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1.1. Service guarantees 

Service guarantees are used in many service industries as a sign of quality and to improve 

customer-supplier relationships. In the retail sector for instance, the concept is used by Jumbo, 

one of the main Dutch supermarket chains. Jumbo communicates a service guarantee (‘Zeven 

Zekerheden’) to its customers with seven promises regarding aspects like friendly employees, 

freshness of products and waiting lines at the cash desks. For example, if a customer is fourth 

in line and not all cash desks are open, he or she receives the groceries for free. The concept is 

also used in the hospitality industry. The Scandinavian hotel chain Radisson Blu and the US-

chain Hampton Hotels offer their guests satisfaction guarantees. If a guest is not satisfied with 

the hotel, he or she does not have to pay for the stay. Also, organisations in for example the 

banking, insurance and leasing industries use service guarantees. A service guarantee can be 

defined as: a set of explicitly communicated promises to (potential) customers to deliver 

specified service levels or even customer satisfaction, generally including the promise to 

compensate the customer if one or several promises are violated1.  

 

1.2. Service guarantees in the public domain 

A substantial share of services is delivered by public organisations. In daily life, citizens, as 

customers are dependent on very different public services like garbage collection and issuing 

formal documents such as driving licenses, passports and visas. Many of these services are 

offered in a monopolistic situation where customers do not have the possibility to choose. But 

customers’ expectations are influenced by their experiences in private settings (Clarke et al., 

2007). Customers’ expectations may have shifted to levels similar to those found in the 

private sector because of the increasing commercialisation of public services and the 

introduction of many private management and customer service innovations in public settings 

(Clarke et al., 2007; Needham, 2006). In order to fulfil these raising customers’ expectations, 

it is important for public managers to find and use concepts that help them to improve the 

customer centeredness of their organisation. Service guarantees could be such a concept. A 

service guarantee could be an important concept that helps public organisations to achieve this 

goal by helping to improve the responsiveness and the culture of public service delivery by 

focussing on the needs of customers (Clifton et al., 2005; McGuire, 2002). 

 

                                                             
1 My definition is based on published service guarantee definitions; see Appendix I for an overview of service guarantee 

definitions. 
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In fact, service guarantees have been used since 1991 in public service settings, starting with 

John Major´s UK Government White Paper: ‘The Citizen’s Charter: Raising the standard’. 

John Major stated in this document: ‘I want to see public services in which the passenger, the 

patient and the parent can have confidence and in which public servants can have pride’ 

(Connolly et al., 1994 p24). The managerial concept of service guarantees in the private 

sector was translated into public service guarantees for national, regional and local public 

services (Connolly et al., 1994). This would contribute to making the public sector become 

similar to the private sector by extending the principles of market consumption to citizens as 

customers by giving them more power (Pollitt, 1994; Taylor, 1999). The aspiration was 

improved customer satisfaction with the quality of public service delivery (Aldridge and 

Rowley, 1998; Drewry 2005). Based on the experiences in the UK, many countries like 

Australia, Belgium, Italy, Spain, The Netherlands and the USA started using public service 

guarantees. Countries such as South Korea (Kim, 2009) and Ghana (Ohemeng, 2010) 

followed some years later. Not only the differences in public service cultures per country 

(Clark, 2000) but also the reasons for introducing service guarantees varied per country 

(Drewry, 2005). In some countries, like the UK, they were introduced in order to improve 

performance. In other countries service guarantees were introduced by regional and local 

public agencies to justify government performance or because of pressure from national 

governments. Given these differences, the labels and content of the service guarantees vary. 

Various labels are used for the same concept depending on the country. Examples are 

citizen’s charter, service charter, customer service plan, service pledge, performance pledge 

and (in Dutch) kwaliteitshandvest. For this dissertation I shall use the general label ‘public 

service guarantee’ (cf. Madell, 2005). 

 

1.3. Aim and focus of this dissertation  

The academic attention for service guarantees started with an article by Christopher Hart in 

Harvard Business Review (1988), which was based on the experiences of the first US-

companies using the concept. Since then, more than a hundred conceptual and research-based 

papers on service guarantees have been published in marketing and services management 

journals (for an overview until 2008, see Hogreve and Gremler, 2009). In all of this research 

many aspects of service guarantees have been researched in private settings. It is, however, 

surprising to see that this marketing and services management literature on service guarantees 
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seems to have largely ignored the public sector2. Public management literature on service 

guarantees restricted itself to the anecdotal level without any fundamental empirical research. 

