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ABSTRACT

The Internet environment has transformed the concepts of serize fnd recovery strategies from a dyadic
customeiprovider focus into a multidimensional web quality scope. In traditional enasyrttee research
spectrum of service failure and recovery strategies is very much developed ¢ustomer service approh,

and the responsibility of recovery has been traditionally assumed to be smn#tht is assigned to the
marketer. Studies pay little or no attention to the mutftetisional nature of service failures contingent to
recovery strategies in developingurtries. To date, empirical studies have focused on service failures and
recovery strategies in developed countries. This paper aims to provide rssigies on the need for a context
specific development of recovery programmes and strategiebleuibrdeveloping countries.

Keywords:Online service failure, recovery strategy, recovery expectations, cussatsaction, postecovery
behaviour

INTRODUCTION

The Internet environment has transformed the concepts of service failure avneryestrategies from a dyadic
custometprovider focus to a multidimensional web quality scope. In traditional ete®) the research
spectrum of service failure and recovery strategies is very much devétoped customer service approach,

and the responsibility ofecovery has been traditionally assumed to be something that is assigned to the
marketer ceteris paribugBitner, Booms& Tetreault, 1990; Maxha®& Netemeyer, 2002; Argo, Whit Dahl,

2006; Roggeveen, Tsirég Grewal; 2012; Sivakuma® Dong, 2014). By ontrast, research into online service
failure and recovery strategies suggests that unddmstans limited to the spectrum of custonrveebsite
interactivity and less on the multidimensional nature of computatiated marketing environment (CMME)
(Hoffman & Nowak, 1996; Ozuem, Howell Lancaster, 2008).

CMME views online customer behaviour in a different way to traditional behaviowedhndhe online
environment situates providers in an intense space of market competitioimnpagithe customer opla click
away from switching providers in light of service failure (Ozuem, Ho&ellancaster, 2008; Wang, Wu, &i
Wang, 2011). The CMME itself, together with the intensity of competitioweseas an indicator of very low
customer switching and emoti@ncosts (Forbes, Kelle§ Hoffman, 2005). Consequently, online customers
ignore postservice failure interactivity with the provider even though sustityaét intended to recognise such
failure and initiate service recovery. In such circumstancetgrass can switch to alternative providers. In this
fragile online environment, research into service failure and recovetteges amongst online services has
received more attention in understanding the causes of service failurethathan understaig customers’
perception on service failure (Meuter et al., 2086tloway & Beatty, 2003).

36 ©Copyright 2015y the Global Business and Technology AssociafidirRights Reserved



A review of studies examines online service failure and recovery stafegie 2002 (Forbes, Kelley
& Hoffman, 2003; Kuo et al., 2011; Ozue&n Lancaster, 2014). Research into online service failure and
recovery strategies has succeeded in assigning meaning to online servies faild categorising these into
typologies (Forbes, Kelleg Hoffman, 2003; Kuo et al., 2011). Other scholars’ attention was diremtestds
examining the online service failure and recovery strategies on lenses tbrieddéncountersantecedents,
though fewer antecedents are considered in the online failures (Kup201dl; Wang et al., 2011; Ozuein
Lancaster, 2014). Such epistelogical orientations limit the potential and opportiesi inherent in CMME.
Understanding service failure depends on individual expectations. &gipng the ontology of customers in the
service failure and recovery process should be contextual thiregeneric and standardised. Within this scope
of approaching customers, Wang et al. (2011) examined the&giems based on justice theory. The principles
of justice theory lay on the equal fairness assessed from all the partiesociety (Mandle2009). In service
recovery, justice is ‘defined as the customer’s assessment of thesgaghthe way in which service failures are
handled’ (Wang et al., 2011, p. 352). Wataal.’s (2011) study reveals that customer perception of fairnass is
reflecion of the marketer's behaviour towards the customer. Zhu et al. (2013) sougiderstand customer
perceptions of what causes service failure (such as whether it is tbenets or the provider’s fault) through
attribution theory. Recently Ozue# Lancaster (2014) utilised a constructivist perspective to comprehend
customer recovery expectations and satisfaction. Stpdigéttle or no attention to the multidimensional nature
of service failures contingent to recovery strategies in developing aintio date, empirical studies have
focused on service failures and recovery strategies in developed esuiitnis paper aims to provide some
insights on the need for a contesytecific development of recovery programmes and strategies suitable for
devebping countries.

