of the subject as possible to 
create the theory framework. Different views and paradigms on the subjects were reviewed and 
selected to link them to the research question as Maxwell (2005) proposes to understand the 
topics and consciously examine them.  

4.4.2 Interviews 
Semi-structured interviews were selected as the technique to collect data. Semi-structured 
interviews are commonly used in case study topics since they have the strength to provide causal 
inferences and explanations (Yin, 2008). However, they might be bias due to poorly articulated 
questions, response bias, and inaccuracies due to poor memory (Yin, 2008). To overcome those 
weaknesses, the interviewee was provided with freedom to expand their answer in a 
conversational way. The interview was a guided conversation following the line of inquiry. 
Simultaneously, using “How” questions with openly and friendly lines of inquiry (Yin, 2008). 
Also, previous to start the interviews, it was made clear to the interviewee that the information 
was treated with confidentiality and their answers were kept anonymous. Furthermore, during the 
interview, a recording device was used if the interviewee felt comfortable and willingly agreed to 
be recorded explaining that the purpose was to be able to listen to the conversation at later 
analytic stages (Yin, 2008).  
 
By carefully distinguishing between “Level 1” and “Level 2”4 type of questions, the interview 
followed an “open-ended” structure in which the interviewee provided their own insight and 
opinions of events. Therefore, the investigator gained opportunity to corroborate certain 
occurrences about events around the line of inquiry (Yin, 2008). 

4.4.3 Human and Organizational Subjects Protection 
This thesis research treated contemporary human and organizational affairs; therefore, there is a 
need to protect human subjects with a high ethical standard. In accordance to Yin (2008) and 
Maxwell (2013) all people depicted in the study were informed and voluntarily participated in the 
interview process. It was stated to all participants the intentions of the study and that privacy and 
confidentiality was kept throughout the process. All references to participants were kept as 
female gender regardless of their true gender to further increase anonymity. Moreover, the 
organization’s name will not be disclosed and was only referred as “Services1” in the whole thesis 
text. 
 

4.5 Data Analysis 
The data analysis purpose is to explore collected information to discern conclusions out of the 
research process. In the first step of analysis, data was prepared and organized. Then, data was 
qualified and selected what was relevant. Later, the important data was coded to describe 
patterns, levels of detail and structure. The following step was to format the data for better 
display and integration of analytic emphasis (Miles et al., 2013). Additionally, Miles et al. (2013) 
and Maxwell (2005) point out that data analysis should be carried out while collecting data to 
encourage new possibilities and test additional rival hypothesis.  

4.5.1 Unit of Analysis 
This thesis work primary unit of measurement and analysis was focused on a group level. The 
studied group was a company’s personnel involved in customer service interactions. This group 
was divided into three sub-groups namely management, back-office and front-end employees. 

                                                           
4 Yin (2008, pp.86-87) defines “Level 1” questions as the “questions asked of specific interviewees.” And, “Level 
2” questions as the “questions asked of the individual case”, that is the questions to be answered by the 
investigator proposed in the single case.  
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However, it is good practice according to Bryman and Bell (2011) to specify that the group level 
of analysis was based on “individuals’” input through semi-structured interviews to gather data.  

4.5.2  Analysis process 
Once semi-structured interviews data was available, the analysis process started by preparing and 
processing the information until it was ready for integration and display following the structure 
below with methods suggested by Miles et al. (2013). 

a. Processing and Preparation 
Data was collected from the field semi-structured interviews in the form of handwritten or typed 
notes, audio recordings (in the case interviewees willingly accepted this option) available from the 
case study company. However, all this information at first hand was in raw form. During this 
phase data was condensed, simplified, and developed using data selection, coding, jottings, and 
analytic memoing (Miles et al., 2013). 

b. Data selection 
In this step data was selected focusing on the research question, transcribing, and simplifying 
iteratively, or highlighting relevant information (Miles et al., 2013). Selection was dependent on 
the research questions and situations that provided the information needed (Maxwell, 2005). 
Focus was placed on identification of flaws and mistakes that pointed out towards gaps in 
customer service expectations. The data selection step is illustrated in Figure 10 below. 
 

 
Figure 13: Data selection extract 

c. Coding, Jottings, and analytic memoing 
Codes provided symbolic meaning by assigning labels to describe information and yield 
opportunities to generate patterns from arrays of codes associating data. Jottings were used as 
“analytic notes” (Miles et al., 2013) and provided remarks to distinguish meaning for analysis or 
point out attention. Memoing provided a means for researcher’s reflections and rational process 
while synthesizing data into higher analysis thoughts by tying different data portions into clusters, 
or scattered instances into general relationships. These techniques strengthened the analysis 
process and avoided overload. By the retrieve of meaningful information patterns, clusters, 
relationships evolved into assertions, propositions, hypothesis, or conclusions development   
(Miles et al. 2013; Maxwell, 2005). The color coding process is illustrated in Figure 11 below. 
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Figure 14: Data coding extract 

d. Data Formatting and Display 
Formatting and displaying data coherently was highly important to draw careful comparisons, 
detect differences, patterns, and trends (Miles et al., 2013). In this research, Matrices and 
networks were used to format and display collected data. 

4.5.3 Drawing and Verifying Conclusions 
Following advice provided by Miles et al. (2013, p.276) when quoting scholar Sir Ken Robinson 
“Without data, you’re just another person with an opinion.” Further, they add “Without 
verification, you’re just another researcher with a hunch.” The need for generating meaning and 
verifying conclusions was clear. The tactics suggested by Miles et al. (2013) used for testing 
conclusions, minimizing bias, and ensuring quality of the research outcomes were: 

 Noting patterns: Similarities, differences among categories, processes, connections, or 
context, reoccurring phenomena, etc. 

 Plausibility: Tested discoveries based on theory and conceptual framework. 
 Clustering: Matched analysis outcomes by grouping data with similar characteristics. 
 Contrasts and comparisons: Provided differentiation or similarities between events or 

setups. 
 Triangulation: Confirmed findings with different data sources (different interviewees), 

against theory framework of related theories, and data type (theory, audio recordings 
where applicable). 

 Building logical chains of evidence: Developed relationships between the previous 
tactics in form of causal links, if-then relations, and logical streams of events from 
evidence. This was achieved through explanatory maps, plots of logical relationships, or 
enumerative instances. 

 Building conceptual / theoretical coherence: Compared or analyzed against 
conceptual framework. 

4.6 Validity 
Validity can be achieved by testing the construct validity, internal and external validity. Construct 
validity is used to ensure that what is measured is what was intended to be measure. It is thus the 
correlation between the theory framework and the operational measures gathered during the data 
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collection phase. To achieve construct validity, two tactics can be used, namely data triangulation 
and the establishment of a chain of evidence (Yin, 2008). 

In this research, data triangulation was used to evaluate the data sources (semi-structured 
interview information) and the theory. With data triangulation it was possible to land at the same 
conclusion when multiple sources confirm the same phenomenon (Yin, 2008).  