I have found that in the past 25 years a total of 31 papers on public service guarantees have 

been published in public management journals and except for two papers presenting basic 

empirical research (James et al., 2005; Torres, 2005), all papers are conceptual and 

descriptive.  

 

The aim of this dissertation is to contribute to closing the gap in literature on the design and 

implementation of public service guarantees and to help building bridges between public 

management literature and marketing and services management literature. The aim of this 

dissertation is also to offer public practitioners research-based insights on public service 

guarantees. In this dissertation I focussed on the objective of service guarantees: to improve 

the customer centeredness and performance of public organisations towards citizens as 

customers in order to improve customer satisfaction. A service guarantee forces the whole 

organisation to focus on customers, it sets clear standards for customers and employees, it 

creates team spirit and pride, it generates customer feedback and forces the organisation to 

understand why it fails and finally it empowers citizens as customers because they know what 

they can expect from the organisation (Taylor, 1999). Hogreve and Gremler (2009, p. 330-

331) give an overview of the results of research in private settings of the effects of using 

service guarantees on customers’ service evaluations and behavioural intentions. They report 

that service guarantees reduce perceived risk and have a positive impact on perceived quality 

and customer satisfaction. Concerning the behavioural intentions service guarantees have a 

positive impact on e.g. the intentions to purchase and return.  

 

In order to achieve the objectives mentioned above, there are two important preconditions: a 

well-designed content and a proper implementation. First, a well-designed service guarantee 

has content that makes sense for customers. A service guarantee generally consists of three 

design elements3: the scope, the compensation and the payout process (Hocutt and Bowers, 

2005; Berman and Mathur, 2014). Scope: this is the extent of coverage of the guarantee. In 

the case of an attribute-specific service guarantee it consists of one or more concrete and 

explicitly formulated promises related to service attributes. Promises can for example address 
                                                             
2 See for exceptions Björlin Lidén and Edvardsson, 2003; Gremler and McCollough, 2002; Kennett-Hensel et al., 2012; 

Lawrence and McCollough, 2004. 
3 The sections 2.2. until 2.5. present an overview of the different design elements and types of scope. 
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attributes like speed of delivery, number of customers at the cash desks or the speed of 

complaints handling. In the case of an unconditional satisfaction guarantee, no service levels 

are communicated but customers are promised to be (completely) satisfied. Compensation: 

customers experiencing a violation of one or more promises are remunerated through a 

nonmonetary or monetary compensation like free goods/services, money back or a price 

reduction. Payout process: this is the way customers receive the compensation after a service 

guarantee violation. A service guarantee violation is a specific service failure where the 

promised service level (or even satisfaction) is not realised in the interaction with an 

individual customer. The first part of my research focuses on this subject. The second 

precondition is that a service guarantee is well implemented to make sure that the organisation 

(a) fulfils its obligations based on the content of the service guarantee and (b) is effective by 

improving the customer centeredness of the organisation and the satisfaction of it’s customers. 

It means that organisational aspects like employees; systems and procedures all are aligned to 

work in conformance with the content of the service guarantee. The second part of my 

research deals with this subject.  

 

1.4. The content of a public service guarantee 

The first three research questions address the content of a service guarantee. In marketing and 

services management literature a vast flow of research has addressed the design of service 

guarantees in private settings (for an overview: see Hogreve and Gremler, 2009). Several 

studies have researched the type of service guarantee (e.g. Wirtz and Kum, 2001); others have 

investigated aspects concerning the compensation in a service guarantee (e.g. Hocutt and 

