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CHAPTER 12 
 
Monitoring and evaluating the service 
 
This is the final chapter in the book and it has been designed to provide the 
reader with a clear understanding of: 
 

a) the evaluation of customer and employee satisfaction 
b) customer complaints and effective complaint-handling procedures 
c) the concept of service recovery  
d) the nature and provision of guarantees 
e) consumer behaviour signals that often precede customer defections 

 
 
In recent years marketing practitioners have placed increasing emphasis on 
customer satisfaction and its measurement. It would perhaps be worth 
exploring this phenomenon by raising two questions: 
 
What is meant by the term “satisfaction”? and  
 
Why have marketing departments become increasingly concerned with 
customer satisfaction?  
 
A key concept in the measurement of satisfaction is consumers’ 
expectations. This has previously been discussed in both chapters one and 
nine. Often consumers hold more than one level of expectations. Using 
Figure 12.4 tutors should explore the nature of the various types of 
expectation – ideal, deserved, expected/anticipated, and minimum tolerable. 
Students could be encouraged to consider these various levels in the context 
of a specific service. 
 
To explore the concept of satisfaction in more detail, students should be 
asked to consider what the terms service satisfiers, dissatisfiers and criticals 
mean. What other terms could be used to describe these factors? For a 
service that they have some experience of, students could be asked to 
propose factors that might contribute as satisfiers, dissatisfiers, and criticals.    
 
The chapter contains a detailed exposition of how to measure customer 
satisfaction using a quantitative multi-attribute attitude study. Students 
could be encouraged to consider: 
 
What the weaknesses of this measurement tool are? 
 
What other research techniques could be used to gather satisfaction data? 
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Significantly greater proportions of dissatisfied customers of services (as 
opposed to products) complain. Why should this be? Who are the customers 
that complain? Is there anything in their profile that would suggest why they 
complain more than most? 
 
One of the key reasons that consumers complain is because their 
expectations of service are not delivered by the consumption experience. 
Refer to Figure 12.8 for the major causes of unfulfilled expectations. Tutors 
could encourage students to consider which of the five factors are the most 
likely causes of unfulfilled expectations in the following services:    
 
University education 
Low cost airline 
Weightwatchers 
Pizza delivery service 
 
There are costs (as well as benefits) associated with complaining. And like 
other cost benefit analyses, for a consumer to complain the benefits should 
outweigh the costs. Students should be encouraged to discuss specific costs 
and benefits associated with examples of service dissatisfaction (real or 
imaginary). 
 
The chapter goes on to address the topic of service recovery. Historically 
organisations tended to view complaints in a negative light. Responding to 
complaints was something of a Cinderella activity, often given to graduate 
recruits. Nowadays, many enlightened organisations recognise the benefits 
of adopting a more strategic approach to complaint- handling. Students 
should be asked to reflect on the benefits suggested in Section 12.3. If 
resources have to be allocated between two activities: designing a high 
quality service and designing a strategic complaints handling system. How 
should resources be allocated – 80:20; 100:0; 50:50? 
 
Tutors could usefully ask students to debate Jan Carlzon’s (ex-CEO of SAS) 
view of complaint handling: 
 
“What’s the danger of giving away too much? Are you worried about an 
over-satisfied customer? That’s not mush of a worry. You can forget about 
an over-satisfied customer, but an unsatisfied customer is one of the more 
expensive problems you can have………..the danger is not that employees will 
give away too much. It’s that they won’t give away anything because they 
don’t dare.” 
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Providing a guarantee is one means by which organisations can reduce 
perceived risk among buyers. Why do very few service organisations operate 
guarantees? Ask students to consider a service that they use regularly. Then 
using the satisfiers, dissatisfiers, and criticals typology previously discussed, 
ask them to propose specific wording for a guarantee to cover each of the 
factors.  
 
Referring to the advertisement carrying a guarantee on page 181 of the text, 
ask students to critically evaluate this advertisement using Table 12.6 
Qualities of the Ideal Guarantee.  
 
The chapter concludes with a section on customer defections. Tutors should 
encourage discussion of the reasons why an organisation may not be 
dissatisfied if it has some defections. The topic of defections could also 
usefully be aligned to a discussion of the issue of customer segmentation in 
the context of relationship marketing.     
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Assignment 12.1 : Complaint management profitability 
 
Using Strauss and Schoeler’s model for the calculation of profit from 
complaint management, determine an organisation’s profit from complaint 
management where it is estimated that effective complaint handling has 
retained 7,200 customers, that on average the annual spend on a customer 
is £4800, and that return on sales is 15%.  
 
The expected customer lifetime is 5 years, and the complaining customers 
on average have 3.5 years lifetime remaining.  
 