Maintaining a chain of evidence is a principle used to make it easier for the reader to track all 
derived evidences, from initial research question to the final conclusions (Yin, 2008). The chain 
of evidence in this research is as follows, in accordance with what Yin (2008) proposes:  

Case study question => case study protocol => citations to specific sources in the case study 
database => case study database => case study report 

Internal validity on the other hand is used during the analysis phase to ensure that the right 
inferences are made and is addressed by pattern matching (Yin, 2008). In this research, the 
empirical data were linked to the theory framework using pattern matching (Miles et al., 2013). 
Additionally, respondent validation is taken into account by asking for feedback during the 
interviews and avoiding misinterpreting or inducing authors’ bias about what the respondent said 
by repeating what the interviewer understood from the interviewee answer. Also, where the 
interviewee willingly accepted the interviews were recorded for later analysis and recheck their 
answers. If there was any doubt about what the interviewee said, then the interviewer contacted 
the interviewee again to clarify (Maxwell, 2005; Miles et al., 2013). By linking both categories, a 
pattern matching was used to connect the empirical findings with the theory framework. Pattern 
matching enforces validity if the results and conceptual framework pattern coincide (Yin, 2008).  
Likewise, explanation building analysis was used to explain relevant data and provided useful 
information to expand or develop ideas further. Additionally, conclusions were checked with 
interview participants providing triangulation between accuracy of researcher understanding and 
participants’ view. 

4.7 Reliability  
Reliability is one way to test the quality of the research design. It is about making sure that a later 
investigator will arrive at the same results and conclusions if they conduct the same case study all 
over again by following the same procedures as described by an earlier investigator (Yin, 2008).  

In order to achieve reliability, documentation of the work is an important aspect. Hence, it is 
important to develop a case study protocol. The case study protocol consists of the following 
according to Yin (2008): 

 Overview of the case study -  theoretical framework and research question 
 Data collection procedures – plan and preparation prior to site visit/interviews 
 Research question  
 Outline of the case study report   

Besides increasing reliability, the case study protocol works as a guide when carrying out the data 
collection activity. Furthermore, a case study database was established to achieve reliability since 
it allows future investigation of the evidence used (Yin, 2008).  
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The objective was to minimize bias and errors related to the research study (Yin, 2008). By 
keeping track of the method, study protocol and information data base, the research was 
conducted carefully following a sequence of steps that could be later replicated by other 
researchers. The problem formulation has been clearly explained and then stated in section 1.4 
“Problem formulation and purpose”. A conceptual framework has been developed addressing 
the related themes to study providing delimitations and models to be followed. A method was 
described to accurately conduct the research, empirical data collection through semi-structured 
interviews and finally analysed data to draw conclusions.  The data collection included the full 
range of factors and people involved in the studied process. Both researchers have agreed on the 
same data collection interview guide and line of inquiry. Additionally, peer reviews have been 
made to gather and improve the work based on alternative views, understanding, and quality of 
research (Miles et al., 2013).  

4.8 Trustworthiness  
The research study has kept consistency by reviewing actual and extensive literature on the 
subject. The objective is to minimize flaws or mistakes when developing customer service 
interactions. The most relevant topics on service concept, customer satisfaction, and alignment 
between the two have been presented taking into account views from different authors in the 
theory chapters 2.1, 2.2, and 2.3. The empirical findings are meaningfully related to the theory 
where they coincide and the purpose of the research was carefully constructed from the 
deviations they present. Data was collected from the three identified levels of personnel that 
interact with the customer service, thus covering the identified roles (management, back-office, 
and front-end) adequate to generate descriptive results. These results have been checked by the 
participants and feedback on our conclusions has been obtained to test for accuracy (Miles et al., 
2013).  

4.9 Method Limitations 
There are some limitations regarding the method of research this thesis is based on. The time 
constraint to perform the research limits the range of programs and personnel that could be 
included. The number of researches limited in a similar way to time the extent of the research and 
the possibility to make multiple case studies or deeper study. During the interviews some 
interviewee may not feel totally comfortable and induce some bias into the data. The questions or 
direction of the interview might introduce some bias. When analysing data, even if notes were 
taken during the interviews and most of the interviews were recorded, there is a risk of 
misinterpreting the information. Also, the sample of interviewees might not be large enough for a 
deeper information analysis and obtaining more points of view.  
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5 Case description 

5.1 Overview of company Services1 
Services1 is a company spread around the world with presence in more than 170 countries. The 
company has more than 23,000 employees based on around 85 countries. Services1 is one of the 
leaders in its industry. Services1 provides services, equipment and products (Services1 website, 
2014). Services1 provides support, upgrades, maintenance, training programs, among several 
other items in their portfolio (Services1 website, 2014). Also, Services1 is committed to provide 
environmentally sustainable solutions and their equipment, products, and services are 
continuously undergoing development to keep regular improvements. During 2013 Services1 
achieved figures of Net sales in Euros of 11,075 million (Services1 website, 2014). 

Services1 continuously strives to improve best practices in different areas including environment, 
technology, safety, resources use, and energy consumption among others. The company set high 
targets in the environmental area where it expects to maintain the same level of CO2 emissions 
until 2020. Additionally, they expect to increase their products recycling rate by 100% on the 
same year (Services1 website, 2014). Moreover, Services1 holds community projects and 
partnerships supporting natural disasters relief and poverty alleviation globally working closely 
with governments and NGOs (Services1 website, 2014).  

 

5.2 Technical Service Department 
Services1 is divided in 9 areas reporting to their CEO. The area in charge of Service Operations is 
the focus of this thesis. However, for purposes of this study the scope of this thesis is the Central 
America and Caribbean Technical Service Operations (TSO) department. The TSO department 
develops and delivers services that aim at reducing operational costs, improve operation 
efficiency, and improve competence knowledge, methodologies, and spare parts tools to deliver 
customers’ expectations on their equipment (Services1 website, 2014). 

The TSO department strives to meet the demands of Services1 customers in the area by 
delivering products and services with increasing quality demands. The TSO department seeks to 
understand how customers operate through continuous contact with customers through different 
communication channels including personal relations. Then, the department personnel adapt to 
customer’s demands after examining and obtaining insight of their needs and expectations. 
Consumer focus drives the operations results of Services1 and their satisfaction to form long 
term partnership becomes a great challenge to fulfil in the long run (Based on information from 
interviews, 2014). Therefore, Services1 is continuously looking into being consistent with the 
services they provide. Thus, quality, collaboration, communication, proper customer knowledge, 
and a common customer approach become important subjects to provide their customers with a 
good experience and satisfaction.  

5.2.1 Services1 personnel roles 
Within Services1 TSO department at Central America and Caribbean three different roles were 
identified: Managers, Back-Office, and Front-End personnel. Managers are responsible for a 
determined area within the department and could have people reporting directly or indirectly to 
them. They manage the area of their responsibility and some of them have direct interaction with 
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the customers for different duties including business relationships, sales, interactions planning 
(resources, maintenances, trainings, equipment installations, etc.), information sharing, and 
negotiations (service contracts, events, etc.), among other activities. Some managers have some 
customer accounts assigned and they maintain much more direct relationships with the customer. 
Also, managers highly rely on back-office personnel to accomplish several activities; therefore, 
they keep direct communication with them on daily basis. Moreover, managers keep some 
communication with front-end employees to keep track of activities development, information 
sharing, planning, and manage customer expectations among others (Based on information from 
interviews, 2014). 
 