Bowers, 2005). Past research states that a private service guarantee should be well designed to 

be effective (Hart, 1988; McColl and Mattsson, 2011; Wirtz and Kum, 2001) and have the 

expected effects on customers’ evaluations like improved signalling effects (Spence, 1974) 

and increased justice effects (Adams, 1965). This is because a service guarantee acts as an 

extrinsic cue for (potential) customers to set expectations and later evaluate the actual 

performance of a service (Ostrom and Iacobucci, 1998; Tsaur and Wang, 2009). To increase 

the effectiveness of a service guarantee, the service context should be closely examined and 

considered when designing a service guarantee (Mattila, 2001). This service context could be 

different between public and private settings in three ways possibly leading to differences in 

the content of service guarantees.  
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The first is that there could be differences in the type of services and how customers perceive 

them. Public services like garbage collection, hospitals and social security all have a different 

service context. They also have a different service context than private services. For many 

public services citizens as customers cannot choose. In many cases they do not pay for these 

services, or bear just a fraction of the total costs because they are financed indirectly through 

taxes. Therefore the service context in public and private settings could be completely 

different. The second and related difference is that customer-supplier relationships as 

perceived by customers could be different. People in public settings also have roles beyond 

those of a customer, for example as a taxpayer, a citizen or a partner (Milakovich, 2003; 

Thomas, 2013). This could influence customers’ expectations concerning the content of a 

service guarantee. For example as a taxpayer, public customers could be concerned about the 

collective good and best use of their taxpayers’ money. This could lead to public customers 

regarding it less suitable for a public organisation to spend money on compensating customers 

for failures (Van de Walle, 2016), possibly leading to different customer expectations towards 

service guarantee compensation. The only study addressing public service guarantee design 

(Björlin Lidén and Edvardsson, 2003) supports this notion. This research among customers of 

Stockholm public transport shows that the public context leads to other and additional service 

guarantee requirements like that of fairness to customers and the careful use of taxpayers’ 

money. The third difference is the fact that public organisations are collectively owned by 

political communities serving all customers and stakeholders without the possibility to choose 

customer segments. Public organisations have widely different customer groups like citizens 

and companies, rich and poor people, people with and without a job, each with possible 

competing interests (Fountain, 2001). Therefore, fairness of distribution of scarce resources 

like taxpayers’ money among different customer groups is important (Drewry, 2005). The 

collectivistic stakes are more important than the stakes of individual customers. This could 

also have an effect on the service guarantee compensation since collective means for 

compensating individual customers may increase inequality in service delivery between 

customers (Fountain, 2001; Van de Walle, 2016). Chapter 2 presents the results of my 

research to answer the first research question:  

 

RQ1 What should be the characteristics of a public service guarantee? 

 

Chapter 2:  Public service guarantee design: results of an explorative expert study  

In this research a panel of 37 public service guarantee experts mainly from Dutch public 
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organisations was involved. They had been working with service guarantees and knew from 

past experience what the service guarantee design should be. The first step was to build a list 

with potential service guarantee characteristics based an extensive literature study using 

public management, marketing and services management papers. Next in a Delphi study (with 

three rounds of voting), the experts were asked to indicate the importance of these 

characteristics. This resulted in a list of 23 characteristics. The results showed for example 

that the experts agreed on characteristics related to the scope of the service guarantee. The 

guarantee should be relevant for customers, specific and easy to understand for both 

customers and employees. This part of the research on the content of public service 

guarantees contributes to service guarantee literature by offering the basis for guidelines for 

designing a public service guarantee. However, there was a low consensus among the experts 

concerning offering compensation in case of a failure. There were experts for whom 

compensating customers was very important, but the majority perceived this as a non-

desirable public service guarantee characteristic. Since it is the customers that determine the 

effectiveness of service guarantee compensation, I subsequently studied the effects of 

different types of compensation on customers’ evaluations. 

 

After a service failure, customers expect a recovery strategy that restores perceived justice 

(Basso and Pizzutti, 2016) and places a reasonable value on their inconvenience and loss 

(McQuilken et al., 2013; Yim et al., 2003). Service recovery attempts to make up for this and 

aims to return the customer to a state of satisfaction (Mattila, 2001; Sparks and McColl-

Kennedy, 2001). Therefore, compensation and a payout process are standard design elements 

of a private service guarantee (Hart, 1988; Hogreve and Gremler, 2009). Service recovery 

research in private settings shows that compensating customers monetarily leads to an 

increased perceived distributive justice and post-recovery satisfaction (e.g. Grewal et al., 