THEORETICAL FRAMEWORK AND CONTEXT

The term ‘service failure’ has grown in popularity as a terminology used hysbhblars and practitioners over
the last two decades (OzudnLancaster, 2014). Service failure has occurred in numeesesrch disciplines,
including production and management (Craighead, Ka&auiller, 2004), business (Ché& Mattila, 2008),
marketing (Sivakumar, L& Dong, 2014), consumer behaviour (Argo, WhiteDahl, 2006) and the service
industry (Chuang, Cheng, @hg& Yang, 2012). Despite the uniqueness of these settings, isadalygether, it

is clear that service failure is common to a range of commerciagsetand practical solutions must be attained
to address service failures.

Various industries have been researched by scholars examining servicedadurecoveries. These
industries include fashion (Luo et al., 2012; Ozugrhancaster, 2014), the airline industry (Bitner, Boasns
Tetreault, 1990; Ringberg, Odekerk8nhroder& Christensen, 2007; dhifield & Cole, 2008; Roggeveen,
Tsiros & Grewal, 2012; Tshin et al., 2014), medical care (Singh, 1990; &hwiattila, 2006), hospitality
(Bitner, Booms& Tetreault, 1990; Smith, Bolto& Wagner, 1999; Smitl& Bolton, 2002; Hess, Ganesén
Klein, 2003; Qaighead, Karwar& Miller, 2004; Bonifield & Cole, 2008), grocery shopping (Singh, 1990),
automotive repair (Singh, 1990; Craighead, KangaMiller, 2004) and the financial industry (Singh, 1990;
Maxhamé& Netemeyer, 2002; Chuang, Cheng, Ch&nyang, 2012. Based on the reach of the analysis, it can
be argued that the latter industry is perhaps the least researched areakdtingnand digital marketing
research, online service failures and recovery strategies in finandiltioss are the most truncated and
underdeveloped areas, particularly in developing countries.

Service failure, as a term, can easily be conceptualised, and the definitibwesliterature reflect a
trajectory of meaning from common ground. Traced back to its early diocidBell & Zemke (1987) stated
that service failure ‘happens every time our experience of service &ty short of expectations’ (p. 32).
Bell & Zemke (1987) suggested that mismanaging the ‘design and deployment of serviceesltkeldocus
on the details’ (p. 32) shapes the fluctuating of expectations, thatvigesbreakdown, which can be identified
with two distinct labels. First is ‘annoyance’ embodiedifijated customers facing a slight shortage on what
they have expected (i.e., a minservice failure) (Bell& Zemke, 1987, p. 33). Second is ‘victimisation’
personified by customers encountering a major failure @&emke, 1987, p. 33).
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In terms of ‘customer expectations’, Sivakumar& Dong (2014) proposed that ‘service failuréadis negative
disconfirmation when service performance falls below expectations’ (p. 6)develop upon this idea,
Sivakumar et al. (2014) imparted another perspective on service failure awsfolWith the inherent
heterogeneity of services, perfornca@ sometimes meets expectations, sometimes falls below expectations
(“service failure”), and sometimes exceeds expectations (“service delight¥1jp The term ‘heterogeneity’
used in the abovementioned definition refers to the multiple providerstanmrscan interface within the
marketplace. It is therefore important to understand the complexity ofibahamongst customers interfacing
with service failures in terms of multiple choices in the kearThe focus oSivakumar et al.’s (20145tudy is

on the frequency, timing, proximity and sequence of service. Frequency isddintdetwo: concentrated and
dispersed. The first refers to the failure or delight emerging from a samgleunter. The second refers to
multiple short failures or delights.ifiing refers to the momentum of the failure or delight occurrence, whilst
proximity is the interval amongst the failures or delights. Secgieompares a failure and a delight based on the
importance of each in terms of their awakening series. Sivaketahr(2014) proposed that seriously perceived
‘service failures’ are those with ‘dispersed breakdowns, long intertatiesg failures, and failures rather than
delights situated in the closure of the encounter’ (p58R

Yet service failure as a phemenon is immensely complex and prone to misconceptions and gaps
reflected in the literature and with some relevance for practitionersit&rature shows that scholars have been
researching service failure from similar grounds/perspectives. Thasglarch on service failure has enriched
the literature, there is an unsolved puzzle in the extant obsaad an additional contribution is a necessity.