Back-office personnel are in charge of several activities that require a medium to low interaction 
with the customers. Some back-office personnel would have direct contact with customers two 
or three times during the year and some others rarely have direct contact. Most of them keep 
indirect contact with the customer by phone, mail, through front-end employees, or managers. 
Back-office personnel provide direct support to managers with several activities like invoicing, 
resource planning, records, customer’s orders / sales, reports etc. Additionally, back-office would 
support front-end personnel with interaction planning, resources, customer information, 
activities information, task assignments, knowledge development, reports, expenses tracking, etc. 
(Based on information from interviews, 2014). 
 
Front-end personnel main responsibility is the deployment of services at customer facilities. They 
normally have direct and indirect interaction with the customer. Thus, front-end customer 
knowledge and handling skills are highly important. Furthermore, front-end personnel must 
develop good technical knowledge and problem solving skills, be able to discern what 
information is sensitive for customers, be able to identify customer needs and service 
opportunities, manage and know customer expectations and they should possess good 
interpersonal skills among other activities. Front-end personnel should be able to develop 
friendly relationships at different levels with the customer since very often they will communicate 
directly with managers, supervisors, or operational personnel from the customer. Front-end 
personnel have a high impact on customer service experience, perception, and satisfaction since 
they represent the company Services1 at the customer facilities more often than managers or 
back-office personnel. Thus, they are regarded as highly important factor on the execution of the 
different activities and the results from the whole interaction process. Front-end personnel 
support managers and back-office with technical consulting, technical issue resolution, customer 
training development and planning, maintenance recommendations and checks, among other 
activities (Based on information from interviews, 2014).  
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6 Analysis 
The findings from the conducted qualitative study are presented and analysed in this chapter. It is 
based on the interviews made with the different personnel roles at the TSO department at 
Services1. The roles are Managers, Back-office, and Front-end. The analysis was done based on 
the important aspects that have been discussed in the Theory chapter in this thesis.  

The data is organized in the following sections:  

a. Service Concept alignment and principles for great customer experience 
b. Identification of PDCA cycle including monitoring aspects 

  

6.1 Service Concept alignment and principles for great customer experience 
In this section a comparison is done between what the managers, back-office, and front-end 
personnel described as the service process including main objectives, definition of expectations 
and quality. These aspects are linked to the principles for great customer experience. 

 

6.1.1 Customer service objectives 
Most of the interviewed managers presented a clear set of objectives for customer service 
interactions. They explained the process of a typical interaction describing step by step identifying 
the start and end of the interaction. For most managers the most important objective is to satisfy 
the customer, build a partnership (growing together, win/win situation), create positive customer 
experience, and have them perceive the value from the paid money. Some managers take it 
further including goals or targets as financial, customer satisfaction, customer relationship, and 
delivering the service within the agreed time frame. Furthermore, a couple of managers 
highlighted the importance of providing the customer with a good service experience. 
Consequently, Kumar and Kumar (2004) statements are reflected by having clear service 
objectives that reflect organizational goals within the service concept context. Additionally, 
managers’ service objectives are congruent with Robert and Alperts (2010) elements to achieve 
engaged customers which includes value proposition, customer experience, and internal culture. 
Also, the development partner strategy explained by Gebauer et al. (2008), and Lightfoot and 
Gebauer (2011) are present on the managers’ descriptions. 

However, a couple of managers explained it was not always easy to define a time frame when the 
type of service is caused by a breakdown or an ongoing issue for which the root cause is 
unknown. In those cases, a rather ambiguous proposal is made to the customer “as soon as 
possible” (Manager F, 2014). According to Watkinson’s (2013) principles and the PDCA 
framework by Chien et al. (2002), the definition of objectives and careful planning of the 
customer service interaction represent an important part of the customer experience. However, 
the objectives and the process as described by some personnel from Back-office and Front-end 
differ widely. Having more discrepancies on the Front-End descriptions compared to the 
Managers’ line of thought. The Back-office personnel that were closer to managers’ opinions 
stated that the objective is to fulfil the customers’ needs by providing the service the customer 
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asks for, anticipate needs to avoid delays, being profitable, and to do that in the agreed time 
frame.  

On the other hand, Front-End personnel limited the objectives to deliver a service with good 
quality and to create a good relationship with the customers. However, some of the Front-End 
personnel with more than 5 years of experience on their position pointed out there are 
divergences between Services1’s objectives and their customers’ objectives. They explained that 
the company assigns them a service task but when they reach the customer, they need or ask for 
different things. This create an expectations conflict and the Front-End personnel ends up on a 
complicated situation having to mediate with the customer and the person responsible at 
Services1 selling the service. Front-End personnel consensus is on the objective of finishing the 
job within the agreed time frame; however, sometimes the agreed time with the customer prior to 
their arrival is unrealistic. From this perspective, there is a clear gap in the objectives as seen from 
the Managers and Back-Office opposed to the Front-End personnel. For the managers there is a 
clear picture of what the objectives should be. For the Back-Office there are some differences, 
but closer to the managers’ description. For the Front-End the importance of the objective relies 
on them finishing the job within the assigned time, knowing what the customer wants, and keep 
communication with both parties. The differences could rely on the levels of customer contact or 
closeness each of the roles has. That is, Managers and Back-Office do not have as much direct 
contact with the customer as Front-End. Alternatively, Front-End personnel are not as informed 
about the negotiations or theoretical assumptions taken by the Managers or Back-Office when 
offering and planning the services. In this sense, Edvarsson and Olsson (1996), and Goldstein et 
al. (2002) service concept of alignment is not well reflected. The internal structure of objectives 
differs across the different company roles and might end up causing disruption on what is 
delivered as a service to the customer. Watkinson (2013) proposes in his principles “Leave 
nothing to chance”, “Set and meet expectations” and “Satisfy higher objectives” that the service 
provider should plan the interaction carefully and getting to know the customer’s motivation to 
fulfil their needs. The service concept model provided by Goldstein et al. (2002), enables a 
company to make the service better for the customer and to make sure that what is actually 
needed by the customers is what is being delivered as a service. There should be an after sale 
service strategy and the customer support service strategy as proposed by Gebauer et al. (2008). 

6.1.2 Understanding customer expectations 
Managers in general provided a detailed set of agreements that included prices, policies, execution 
time, personnel knowledge, commitments, and even periods of personal visits to the customers 
to provide information and plan future interactions. Additionally, most of the managers pointed 
out that Services1 uses Key Performance Indicators (KPI) to measure performance so that they 
are able to benchmark compliance of agreements and expectations. “…we can’t sell if we can’t 
show how we are measuring and the indicators should be quantitative to avoid 
misunderstandings.” (Manager C, 2014). Therefore, Managers are aware of the difficulty that 
meeting customer expectations represents for a service company as exposed by Gustafsson 
(2009), Fornell et al. (1996), and Grönroos (2001). Also, Managers perceive the point of view by 
Voss (2012) of customers demanding value-adding activities when acquiring a product or service 
from companies. One more point is that Services1 is using KPIs to measure their service 
performance, this is aligned with the use of a Super Measure so that company objectives, 
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communication, customer objectives, and value proposition delivery are all in line (Talukder, 
2011; Taticchi and Balachandran, 2008; Morgan and Rao, 2002). 