2008; Schoefer and Ennew, 2005; Wirtz and Mattila, 2004). As monetary compensation is 

defined as a financial value customers receive in order to (partly) balance the perceived 

economic and/or social loss due to a service failure. Several types of monetary compensation 

are possible; like refunds, discounts, gift vouchers and free goods and services (see for 

example Chu et al., 1998; Roschk and Gelbrich, 2014). However, in public settings offering 

compensation is not a common practice. The discord in opinions among the experts (Chapter 

2) is also present in the anecdotal public management literature on service guarantees. One 

stream of publications states that compensation should form an integral part of a public 

service guarantee (e.g. Kim, 2009; Madell, 2005; Torres, 2005) whereas others do not 
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mention compensation as a design element or even claim that compensation is not desirable 

(e.g. Barron and Scott, 1992). This discord and difference with the private sector could be 

caused by the opinion of public managers that collective resources like tax money should be 

spent on collective means, and not on offering individual customers compensation.  

 

Ultimately, it is the customer experiencing and evaluating service guarantee compensation 

that determines the effectiveness of it. If a service guarantee should actually contribute to an 

increased customer satisfaction (focus of this dissertation; see section 1.3.) what should then 

be the compensation that is promised and offered? This results in the second research 

question. 

 

RQ2 Does promising and offering a monetary service guarantee compensation in a 

public setting lead to increased customers’ evaluations?  

 

In order to investigate the influence of compensation, the discriminatory effects of explicitly 

promising and offering a monetary compensation on customers’ evaluations were researched 

in similar public and private settings. By studying the effects of monetary compensation, 

Chapters 3 and 4 contribute to the application of justice theory (Adams, 1965) and signalling 

theory (Spence, 1974) in service recovery settings. The results of the experiments are in line 

with earlier research applying justice theory (e.g. Blodgett et al., 1997; Schoefer and Ennew, 

2005) and signalling theory (e.g. Ostrom and Iacobucci, 1998) in private service settings. The 

effects of monetary compensation on customers’ evaluations have not been researched in 

public settings (Van de Walle, 2016). The contribution of the research in Chapters 3 and 4 to 

justice theory and signalling theory is that it has broadened the scope of the effects of 

promising and offering compensation from the private to the public sector. It shows that 

justice theory and signalling theory in service recovery settings are as applicable in public as 

in private settings.  

 

Chapter 3: Compensating customers for poor service delivery – Experimental research in 

public and private settings  

In two experiments (Dutch students N = 157; US-citizens N = 937) the effects of monetary 

compensation compared with no compensation on distributive justice, procedural justice, 

negative emotions and post-recovery satisfaction were researched. Vignette studies were used 

in order to determine the discriminatory effects of explicitly promising and offering 
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compensation in public and private settings. Results of both experiments showed that 

explicitly promising to compensate had no positive/negative effects on customers in service 

recovery settings. However, the actual offering of compensation led to positive effects on all 

dependent variables. In cases where compensation was explicitly promised but not offered 

(double deviation), customers’ evaluations were extremely negative. Interestingly, given the 

potential differences between public and private sectors, these results did not differ between 

the researched public and private settings. 

 

Although the main goal of Chapter 4 was to investigate the effects of prosocial compensation 

(see section below), in all three experiments for this chapter also the effects of a monetary 

compensation were researched. Vignette studies were used in order to determine the 

discriminatory effects on customers’ evaluations of explicitly promising and offering 

monetary compensation compared with no compensation in similar public and private 

settings. In the first experiment (US-citizens N=603), the signalling effects of explicitly 

promising a monetary compensation in a service guarantee were investigated compared with 

not promising any compensation. The scenario was that the participants were potential 

customers visiting the website of an organisation. Results showed that promising a monetary 

compensation had more positive effects on corporate image, perceived credibility and WOM-

intent than not promising a compensation; on CSR-image the results were similar. Two 

additional experiments (Dutch students N = 148; US-citizens N = 596) investigated the justice 

effects on customers in a service recovery situation. Results confirmed those of Chapter 3, 

offering monetary compensation after a service guarantee violation leads both in public and 

private settings to improved levels of distributive justice, procedural justice and post-recovery 

satisfaction compared with neither promising nor offering compensation.       