The costs associated with the complaint management system are: 
 
Personnel costs    10%   of profit contribution 
Admin. Costs       5%   of profit contribution 
Communication Costs     1.5%  of profit contribution 
Response Costs      8%  of profit contribution 
 
Strauss, R. & Schoeler, A. (2004) Complaint management profitability: what 
do complaint managers know? Managing Service Quality, volume 14, 
number 2/3, pp.147-156 
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Assignment 12.2 : Complaints and Legal redress 
 
Tony saw an advertisement in the local press for a gym in the centre of 
Edinburgh which said ‘Our facilities are the best in Scotland – Guaranteed!’ 
He paid a visit to the gym and in his opinion the facilities were indeed 
excellent. He had a chat with Margaret, a very helpful sales person, during 
which he explained that he was a single dad and was training for an ‘Iron 
Man’ triathlon. He was, therefore, particularly impressed with the swimming 
pool and crèche.   
 
Margaret appeared genuinely interested in Tony’s individual requirements 
and said that, in line with the advertising campaign, the staff prided itself on 
running the best gym in Scotland. She explained that to join, there was a 
monthly membership fee of £90 and an initial minimum term of membership 
of 18 months during which time he would not be able to cancel his 
membership. She also indicated that the monthly fee was about to be 
increased to £120 and that the only way he could avoid paying this higher 
rate was to join that day. This was not in fact the case but she said it to 
‘encourage’ Tony to join there and then.  
 
Tony said he wanted to join but that he was prone to bad injuries and if he 
was unable to use the facilities because of injury he would want to cancel his 
membership. Margaret told him that if he suffered a serious long term 
injury, he could cancel by giving one month’s notice. Tony was satisfied with 
this and Margaret then produced a contract document for him to sign. She 
said that the document reflected the discussion they had just had and that 
he should not worry about the small print which she described as ‘the usual 
jargon’. Tony accepted this and signed the document without reading the 
small print. 
 
For the first eight weeks, Tony could not have been happier with his decision 
to join. He could leave his kids in the crèche while he trained, the facilities 
were great, and staff members were friendly and attentive. However, in 
week 9, he received a letter explaining that the swimming pool would be 
closed for 3 months for essential maintenance and that the opening hours of 
the crèche were being significantly reduced due to a lack of customer 
demand. He complained to Margaret about both these issues. She was 
sympathetic but said these changes were unavoidable. She also referred him 
to condition 8 of the small print of his contract which states:  
 

The management may vary, add or remove any of the particular services 
and facilities provided within the club from time to time. 
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In light of this, Tony decided that there was not much he could do and so he 
continued to use the gym, although not as much as previously because he 
could not go when the crèche was closed.  
 
In week 13, he returned to the changing rooms after a training session to 
discover that his locker (which he had securely locked) was wide open and 
his car keys had been removed. He immediately sprinted out of the changing 
rooms into the car park to see if his car had been stolen. Unfortunately, he 
did not see a pool of oil which was lying in the car park. He slipped, and in 
so doing, badly injured his left knee. To make matters worse, his car had 
indeed been stolen. 
 
While he was convalescing, he wrote a letter of complaint about the incident 
and seeking compensation for his stolen car and injured knee. In due course 
he received a reply offering an apology but also referring to condition 16 
which states: 
 

Members use the premises at their own risk. The club will not be 
responsible under any circumstances for injury to members or loss of 
or damage to members’ property, whether caused wilfully, accidentally 
by theft or otherwise. 

 
The letter went on to state that, in light of condition 16, no legal liability 
could be accepted but as a gesture of good will a cheque for £150 (without 
admission of liability and in full and final settlement) was enclosed. Tony 
wrote back saying he was most unhappy with the offer but that, in light of 
condition 16, he had decided to accept it. He also stated that, as he had a 
serious long term injury, he could no longer use the gym and wished to 
cancel his membership. He received another reply which referred to 
condition 2 which states: 
 

The initial term of this contract is 18 months. You may not cancel your 
membership during the initial term for any reason other than a 
medically certified, life threatening illness. 

 
The letter went to state that, as he did not have a life threatening illness, he 
was locked in until the expiry of the initial term of 18 months. 
 
Tony replied saying that regardless of what the contract stated, Margaret 
had told him he could cancel by giving one month’s notice if he suffered a 
serious, long term injury. He received another reply disputing that Margaret 
had said any such thing and referring to condition 26 which states: 
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These written terms constitute the entire contract between the parties 
and no other communications, whether written or verbal, made either 
before or after the making of this contract, are terms of this contract. 

 
The letter went to state that accordingly what Margaret may or may not 
have said was irrelevant and accordingly Tony was still locked into the 
contract. 
 
 
 
 

1. What legal issue arise in relation to the above scenario? 
 
2. On the assumption that it was necessary to close the swimming 

pool and reduce the opening hours of the crèche, what steps could 
the gym management have taken to avoid legal liability arising? 

 
 
 
With thanks to James McDougall, Napier University, Edinburgh for providing 
this assignment 
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