However, there is a clear mismatch on how Managers, Back-office, and Front-end personnel 
perceive how expectations are defined. For example, Back-office A (2014) said “I do not really 
know how this (expectations) is done.” On the same line, other Back-office and Front-End 
personnel mentioned that customers’ expectations were always higher than what the company 
could achieve. Also, some Front-End personnel said that customer expectations change a lot and 
they expect Services1 to adapt to those changes even when they are already performing the 
service. These mismatches could lead to different associations about what the customer is 
expecting and how team individuals can support each other’s work to achieve customer’s 
expectations. As Goldstein et al. (2002) mentions, a mismatch between what a firm intend to 
provide its customers (the firm’s strategic intent) and what the customer wants or expects will 
result in poorly perceived service. However, if Managers are not aware of this mismatch, then as 
Mankins and Steel (2005) propose there are few early warnings about performance gaps. An 
indication that there will be a customer satisfaction gap is the misunderstanding on what the 
customer’s expectations are. 

Managers, Back-Office, and Front-End personnel had very similar view about when the customer 
interaction starts, which could be when a customer requests the service, or someone from 
Services1 identifies a customer need. Furthermore, some Managers pointed out that the services 
does not really starts or ends, their description was of a continuous process for as long as there 
was a partnership depicting a win / win situation (Manager C; Manager E, Manager F, 2014). 
Thus, Watkinson (2013) principle of setting and meeting expectations is being followed up by 
continuous interaction and achievement of objectives. 

On the other hand, some Back-Office opinion on when the interaction ended was that it would 
be when the service was finished; however, Managers, some Back-Office, and Front-End agreed 
that the customer should be satisfied for the interaction to end. In this case, it is better to align 
with all personnel of the importance the interaction should continue until the customer is 
satisfied, that is, when the expectations are met. 

6.1.3 Quality requirements 
Quality aspects are very important for Managers. All of them mentioned methods they use to 
learn from past experiences and implement improvements for future customer interactions. Also, 
they mentioned having well defined roles, common understanding of service strategy, mutual 
understanding and communication to avoid crisis. However, there is no consensus when 
explaining how to develop those improvements. One of them leaves the definition of quality up 
to everyone. For another, enhancing quality means reaching customer expectations and avoiding 
making same mistakes twice. However, this contrasts with the perception from Back-Office and 
Front-End personnel about the customers having always higher expectations than what Services1 
can achieve. Another Manager mentioned identifying issues before performing the service and 
present daily updates with customer as preventive measure of quality issues. However, as 
explained later in the communication section, there are some issues that difficult the 
communications path mostly towards Front-End personnel. Fornell et al. (1996) and Ciavolino 
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and Dahlgaard (2007) state quality in service interaction is reflected as customer satisfaction; 
therefore, customer expectations must be handled accordingly to achieve customer satisfaction.  

Back-Office and Front-End personnel pointed out there are some difficulties on their tasks to 
secure quality in the service interaction. Issues like customer expectations not communicated on 
time or formally to all parties involved. They said sometimes this was only communicated “... 
only during a casual chat in the office…” (Back-Office C, 2014). Also, communication of these 
topics would be intermittent, that is, some occasions it was informed, other times they had to 
assume if something similar had been done in the past. One of the Front-End and one of the 
Back-Office agreed that customer take for granted Services1will adapt to every change they make 
even for last minute notice, so “…they always take our extra mile as something normal.” (Back-
Office B, 2014). Front-End employees are mostly guided by what the Manager or Back-Office 
personnel indicates the service should be, that is, the previous agreement they make with the 
customer. However, when they reach the customer they find out there are other tasks that were 
not informed and this information changes the original plan and have to redefine the objectives 
with the customer. This could create unforeseen problems by the end of the service; thus, not 
reaching original customer expectations. Additionally, Front-End personnel pointed out that 
customers could have a different perception of the quality of the service. One side is what the 
Front-End person does, that is the service. The other side is the perception of how this service is 
planned by the company. They said, some customer’s perception is that Services1 is unorganized. 
As proposed by Grisham (2011), the total set of characteristics agreed to fulfil a service form part 
of the quality success and should be bear in mind at all times. Grisham (2011) additionally points 
out that quality aspects should be agreed with the customer on a case by case basis. This is part of 
what the Managers and Back-Office do before the service interaction, but should be formally 
communicated to each stakeholder participating on the service. 

It was found that all the personnel is committed to enhance their work quality by personal means, 
but also, they have the managers support by experiences and feedback communication. As Front-
End A (2014) said, “communication with the customer is the most important aspect to establish 
for a service provider.” This is in order to know what the customer wants and to reach an 
agreement on how to fulfill customer needs (internally within Services1 and with the customer). 
This is in line with what Grönroos (1998) stated, that the service quality perception from the 
customer happens during the interaction. The customer expects to know what the service process 
will be like, what resources are to be used, knowledge needed, technology, time, deliverables, etc.  

6.1.4 Communication and relationships 
In this regard majority of Managers, Back-Office, and Front-End personnel agrees there is a gap 
of communication. Most of them described lack of communication between the different roles 
due to varying reasons like: people reporting to different managers will not accept direct 
communication from other managers, that is, the communication should come from their direct 
manager and that is treated as a process; too long time to receive feedback or provide 
information due to intensive workload for some people; assignments could change from one day 
to the next, thus creating communication gaps because people is not informed on time; 
Relationships between some people is not the best so they use the company’s bureaucracy to 
avoid having to deal with them; people should act as a team, however, not everybody seems 
committed; communication process should improve to secure alignment within the company and 
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with customers; sometimes there are two or three different versions of what a services should be 
at a customer due to poor communication, then it is time consuming to clear out what is the final 
version; when there are delays on the service it is informed until last minute when it is hard to do 
something about it. This aspect should definitely be improved, communication represent the link 
between the service interaction whole chain of events. As Segoro (2013) affirms, the customer 
perception on the service has positive direct influence on their loyalty; therefore, internal 
communication should be clear internally so that customer does not have to suffer as a 
consequence. Additionally, miscommunication is a source of mistakes which leads to unmet 
expectations and represent a misalignment of strategy intent (Goodman, 2009; Roberts and 
Alperts, 2010).  

Although, one of the Managers described several internal communication paths at Services1 like 
the use of smart phones, mails, internet, direct communication, etc., there are some problems 
that hinder their efficiency. Some of these problems were mainly identified on the 
communication process from Managers and Back-Office towards Front-End personnel. For 
example, not clear instructions from managers or Back-Office about what the service should be, 
or not communicated to all people involved thus creating multiple versions of the service. Also, 
favoritism towards working with a determinate Front-End person and if this person is not 
assigned, then collaboration stops. Additionally, work load is heavy for some personnel who slow 
down the execution of activities and also the communication path, or cannot be part of an 
improvement process. Much of the information is provided by email; however, Front-End 
employees do not work on an office and when on the field there is no internet access and 
sometimes even phone communication is not possible. Also, for Front-End personnel there are 
several web based tools they should use to complete their work reports; however, many times 
those web based tools fail and Back-Office are unable to help on a timely manner.  