 

A potentially interesting type of public service guarantee compensation is ‘prosocial 

compensation’. Prosocial compensation is the organisational practice of donating money to 

charitable causes on behalf of individual customers as a means to compensate them for their 

loss after a service failure. Offering the compensation to a collective goal like a charitable 

cause could be congruent with the collectivistic and not-for-profit image of public services. 

Organisations using prosocial compensation combine the use of service guarantees with 

corporate social responsibility (CSR) through two types of prosocial compensation: a fixed 

cause predetermined by the organisation or a charitable cause chosen by the customer. The 

third research question is: 
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RQ3 What are the signalling and perceived justice effects of prosocial compensation?  

 

Chapter 4: Prosocial compensation after a service failure: Fulfilling organisations’ ethical 

and philanthropic responsibilities 

In three experiments the effects of the two types of prosocial compensation were researched. 

The first experiment (US-citizens N = 603) focussed on the signalling effects (Connelly et al., 

2011; Spence, 1974) on potential customers. Results show that explicitly promising to offer 

prosocial compensation in case a service guarantee is violated, leads to a more positive 

corporate image, perceived credibility, word-of-mouth (WOM)-intent and CSR-image than 

not promising any compensation. When prosocial compensation and a monetary 

compensation are compared, the effects on these dependent variables are similar. However, 

offering prosocial compensation leads to a more positive CSR-image than a monetary 

compensation. In two additional experiments (Dutch students N = 148; US-citizens N = 596) 

the effects of prosocial compensation, no compensation and a monetary compensation on 

distributive justice, procedural justice and post-recovery satisfaction in similar public and 

private settings were researched. Results showed that offering prosocial compensation led to 

more positive evaluations of distributive justice, procedural justice and post-recovery 

satisfaction than neither promising nor offering compensation. However, offering monetary 

compensation was even more effective in restoring justice and satisfaction than offering 

prosocial compensation. The equity of receiving monetary compensation was larger than that 

from the warm-glow of giving to a charity. Despite the differences in customer-supplier 

relationships between public and private settings there were no differences in effects between 

both sectors researched. 

 

This part of the research contributes to the application of signalling theory in a public and 

private service guarantee context. Experiment 1 shows that prosocial compensation is as 

effective as a traditional monetary compensation in signalling quality and even more effective 

concerning CSR-image. Further, this study is the first to use signalling theory in public 

service recovery settings and connects CSR-literature with service guarantee research. The 

experiments 2A and 2B contribute to the application of justice theory (Adams, 1965) in 

service recovery settings by showing the impact of prosocial compensation as a tool to restore 

perceived justice both in public and private settings. It is the first study investigating the 
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justice effects of prosocial compensation. It broadens the spectrum of the service recovery 

tools that organisations can use to restore perceived justice after a service failure. 

 

1.5. Implementing a public service guarantee 

The implementation of a service guarantee consists of all the organisational actions necessary 

to design the service guarantee, make it work and integrate it into routine practices. I have 

chosen to research this subject because of two reasons. The first is that to make sure a service 

guarantee contributes to improving the customer centeredness of the organisation and 

satisfaction of its customers it is important to address the right organisational enablers 

(McColl and Mattsson, 2011)4. Enablers can be defined as elements of processes, structures or 

states that are necessary antecedents to an effective implementation of a service guarantee 

(Kashyap, 2001). Similar to private settings (e.g. Sarel and Marmorstein, 2001), there is 

evidence that service guarantee implementation in public settings can fail (e.g. Cheung, 2005; 

Ohemeng, 2010) because the important enablers have not been sufficiently addressed. Several 

cases are described where implementation projects failed leading to serious criticisms by 

employees and middle management (Farrell, 1999), resistance to the necessary change 

(Ohemeng, 2010) and the perception that the service guarantee is a disciplinary device and 

management criticism on employees’ performance (Wehmeyer et al., 1996). Eventually this 

could lead to the inconsequential use of a service guarantee in daily practice (Sarel and 

Marmorstein, 2001). Marketing and services management literature offers many anecdotal 

papers and several implementation cases (e.g. Evens et al., 1996; Raffio, 1992) mentioning 

enablers. McColl and Mattsson (2011) have presented an overview of common mistakes in 

implementing a service guarantee but a structured study on the enablers is missing in private 

setting service guarantee research5.  