The primary idea that explains this complexity generates specifically the differences amongst
custaner recovery expectations and that of myopic perception of customerdpaiats in terms of their
prospects. In Bel& Zemke's (1987) delineation, the customer’s expectation is associatedthwithone of
neutrality’ (p.32), that is, the state of eqtatietween ‘what was expected’ and ‘the gain’. When the custismer
satisfied with the experience, s/he is situated in theglateld zone’ (Bell& Zemke, 1987, p.32). By contrast,
when the customer is dissatisfied with the experience,\sithbe positimed in the undesirable one. ‘On either
side of the neutral zone is a memorable experience’ B&kmke, 1987, p. 32). The neutral zone identified by
Bell & Zemke (1987) does not provide explanations on how to understand custerperstations but rather
provides the marketer with an overview on the ontological stiwat¢hey should take (i.e., the delight zone).

To develop upon this, the complexity in the nature of ‘self’ broadens whenptoakiging service failure in the
context of ‘the delight experience’, and this proposition has been advanced by asuttioms Rus& Oliver
(2000). Rus®& Oliver (2000) expressed a view of the ‘counter customers’ delighfére’ notion articulated in
Rust& Oliver's study is that ‘critics have suggested thatghaing the customer “raises the bar” of customer
expectations, making it more difficult to satisfy the oustr in the next purchase cycle and hurting the firm in
the long run’ (Rust& Oliver, 2000, p. 86). Rus& Oliver (2000) also considered the perspectives of the
customer forgetting the delight. The essence of customers forgetting the delight of not increasing the
expectations of self in the sense that the provider is literally not foccemhance their service above the
standards they have already set. If this is the case and custanaerot elastic in their choices but rather loyal to
a single provider, Rust Oliver (2000) concluded that delighting customers is a smart customer pensuasi
technique (p. 92). Some conceptualise the effedetifjht on the customer and the provider based on how
customers give meaning to delightful experiences. Intrinsically, toatier Igroup, customers are positioned
under different perception grounds of delight, emphasising the emighiiad what a deligful experience is for

a customer. Consequently, it is worth exploring how a provider should interdctawdustomer and what
recovery strategy they should provide when service failure sccur

An additional source of complexity in conceptualising servalure is the divergence within findings
in relation to the effect that the ‘custormovider relationship’ has on customer expectations and satisfaction
when a failure awakens and recovery is provided. The lack ofragré around a structured paradigs to how
compact the relationship should be between the provider and the customer has led antgi@actitioners to
debate these issues. Hess et al. (2003) suggested that the cystosicker relationship is complex and that
customers interested ilong-lasting relationships with a provider are more tolerant of failures, haver low
recovery expectations and allocate failures to less stable ones. They are cuhsegoee satisfied with
perceptions of recovery (Hess et al., 2003, p. 140). It isestigg here that a more enduring custepnevider
relationship is a positive outcome, particularly for providershénsense that less recovery effort is required. To
the brilliance of irony, one may say, the sublime matter behind thdy &uhe quesbning of self. Are those
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findings presumptive yet superimpositions of prior studies, or do they rédflecibsolute truth of the issue?
Reiterating some truth in the ambiguity illustrated in th@rptwofold question, the authors themselves
accentuatedeneralisation of findings as an issue (Hess et @3,20 141).