When it comes to communication between Services1 and the customer, Front-End personnel 
assert that this is the most important aspect to establish for a service provider. This in order to 
know what the customer wants and to reach an agreement on how to fulfill customer needs. 
Establishing a good level of communication with the customer will help in avoiding stressful 
situations during the actual service. Front-End personnel have recently been instructed to keep 
the customer updated daily with the service advance and feedback Back-Office and Managers if 
any special situation needs attention. As stated by Grisham (2011), effective communication 
transparency with stakeholders is one of the 4Cs that needs to be taken into account when 
defining and structuring quality for a service. Also, Taticchi and Balachandran (2008) stated that 
communication is very important to achieve strategic alignment; poor communication on 
company level leads to a divergence between the needs of Services1 and the customers.  

On the other hand, Back-Office personnel did not think that there exists a well-defined structure 
on how communication should be handled with the customers, on a company level. Then, Back-
Office personnel take different approaches trying to keep a transparent communication and 
always giving the customers’ needs the highest priority by presenting options for how thing can 
be solved if it can’t be done immediately. Or, if an issue arises and it can be solved internally 
without involving the customers, they will do that to avoid stressing situations with the customer. 
In this respect Managers comment communication should improve both internally and with the 
customer. It is the manager role to ‘manage’ the customer, minimize tension or stress, analyze 
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previous experiences and avoid the negative parts, have clear objectives, common understanding, 
and have mitigation plans. One of the Managers pointed out about half of the stressing situations 
could be solved from Back-Office by planning and supporting Front-End during service 
interactions. They should also help handle policy issues with customers, and avoid commitments 
they cannot accomplish. Managers should play an important role on the education of these topics 
and enhance expertise on the team. Overall, Managers, Back-Office, and Front-end recognize 
there is a needed to improve communication to avoid confusions or different versions of 
customer’s expectations or the tasks to be done. It was pointed out as well that 
misunderstandings among the roles could create friction with the customer since the customer 
sometimes would notice that there was a lack of communication or agility to communicate in a 
faster way to all personnel involved in the interaction. Therefore, Watkinson (2013) principles of 
“Leave nothing to chance”, “Effortless and stress free experience” are not being met. 

6.1.5 Training on customer satisfaction topics 
Another downside was the trainings to front-end and back-office employees on how to achieve 
customer satisfaction, which turned out to be poor for the majority of them. Manager A and 
Manager B explained that it was probably not done in a correct way before, however, recently it 
was receiving more attention through trainings online either assigned by the manager or by 
request from one of the employees. However, Manager E said it was still not formally done; it 
was only through mentorship or working with more experience people. Furthermore, Manager B 
pointed out this subject has been losing focus. Now more focus has been given to other areas like 
technical side, but behavior and attitude towards customers was not given. Other similar 
companies provide this type of training, but Services1 is just asking the personnel to do it without 
providing guidelines or very limited knowledge. Additionally, the customer satisfaction 
knowledge level is not standardized or defined for each role; therefore, some employees from 
similar roles differ greatly on what knowledge they posses or what trainings they have received if 
any. Front-End A has received only training through three workshops during more than five 
years employment at the company; Similarly, Front-End B has only received customer topics 
training twice during seven year with the company. This should be an important aspect for new 
personnel as Front-End C explained because they start having interaction with customers right 
away but many do not know basic customer relationship topics. Back-Office personnel expressed 
similar views as Front-End where most have received very little training on customer topics; 
consequently, as for Front-End it was very important to have this type of knowledge since they 
have indirect and direct communication with customers on a daily basis. In this regard Watkinson 
(2013) principles of “Leave nothing to chance”, “Engage socially”, and “Consider the emotions” 
should be taken into account. Customer satisfaction, relationships, and handling topics should be 
part of the personnel common knowledge to be able to provide the right experience. A person 
could be doing something wrong but with the best intentions without knowing it is a mistake due 
to lack of basic customer topics knowledge. As Gustafsson (2009) suggests, complaints or 
dissatisfaction can be attributed to human factors, that is, lack of knowledge for instance. 

A very interesting initiative called Quality Service Experience which a Manager described as 
learning by experiencing and reflection. It is an Action Reflection Learning (ARL) method for 
benchmarking with other companies in similar environments. This is an initiative that has been 
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recently ongoing in the area and has been used a source to provide conscious good experience to 
customers based on reflection of past experiences (Manager E, 2014). 

 

6.1.6 Motivation to deliver good customer experience 
Managers A, B, and F pointed out motivation is something personal, as a habit, driven by 
professionalism. However, other Managers included reasons as the company core values, lead by 
example, team spirit, involve all the department areas to let them know why their roles were 
important, recognition for good performance, exposure to new challenges, economical bonuses 
from performance (mutual benefit if there is good performance both company and customer 
win). Back-Office and Front-End personnel also pointed out that their motivation laid on 
personal or professional reasons. Furthermore, most of them agreed that the company was not a 
source of motivation. The perception was that the company focused more on pointing out 
mistakes or emphasize when customers gave negative comments which causes demotivation. 
They acknowledged it is hard to keep everybody motivated, but in the past few years several 
management changes have been ongoing and past managers have offered things to employees 
and then they leave which means the promises will not happen. Also, the company’s decision of 
lowering budget for employees’ activities has lowered engagement, so the motivation source is 
mostly something personal (Back-Office A, Back-Office B, Back-Office C, Back-Office D, 
Front-End A, Front-End B, Front-End C, 2014).  

Watkinson’s (2013) principles emphasize the importance of providing a positive customer 
experience to obtain customer’s loyalty. However, without proper employee motivation sourced 
by the company the employee could at some point have all the information and tools necessary 
to perform a good job, but she will fail to perform well without motivation. Watkinson’s (2013) 
principle “Leave nothing to chance” should be applied and properly close this motivation gap. 
Naumann et al. (2001) points out that successful customer satisfaction are implemented with 
support from the company and its employees; consequently, the company should secure 
employee participation. That is, well motivated employees.  