 

The second reason is that there are no models/frameworks that support public managers on 

this issue. Public management research has spent no attention on this subject and marketing 

and services management studies cannot be used without specific research in public settings. 

Research on other subjects than service guarantee implementation like performance 

management (Hvidman and Calmar Andersen, 2013) and decision-making practices (Nutt, 

2006) in which public and private organisations were compared showed that private 
                                                             
4 Also external political, cultural and contextual developments, such as the public reform agenda can influence the 

implementation of public service guarantees. These external factors are not in the scope of this part of the research. 
5 In section 7.5. this overview of McColl and Mattsson (2011) is compared with the results of this research 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 19PDF page: 19PDF page: 19PDF page: 19

 19 

management is not similar to public management. This could be caused by two ‘variables of 

publicness’ (e.g. Boyne, 2002; Bozeman, 1987): funding and control. Differences in funding 

and control between public and private organisations could lead to differences in the 

implementation of a service guarantee. Public organisations are often in monopolistic 

situations and are (partly) funded by political sponsors through taxpayers’ money. The 

organisational continuity and revenues do not depend on market mechanisms like customers’ 

preferences and customer loyalty. This could lead to public organisations being less 

responsive to the preferences of their customers (Boyne, 2002) and being less motivated to 

change towards a customer-centered organisation and to work in conformance with the 

content of a service guarantee. This could affect the implementation of a public service 

guarantee. Note that there is a tendency towards a more market and customer-centeredness of 

public organisations (e.g. Aberbach and Christensen, 2005). Finally, in public organisations it 

is the politicians and not the company owners who are ultimately in control. In public 

organisations it is the politicians and political parties, in conjunction with public managers 

and professionals that influence the implementation of a public service guarantee. Political 

forces could have an impact on the choices being made during the implementation. Because 

of these differences between public and private settings I argue that conclusions on the 

implementation from marketing and services management research cannot be transferred to 

the public sector without further proper research. Research questions 4 is: 

 

RQ4 What are the enablers for effectively implementing a public service guarantee by 

a single organisation? 

 

Chapter 5: An implementation framework for public service guarantees: results of a concept 

mapping study 

To answer RQ4, I developed a framework depicting the most important enablers for a service 

guarantee implementation within a single public organisation. A concept mapping study with 

an integrated Delphi study was conducted involving 45 public service guarantee experts. This 

design was used in order to bundle the collective know how of a broad group of experienced 

professionals. Based on an extensive literature study of public management, marketing and 

services management papers, a list with potential enablers was made. In the second step the 

Delphi technique was used. Experts voted in three rounds on these enablers that eventually 

resulted in a list with the most important enablers. In the next step these experts individually 

determined the relative importance of the enablers and clustered them. Next, using 
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multivariate scaling analysis a concept map was made. This PSGI-Framework is a graphical 

representation of the clusters, sub clusters and enablers with their importance indicated. It 

consists of three clusters of enablers (‘Leadership’, ‘Empowerment of employees’ and 

‘Continuous improvement’) that again consist of ten sub clusters with a total of 44 enablers. It 

shows that for example management commitment, alignment of the service guarantee with the 

strategy, active involvement of employees and customers and continuous improvement are 

essential for an effective implementation. This framework could help public organisations 

when implementing a service guarantee. It is the first in public management literature giving 

an overview of the enablers.  

 

It is important to note that networks of organisations are increasingly delivering public 

services. There is a move away from fragmentation and vertical structures to service delivery 

networks (Tax et al., 2013) in which two or more organisations are directly involved in 

delivering a service to a customer. This leads to an increased importance of cross-

organisational coordination and horizontal collaboration (Halligan, 2007). Customers interact 

during their journeys, from a customers’ need until fulfilling this need, through several touch 

points (Lemon and Verhoef, 2016) often delivered by a sequence of several organisations. 

From a customer-centric perspective, and to deliver outstanding experiences to customers, in 

these network situations it makes sense to offer one service guarantee for the whole journey. 