Hess et al. (2003) analysed customer responses to service failures in téng obrprior service
relationships, and Hui, H& Wan (2011) considered the issue of customer trust developedns ¢aécustomer
provider encounter length. The outcome refers to ‘trust’ being the sublime ardafatow customers assign
meaning whilst justifying responses to service failuflesillustrate this, the authors argue, ‘Our studies show
that it isnot prior relationship per se but rather trust in the service provideinteedcts with seftonstrual to
influence consumer responses to service failures’ (Hui et al., 2011,. pn thntrast to independent customers,
it was evident that interdepesmat ones have less intention to switch and complain in the face of process and
outcome failures, particularly if they trust the providdui(et al., 2011, p. 74). This emphasises trust building,
particularly if the targeted customers are societal iefEncdent groups (Hui et al., 2011, p. 75). Note that if the
customers do not complain, there is a downside for the compatyf the provider having tenuous information
about the customer’s stance towards the-firam argument underlined when interdependarstomers are
considered (Hui et al., 2011, p. 76).

Craighead et al. (2004) called the time from failure occurrence to whaerdkider becomes aware of
the failure ‘the praecovery phase’ (p. 309). Regardless of the attempt of marketers toptheloptimum
scenario, that is, minimising the precovery phase, and aiming to develop a pure recovery encounter with the
customers—a concept explained by the literature as the ‘service communality’ (see Rjregtadr, 2007p.194
for the original authors of the conceptlhey still face a state of unenviable ‘commercial friengls(Ringberg
et al., 2007, p. 194). One possible reason for the prolongaggeery phase can probably be explained by the
suggestion of Bougie, Pietef#sZeelenberg (2003).Hey proclaimed that ‘most dissatisfied customers generally
do not bother to complain’ (Bougie et al., 2003, p. 390). Therefore, it isuliiffec conceptualise the customer’s
stance solely by making assumptions. It can be difficult for servigdogees ¢ recognise dissatisfaction if the
customer does not ‘provide’ a readable sign.

The idea advanced by Bougie et al. (2003) is the understanding of ‘customer’s l@hagjmrnses to
failed service encounters’ (p. 377) subject to two emotional respatissatisfaction and anger. ‘To explain
dissatisfaction and anger, authors considered the following behavioumahsesp switching, complaining, and
negative worebf-mouth (WOM)’ (Bougie et al. 2003, p. 378). ‘Dissatisfaction was found ta Bgnificant
predictor’ (Bougie et al. 2003, p.390) of the firstpesse, whilst anger is significant to the entire list of
responses (Bougie et al. 2003, p.390). The authors suggested thagiagipear to be in contrast with earlier
work’ (Bougie et al. 2003, 889) and create room to criticise how we understand the hseoize of customers
following service failure behavioural responses. What they do notdaadsian elaboration of the providers’
ability to understand the mental state of the qusto

In terms of the emotional responses, the complexity in gadunaksing service failures is subject to
debate around two emotional approaches: varibased and specific emotions (Zeelenb&r@ieters, 2004).
The first approach typically situates perceptionsco$tomers as either positive or negative, ignoring any
explanation along this spectrum (Zeelenb&rdPieters, 2004, pp. 44846). By contrast, the latter approach
considers literally everything about customer responses, from whasdlahrough to theiody language. All
of these signs reveal much about customer mental perceptions, as ilustraeelenbergk Pieters’ (2004)
discussions. These authors suggested that a specific emotions approacks'remight into the specific
antecedents, phenommogy, and consequences of different emotions’ (ZeelenkeRjeters, 2004, p. 446).
Zeelenberg& Pieters (2004) questioned the variahesed approach. Instead they argued that customer
perceptions of failure should be analysed through the specific @moéipproach elaborated upon through
appraisal emotion theory (s2eelenberg & Pieters, 200d, 446 for authors on appraisal emotion theory). They
suggested that it is this approach that offers theory to commtehe mental contour of customers. Thalgsis
of the specific emotions approach centres on two emotions, namely, regretapumbidisnentZeelenberg &
Pieters, 2004)They examined four behavioural responses, which they labelled switckg,icerplaining and
word-of-mouth based on these emotions. A synopsis of their findings suggests (1) spatothiwordof-mouth
are related to blended regret and disappointment; (2) complaining is relate&dppointment although not to
regret, and this variance is justified by the idea thatorners assign their own responsibility to regret
(Zeelenberg& Pieters, 2004, p. 452); and (3) inertia has a modest relationship with negréisappointment
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and can be considered unique in the context of this m{@delenberg Pieters, 2004, p153). Complaining is
perhaps the factor that exerts the greatest influencetayatimg customer perceptions of inertia (Zeelenkirg
Pieters, 2004, p. 453).