6.1.7 Customer feedback and satisfaction 
According to Managers A, B, C, and E there are standard ways to get customer feedback through 
surveys after interaction events and also to share with the rest of the employees. They also 
mentioned that the surveys cover most important KPIs so Services1 can improve continuously 
and show customers they are being taken into account. They take the lessons learned from the 
experiences, repeat what is good, and share with their respective teams. However, they recognize 
there is no exact process to share this with their teams. It is up to each manager the way they 
want to do it, or how often. Managers D and F point out that the surveys sometimes are filled in 
by personnel at the customers that had no direct interaction with the service. So, their answers 
might be based on “feelings” not reflecting the reality of the service event. Also, some customers 
seem to be aware of which points would be taken in considerations for Services1 internal targets 
and induce bias on their response based on current personal situation. For this reason, sometimes 
the results of this survey are not accurate and some managers try to relate on additional inputs to 
translate the information to their teams. 
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The perception from Back-Office and Front-End about the customer’s feedback is that there 
does not exist a process to share the information. Back-Office mentioned that they mostly get 
feedback directly from customer or Front-End personnel. Some Back-Office go one step further, 
and keep direct communication with the customer to avoid waiting indefinitely for feedback. 
They know about the satisfaction surveys; however, they would like to have feedback more often 
to know the current status to avoid misunderstandings or surprises. Some Back-Office and 
Front-End point out that what the company readily emphasizes quickly is if the customer has a 
complaint or there is a bad comment or score on the surveys. In this case, the managers will 
communicate it quicker. However, on a daily basis, there are so many interactions ongoing with 
customers that is hard to keep track of all activities and if there is any feedback to follow up on.  

Another point is that Back-Office and Front-End personnel perceives that when there is an idea 
to improve something, the majority agrees this will not be taken into account. The suggestion 
stays only as a comment and because of the heavy work load there will not be a follow up. Also, 
results from the surveys seem to take too long time to be transformed into actions. When 
something goes wrong, it might happen again because of the administrative part delay to take 
actions.  

There are different views regarding the process for gathering customer feedback among the 
different level of employees, and feedback is an important aspect for future design changes 
according to the service concept model by Goldstein et al. (2002). It becomes clear that if there is 
no structured way of receiving customer feedback, then the power of service concept will not be 
utilized as it should.   

6.2 Identification of PDCA cycle including monitoring aspects 
In this section characteristics related to the PDCA cycle found in the empirical data are discussed. 
Monitoring aspects are integrated in the discussion as part of the DO step in the PDCA cycle. 

6.2.1 Plan 
Managers, Back-Office, and Front-End described there is a planning process before every service 
interaction. Managers described this process more in detail taking into account definition of 
objectives and managing expectations, agreement of tasks to execute, time frame, resources, 
performance, keep close contact during the whole process, etc. Managers that have constant 
communication with customer (Manager D, Manager F, 2014) commented that they try to 
accommodate to customer’s activities to provider a good service, but there is normally conflict 
between what the customer is willing to spend on time, resources, and budget, so customers 
always want to reduce those aspects in the service proposal. Watkinson’s (2013) principle “Leave 
nothing to chance”, “Set and meet expectations”, and “Engage Socially” are being included in the 
planning process. However, the principle “Satisfy higher objectives” should be considered since 
maybe the customer’s real needs might be different and when the service proposal is presented 
they do not see the value and they start to reduce the different aspects mentioned in the proposal. 
Additionally, the financial, time accuracy, scope accuracy, communication, coordination, 
commitment, and cooperation monitoring (Grisham, 2011) aspect are being taken care of during 
the planning process by making sure the customer agrees with the proposal.  
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Additionally, Back-Office personnel mentioned that customers sometimes ask for a service 
without enough time to plan accordingly, but due to Services1 financial targets they try to 
accommodate even when they know they are risking the service quality results. One of the 
managers had the same line of thought by stating “…we are losing focus on satisfying the 
customer because we are being pushed to achieve a financial target and the customers perceive it 
as we only want to sell, then our partnership is at risk.” (Manager F, 2014). Manager D had a 
similar view. In this regard Watkinson (2013) principle “Strongly reflect customer identity” 
should be considered since Services1 might be leaving aside the customer’s identity aspect which 
creates loyalty. Also, stress might be introduced when the customer perceives that is being 
pushed to buy something they do not want; therefore, the principle “Effortless and stress free 
experience” is not met.  

Front-End personnel said they are not always taken into account for the plan formulation. 
Usually, they are just assigned the job, and if they spot something that could go wrong like not 
enough time, or there is a special tool or template needed to perform the service that was not 
considered, or based on previous knowledge of the customer asking the service there are some 
risks that need to be mitigated and they did not, then people has to quickly find a solution or 
make last minute changes. Also, Front-End personnel said that there are standard lists of tasks 
and time to perform cyclical services and normally managers and Back-Office take those to make 
the proposal to the customer without taking into account that under the specific situation of the 
customer the tasks and time will vary considerably. Then, the Front-End personnel ends up 
having to change the agreed expectations (time, financial, and scope) once they reach the 
customer’s site. Up to the Front-End role, the service plan has a gap. Scope accuracy, time 
accuracy, coordination, and communication monitoring are not taken completely into account; 
consequently, financial accuracy is at risk as well (Grisham, 2011). All personnel involved in the 
service should be taken into account in the planning process for a successful service (Chien et al. 
2002; Manuele, 2008). Front-End personnel are a very important source of customer information 
since they are closer to them most of the time compared to Managers and Back-Office. 
Watkinson’s (2013) principles “Leave nothing to chance”, “Set and meet expectations”, 
“Effortless and stress free experience”, and “Consider emotions” should be considered since the 
beginning to create the right service experience. Although, Managers mentioned these aspects are 
improving on the planning process, they should be kept in mind as they are critical flaws in the 
service experience process and consequent customer satisfaction. 

6.2.2 Do 
The execution of the service is in great extent carried out by Front-End personnel. Back-Office 
and Managers support remotely, but daily interaction and task execution is Front-End 
responsibility. At this point communication, follow up, plan development, and all details related 
to the service are Front-End activities (Front-End A, Front-End B, Front-End C, 2014).  

Front-End personnel commented lately there have been improvements on the execution of the 
services as opening and closing meetings with the customer responsible to confirm plan, 
resources, time frame, and task agreements. This provides a good setup in line with Watkinson’s 
(2013) principle “Leave nothing to chance”, “Set and meet expectations”, “Engage socially”, and 
“Set the customer in control”. The Front-End personnel agreed this activity together with daily 
updates to the customer caused a good impression on the customer, if there was something 
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unexpected it was easier to solve and the customer is communicated on daily basis. Thus, 
constant monitoring of the proposal, risks, and evaluation are done (Chien et al., 2002). 
Additionally, Front-End personnel perform a leadership role by assuming control over the 
activities with the customer creating an environment of cooperation and communication 
(Grisham, 2011). Front-End personnel in this case are greatly responsible to provide a delightful 
experience to the customer during execution, that is the principle “Satisfy or indulge the senses” 
(Watkinson, 2013); however, this experience should be rightly setup from the plan of the service 
process. Therefore, there is a great need of providing Front-end and Back-Office personnel with 
the knowledge through constant training on customer satisfaction topics where a gap is identified 
with the current situation. 

However, Front-End personnel also mentioned that communication with Back-Office and 
Managers in case of some problem was difficult since at the customer place they don’t have 
internet access and sometimes phone communication is difficult as well. There is a number of 
web based tools that they need to access to complete their jobs and sometimes those tools fail 
and the time lapse to obtain help from Back-Office could be long. Back-Office personnel agreed 
that communication with Front-End was not always easy and Managers sometimes 
communicated directly with them but other times it was not possible. The execution of the 
service should be as “Effortless and stress free experience” (Watkinson, 2013) for the customer 
that any communication, cooperation, and coordination, (Grisham, 2011) or support deficiency 
will have an impact on satisfaction.  