However, networks could face additional challenges compared with single organisations when 

implementing such a service guarantee. Examples are organisational differences in leadership, 

objectives and culture, and the need to collaborate. Therefore other enablers than specified in 

the PSGI-Framework for a single organisation (Chapter 5) might play a role in implementing 

a public service guarantee by a service delivery network. The fifth research question is: 

 

RQ5 What are the enablers for effectively implementing a public service guarantee by 

a service delivery network? 

 

Chapter 6: Implementing a service guarantee for an integrated regional stroke service: An 

exploratory case study 

The enablers for effectively implementing a public service guarantee were researched in a 

service delivery network consisting of five healthcare organisations in the South of The 

Netherlands. This network had implemented one common service guarantee for the customer 

journey for stroke patients. Service delivery networks using one service guarantee are very 
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rare, therefore the explorative study design of a single case study (cf. Yin, 2009) was used. A 

second reason to use this design was to research one implementation and its project 

organisation in depth, as an addition to the expert study presented in Chapter 5. The study 

design consisted of document research and in-depth interviews with the managers from the 

organisations involved. Interview transcripts were analysed using Glaser’s Grounded Theory 

approach of substantive coding consisting of open and selective coding in order to develop a 

framework of these enablers. With an analysis team of three persons (including myself) a 

tabula rasa approach was used for the coding process. This led to the Network Framework 

consisting of seven clusters of enablers containing 27 enablers. Three clusters show 

similarities with those of Chapter 5, two additional clusters focus on project management 

specific enablers and two clusters on network specific enablers. These last two network 

specific clusters might have a large impact on the effectiveness of the consistent 

implementation among the whole network. The Network Framework can help networks 

aiming to use a service guarantee when planning and realising the implementation. This part 

of my research contributes to public and private service guarantee literature and to 

implementation science in healthcare (e.g. Damschroeder et al., 2009; Moullin et al., 2015). 

Implementation research on integrated care services (Wensing et al., 2006) is often focussed 

on medical innovations in specific pathways like asthma, cancer and heart failure (Greenhalgh 

et al., 2004) in order to improve medical outcomes. This research expands implementation 

science by focussing on a quality management innovation in an integrated care setting in 

order to improve patient satisfaction.  

 

 

  

 

 
 
 
 
 
 
 
 
 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 22PDF page: 22PDF page: 22PDF page: 22

 22 

 

 

 

 

Chapter 2. 

 

Public service guarantee design: Results of a Delphi study6  

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

                                                             
6 I have conducted the research and written the chapter. Prof. C.T.B. Ahaus and Prof. S. Van de Walle were involved in 

designing the research, interpreting the results of the Delphi-rounds and reviewing and improving the chapter.  
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2.1. Introduction 

One of the two important preconditions for an effective public service guarantee is that it is 

well designed (see section 1.3.). When working with service guarantees in the public sector I 

observed a large variation concerning this design. In order to get a first impression of this 

variation I reviewed 24 Dutch public service guarantees randomly selected from those 

published on the Burgerlink website (www.burgerlink.nl). The number of promises in a 

service guarantee varied from 5 to 86. Some guarantees had very specific promises, whereas 

others contained vague descriptions such as ‘the average waiting time will not exceed ten 

minutes’. In general, the promises referred to the communication channels available to 

customers (service counter, telephone, letter and e-mail) and the speed of service delivery. My 

impression was that it was mostly average response times being used rather than service 

levels based on customer expectations. In twelve of the service guarantees, customers were 

referred to the organisation’s complaint procedure or provided with a complaint card they 

could use to report a service guarantee violation. The majority of the guarantees did not 

mention any type of compensation, and when it was mentioned it tends to be in terms such as: 

an apology; an unspecified amount of money should a complaint have to be repeated three 

times; fifteen euro to a charity of the customer’s choice; or a ten euro voucher for flowers. In 

terms of their size, the documents varied from one page up to a 64 page brochure; some with a 

professional layout and design, others were simple text documents. 