Early literature relating to service marketing that fesuon analyses of role theory reflects a
morphologyoutcome on customers and employees across common and blended respan(Sbiiireon et al.,
1985). That is, not only employees are considered responsible for custdisictian, but the customers
themselves are also considered in such discussions. Based on role theory, sus®mere or less considered
in terms of learned and systematic behaviour, identified asitmdlessconcept (Solomon et al., 1985, p. 106),
whereas the position of employees is explained adntissrole congruencespeciftally ‘the degree to which
the service provider’'s concept of his/her role accords with the orgamzationception of that role’ (Solomon
et al., 1985, p. 104) andter-role congruencespecifically ‘the degree to which provider and client share a
comma definition of service roles (Solomon et al., 1985, p. 104). It follows thatettvice provider expects
from customers an equivalent response to prior responses and a changebtehtngour only when a service
encounter deviation aris¢Solomon et al., 1985). The closer the employee is to the iatd interroles, the
more positive the providerustomer encounter will b&s¢lomon et al., 1985). The salient interpretations that
emerge from the abovementioned discuss{seeSolomon et al., 1985)ra as follows: First, regardless of the
responsibility of customers, there are no ‘rules’ thatl spg an ideal employeeustomer interaction, and it is
the employees’ duty to design and influence service encountksatisfaction. They must be ableutederstand
customer expectations. Second, regardless of the degree to which a custoaies stable from one encounter
to another, there is always the possibility of déwn, and the difficulty of managing service enu@us remains
problematic.

MAN AGERIAL IMPLICATIONS AND CONCLUSION

Omitting employees from service encounter process entignts’ is a critical issue that can influence the
treatments of service failure phenomenon (Bellemke, 1987; Bitner et al., 1990). Though research espouses
the centrality of employee empowerment, it continues to be iansaheme in the literature but one that is
perhaps overlooked by practitioners. By its very nature, employee empawedsmdentified as a form of
‘knowledge’ and ‘control’ (Bitner et al., 1990, p.82). Knowledge refersitorination imparted to employees
(for example, on service standards, delivery process and service chstiestaimongst others), whereas the
freedom of employees to make decisions is assigned to ‘cofBitier et al., 890. Knowledge will help the
provider understand what is wrong with the service, whereas contrassifin the right to recovery decisions to
the employee (Bitner et al., 1990). The endorsement that ctistomer is always right” is not enough (Bitner
1990, p.82). In fact, they can be wrong and can even be insulting, accor@iigetoet al. (1990, p. 82). Based
on their arguments, customers can be very unpredictable. Therefioployees should have adequate knowledge
and the decisiomaking freedm to successfully handle the encounter.

If a chronological examination of studies in this subject is undertaken, aokegra that may arise is
how to situate, define and discuss failure and service recasery a selective approach rather than darsig
the two comprehensively. Recently Sivakumar et al. (2014) questioeedesearching of service failures
alongside service recovery. They argued that most of the resggymoaching service failure focuses on tyqfes
recovery strategies, antecetiermediators and recovery consequer(&gakumar et al. 2014, p.42prior to
this work, to some extent, Ch&i Mattila (2008) criticised conceptualisations of senfizibure in tandem with
recovery outcomes. A comprehensive approach of service faihdeecovery strategy helps scholars justify
their studies. However, it leaves the literature prongutgective interpretations of service failure and reppve
strategy as separate topics. This does nothingtifycdiscussions of what is ultimately a comphtiebate within
the subject.

The earlier sections suggest that service failure is yigjghificant to the provider. However, service
failures can mitigate negative consequences through effective recaegegiss (Craighead et al., 2004). There
are arguments that service recoveries can even enhance customeer relationships, yet extant ‘research has
shown that more than half of attempted recovery efforts only reinforsatidiaction’ (Casad®iaz & Nicolaw
Gonzalbez, 2009, p. 1659). Thus, service failure continues to be padrtraithin unclear boundaries.
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Conceptualising service failure and identifying intrinsécovery strategies to cope withaite useful to assess
failure types alone so that a better understanding can be provided
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