6.2.3 Check 
The results of the service interaction according to Front-End personnel are shared on a ‘closing 
meeting’ with the customer. This is part of a recent initiative to improve communication and 
results with the customer. Final status of the service, results, performance, recommendations, 
etc., are discussed preliminarily with the customer responsible of the service and later on, a final 
detailed report is sent through the manager in charge of the customer. Back-Office mentioned 
that normally they receive feedback about the service from the Front-End or Manager but not as 
a structured way, only if there was a problem or if requested. At this point some Back-Office 
mentioned they would do a phone call to confirm customer satisfaction and proceed with the 
invoicing, or open a claim if something did not go well and then follow up closely to finalize any 
issue or pending action. But, some Back-Office and Manager also said that if they did not hear 
anything back, then they would assume everything is ok. Other Managers having closer contact 
with customer mentioned performing communication with customer, follow the established 
process to close service, collect feedback from customer and analyze any issue to take actions, 
also obtain feedback from Front-End and Back-Office then take the best ideas; however, not all 
will be executed because of time, budget, or resources limitation. Some Managers talked about 
recognizing the good job from personnel and having a financial reward system for good 
performance. Chien et al. (2002) recommends the promotion of this type of practice and reward 
the good actions. 

There is good indicators that the ‘Check’ step on the PDCA cycle (Chien et al., 2002) is being 
performed by Managers, Back-Office, and Front-End personnel. Back-Office check process is 
not well defined, and needs to be improved by establishing more communication, collaboration, 
and coordination (Grisham, 2011) with Front-End and customer (direct source of service results) 
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and Managers as well. This way principles “Satisfy higher objective”, “Leave nothing to chance”, 
“Set and meet expectations” and “Consider the emotions” (Watkinson, 2013) are being practiced.  

6.2.4 Action 
This step refers to the series of actions to establish a continuous improvement process (Chien et 
al, 2002; Manuele, 2008). There should be a process of customer satisfaction collection and 
evaluation which Managers mentioned is established and the company has KPIs and targets to 
accomplish. However, for Back-Office and Front-End this process is not clear and majority 
mentioned there should be more easy access to this information. Additionally, customer 
satisfaction knowledge should be improved covering Back-Office and Front-End personnel as 
the critical people working close with the customer. There should be standards on what customer 
satisfaction knowledge should be provided to employees starting with the most recent employees 
and establishing new or refreshing information during a time cycle. In this step of the PDCA 
cycle, also ideas for process improvement are collected and implemented. Managers mentioned 
that feedback from Services1 personnel is collected, and the best ideas are taken into account; 
however, not all of them can be implemented due to time, budget, or resources limitations. 
Furthermore, majority of Back-Office and Front-End personnel perceives their ideas are not 
taken seriously, or there is a lack of process to provide them. Also, they perceive there is an 
overwhelming workload that some people just cannot take part of improvement processes. 
Another aspect to improve in this step is the motivation for employees. The company should 
strive to keep their personnel motivated to perform a good job, the general perception from 
Back-Office and Front-End is that they do a good job because of personal reasons and some 
went even further to say that the company was not a source of motivation.  
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7 Conclusions and Implications 
In this chapter, a summary is provided of principal findings discovered in the analysis process of 
the application of current theory on service concept and customer experience and satisfaction 
within Services1 TSO department and minimize the gaps that could hinder customer satisfaction 
highlighted in the problem discussion and formulation in sections 1.3 and 1.4.  

 

7.1 Summary of findings 
This study provided an insight on the customer service activities at the TSO department at 
Services1. The purpose of this thesis was the application of current theory on customer 
experience and satisfaction to identify gaps (through flaws and mistakes) that hinder the 
achievement of customer satisfaction. The following points are important to be able to identify 
and minimize flaws and mistakes during the customer service activities: 

 Define and clearly communicate a set of objectives that all personnel involved in 
customer interactions can follow and rest their decisions on.  As Watkinson (2013) and 
Chien et al. (2002) propose, the customer interaction should be well defined and carefully 
planned. Additionally, there should be alignment of objectives, strategic intent and what is 
delivered to customer; that is the people and processes and who should reflect 
organizational goals within the service concept context (Goldstein et al., 2002; Behara, 
2013; Kumar and Kumar, 2004).  
 

 Share explicit information about the customer’s expectations for each service interaction 
with the involved personnel. There should be alignment on activities to perform, 
expected performance, resources, time frame, quality conditions to fulfill the service both 
from Services1 and the customer. Avoid sending a person to a customer without the 
information clearly defined, or change resources on last minute. Following Watkinson 
(2013) principle of setting and meeting expectations should be openly considered. Also, 
knowing the customer’s higher objective so that people directly interacting with the 
customer can provide a more delightful experience to the customer by differing from the 
‘wants and needs’ so as to fulfill the ultimate customer’s motivation for requesting that 
specific service. Therefore, there should be common awareness of the difficulty that 
meeting customer expectations represents for a service company and its importance as 
exposed by Gustafsson (2009), Fornell et al. (1996), and Grönroos (2001) 
 

 Communication process should be improved among the different roles so that front-end 
employees have all the information needed to successfully perform the assigned tasks and 
know exactly the customer’s expectations before they meet the customer (Watkinson, 
2013). Grisham (2011) proposes among the monitoring aspects the communication, 
cooperation, coordination and commitment as part of an effective process with 
stakeholders. All equally important to achieve quality and align with the strategic intent. 
Customer perception on the service has direct influence on loyalty; therefore, 
communication should be clear so that customer does not have to suffer confusions 
(Taticchi and Balachandran, 2008; Segoro, 2013). 
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 Customer satisfaction and service trainings and information should be standardized and 

refreshed periodically so that employees have the needed knowledge about the best way 
to act according to different situations with customers. That is, to secure employees have 
the right knowledge and tools to delight the customer with the right experience during 
the service interactions (Watkinson, 2013). Chien et al. (2002) contemplates training and 
education improvements in customer satisfaction topics as part of the continuous 
improvement process. Additionally, research suggests that human factors as lack of 
knowledge contribute to customer complaints and thus dissatisfaction (Gustafsson, 
2009). 
 

 The company should be a source of motivation for their personnel to provide customer 
satisfaction and good customer experiences in every customer interaction. It is more 
meaningful for employees to find an additional source of motivation on the company. 
The customer experience depends also on the social engagement of the customer, so it is 
of utmost importance that the employees feel motivated to promote a social group. Also, 
the company should leave nothing to chance as stated by Watkinson (2013). Motivation 
and engagement are important factors among a company’s employees to provide 
customer satisfaction. Employees should be able to create an emotional connection with 
customers to encourage repeated interactions (Zomerdijk and Voss, 2009). This 
engagement is a challenge to achieve and requires alignment with value proposition, 
internal culture, and advertising, to provide a good customer experience (Roberts and 
Alperts, 2010). Well motivated employees facilitate the support needed for successful 
customer satisfaction implementation (Naumann et al., 2001). 
 

7.2 Findings and Problem Formulation 
The problem formulation is related to the identification of performance gaps that hinder 
customer satisfaction in service interactions. Through the analysis discussion, it was identified 
that communication and relationships is one of the most important gaps causing mistakes that 
lower the possibilities of providing a good customer experience. Additionally, there should be 
alignment of the service strategy intent, that is what is supposed to be provided as a service to the 
customer, and what the customer actually receives and experiences. Alignment between the 
different roles in the case company about expectations, quality details, time frame, and tasks to 
deploy, etc., in several cases is defective. Therefore, company internal alignment is another key 
point that affects customer perception of the service. On the same line, the definition of quality 
and objectives of the customer service should be clear to all personnel involved in the service 
interaction. Otherwise, there will be confusion and personnel could take different decisions about 
what the service should be like. Then, there is not a seamless customer experience since if there 
are no common objectives and quality standards, then there could be misunderstandings.  

Customer expectations should be clear and be understood by all the personnel involved on the 
customer service. Handling of expectations is a key performance determinant. The customer is 
not satisfied if their expectations are not met. In our case company, this is a big issue since the 
perception is that customers’ expectations are higher than what Services1 can provide according 
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to some of the interviewees. Thus, mishandled expectations create a gap in the satisfaction and 
experience for the customer. Training on customer satisfaction topics is very important for 
personnel having interactions with customers. In our case company there was not a standard on 
what customer satisfaction information the personnel should have. Personnel is asked to provide 
customer satisfaction but not all have the same knowledge on this topics and it ends up as a 
matter of chance if the employee is really able to provide it consciously. An additional gap is the 
source of motivation for the personnel. Motivation could in great part be a personal or 
professional trait, but the company should motivate their personnel as well to provide a good 
customer experience. There are initiatives to improve this in the case company, but not a 
common perception among the personnel yet.  

Additionally, customer feedback should be collected and shared with the personnel involved in 
customer interactions. In the case company customer feedback is collected as a normal process; 
however, the information is not available to all personnel as a standard practice. Consequently, 
the personnel are not aware if a customer is satisfied after a service, or which are the causes of 
the dissatisfaction. Then, a gap that hinders self-improvement among employees is created. With 
the feedback from customers, personnel could identify their own weaknesses in the process and 
try to improve if they had the chance. Alternatively, personnel with access to customer feedback 
could provide ideas to improve the process or identify processes that are not customer friendly.  

 

7.2 Conclusion 
To conclude, we have been able to discover the need of establishing a process that helps 
identifying performance gaps in service interactions that influence customer satisfaction. By 
identifying major problems during the service process, performance gaps can be improved to 
provide a better customer experience, thus, increase customer satisfaction.  

The purpose of this thesis was to identify performance gaps that influence customer satisfaction. 
Thus, personnel involved in customer service interactions can be aware of the gaps before they 
negatively influence customer satisfaction. We found that through the use of the Service Concept 
model (Goldstein et al., 2002), the Principles for great customer satisfaction (Watkinson, 2013), 
and the PDCA model (Chien et al., 2002) described in this thesis’ conceptual framework those 
performance gaps can be identified. Additionally, continuous improvement can be implemented 
by implementing the PDCA cycle (Chien et al., 2002) oriented to customer satisfaction and 
knowledge trainings on topics like customer experience.  

In our case company the most important gaps identified were: - Definition and handling of customer expectations – Market Information Gap (GAP 1 in 
GAPS Model by Parasuraman et. al., 2004)  - Definition of quality and objectives for customer interactions – Service Quality Gap 
(GAP 5) - Alignment of service strategy intent with execution – Service Standards Gap (GAP 2) and 
Service Performance Gap (GAP 3) - Proper communication and relationships – Internal Communication Gap (GAP 4) 
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- Training on customer satisfaction topics - Personnel motivation and engagement to provide a good customer experience – Service 
Performance Gap (GAP 3) - Sharing of customer feedback 

For further research we suggest to involve the other three sub-systems of the service concept: 
Customers, Physical and Technical Environment, and Organization and Control. These areas will 
provide a wider insight on the topics affecting customer satisfaction and the integration among 
them. Additionally, since this thesis focused on a single service provider the longitudinal case can 
be done to expand and compare results. Also, similar research could be done for product 
providers as well. 
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9 Appendix 
 

9.1 Interview Guide 
To get most out of the interview sessions, the plan is to structure the questions to cover the three 
identified levels (as explained in the Method chapter); each level covers Managers, Back-Office 
employees and Front-End employees respectively. As explained in the Method chapter, the 
interviews follow a semi-structured fashion to gather as much insight as possible from the 
personnel without restricting their comments; however, a line of inquiry is always followed to 
avoid deviation from the thesis research topic.  

The following are open-ended interview questions that guide the conversation. Consequently, in 
some cases an opening question is made and as the interviewee developed her answer, more 
clarification could have been asked for during the conversation.  

The interview started with a clarification of the research intentions and the ethical aspects 
concerning the provided information. The desire is to create a rich dialogue that brings up 
evidence useful for the research. Also, as Yin (2008) suggests the investigator should be a good 
listener, adaptive and flexible to situations, avoid preconceptions, and knowledgeable about the 
topic. 

The guiding questions were developed taking into account the literature framework covering the 
aspects needed to answer the research question. The questions were formulated so that 
relationships with the frameworks could be explored with information from the interviewee’s 
answers. By discovering relationships or missing links, mistakes and flaws could be identified 
during the service processes and detect early warnings of possible unmet expectations.  

- Interview Guide: 
 

1. What are the goals or objectives for customer service interaction for you as a 
service provider? 
 

2. When do you consider the customer service interaction starts and ends? 
 

3. How are quality and expectations defined with customers? 
 

4.  How do you enhance the quality work internally to meet customer expectations?  
 

5. How is stress prevented during customer interactions? 
 

6. How do you support your team’s work during customer service interactions? 
 

7. How are employees motivated to deliver good customer experience? 
 

8. Do you feel engaged to provide good customer experiences? Why? 
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9. How do you monitor that service interactions goals are being executed? 
a. How do you prevent / detect non-satisfied customers? 
b. How do you encourage / detect satisfied customers? How do you 

encourage those cases? 
 

10. How do you make sure that customers’ needs get fulfilled? 
 

11. What are the relationships between managers, back-office, and front-end 
employees and how do they communicate with each other during the customer 
service interaction? 

 
12. Is there any formal process to share the customer feedback with employees in 

subsequent service interactions? 
 

13. How are ideas to improve customer service interactions from employees taken 
into account? 

 
14. How often are you trained in customer satisfaction topics? 

 
 

9.2 List of Interview respondents  
 

Name Date 
Front-End A April 29th, 2014 
Front-End B May 1st, 2014 
Front-End C May 3rd, 2014 

Back-Office A April 30th, 2014 
Back-Office B April 30th, 2014 
Back-Office C May 2nd, 2014 
Back-Office D May 11th, 2014 

Manager A April 30th, 2014 
Manager B May 6th, 2014 
Manager C May 7th, 2014 
Manager D April 30th, 2014 
Manager E May 12th, 2014 
Manager F May 10th, 2014 

 

 