 

Overall, this shows clearly that there were no standards for the content of a public service 

guarantee. A literature review of public management journals shows that there are no 

research-based guidelines for the design of the content of a public service guarantee. This was 

the reason to conduct this first research for my dissertation. The research question for this 

chapter is: What should be the characteristics of a public service guarantee? These service 

guarantee characteristics describe the content of the three design elements of a service 

guarantee (scope, compensation and payout process; see section 1.3.). This chapter starts with 

the description of the results of a literature review on the types of service guarantees, the three 

design elements and their characteristics. I used both public administration and marketing and 

services management journals. Next, an overview of the research method used and 

participants that were involved is given. In the results section the outcome of three voting 

rounds from the Delphi study is presented. This chapter ends with the discussion.  
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2.2. Literature review 

In order to answer this first research question I conducted a literature study. I searched for 

service guarantee literature using EBSCO Host with Business Source Premier and Academic 

Source Premier. Since different countries use different names for the concept, I searched for 

articles in peer-reviewed public administration journals using the search terms: ‘service 

guarantee’, ‘public service charter’, ‘citizen’s charter’, ‘patient’s charter’, ‘consumer’s 

charter’, ‘client charter’, ‘customer service plan’, ‘public service guarantee’, ‘service pledge’ 

and ‘performance pledge’. In the private sector, other terms are used for the same concept and 

I used the search terms: ‘private service charter’, ‘service guarantee’, ‘service promise’, 

‘unconditional guarantee’, ‘money back guarantee’ and ‘satisfaction guarantee’. This resulted 

in a list of 58 hits related to public service guarantees and 252 hits on private service 

guarantees. By systematically analysing the abstracts of these papers, seeking references to 

the content of service guarantees, I identified 24 potentially relevant papers on public 

guarantees and 31 on private guarantees. All of these were published in peer-reviewed 

English language journals with the exception of Fliess and Hogreve (2007) that was in a 

German based source. These papers were then analysed for service guarantee characteristics.  

 

The analysis of the 24 relevant papers in public administration journals showed that little 

academic attention had been spent on the content of public service guarantees. A small 

number of papers had described design elements and service guarantee characteristics. Some 

of these compared the service guarantees of a number of organisations within a particular 

sector, for example of UK institutions of higher education (Aldridge and Rowley, 1998) or 

Spanish academic libraries (Pinto, 2008). These studies may be categorised as descriptive 

non-analytical studies. Two of the few empirical public studies dealing with this subject have 

been conducted within Spanish central government units acting as pioneer units (Torres, 

2005) and Spanish local authorities (Torres, 2006). The latter research was based on 

interviews and questionnaires in which, among other issues, a number of service guarantee 

characteristics were investigated. The study results (Torres, 2006) conclude that Spanish 

public service guarantees were structured using three design elements: general and legal 

information, quality commitments (promises) and other information including procedures for 

complaint mechanisms.  

 

Analysing the 31 papers published in marketing and services management journals showed 

that a relatively (compared with public management) large part of the papers were empirical 
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studies researching aspects of the content of a service guarantee. Based on their extensive 

literature review Hogreve and Gremler (2009) described 30 relevant studies. A structuring of 

the content they use (also e.g. Hocutt and Bowers, 2005; Berman and Mathur, 2014) is that of 

three design elements: the scope, the compensation and the payout process. These elements 

are the ‘chapters’ or ‘parts’ of the document and ‘refer to the information provided by the 

service guarantee as well as the method of communicating this information’ (Hogreve and 

Gremler, 2009 p. 325). 

 

2.3. The scope 

The scope is concerned with which aspects of the service delivery are guaranteed. Certain 

service levels, or even satisfaction, are translated into promises for customers. In this way it 

expresses the organisation’s willingness to engage in behaviours considered desirable by the 

organisation’s customers (Kashyap, 2001). The scope contains the organisation’s quality 

commitments and the promises, and represents the core design element of a service guarantee 

(Hogreve and Gremler, 2009). Promises provide information through which customers can 

know what to expect from the service and against which they will be able to complain if the 

promises are not met (Connolly et al., 1994). These promises refer more to process quality 

than to technical quality (McGuire, 2002). Process quality reflects aspects such as speed and 

availability, whereas technical quality refers to the quality of tangible or intangible attributes.  

 

Table 1. Four types of scope 
Type of scope Description 
Single attribute-specific One service attribute is guaranteed (e.g. speed of delivery, maximum waiting 

time) 
Multi attribute-specific Several service attributes are guaranteed 
Unconditional satisfaction The customer is guaranteed to be satisfied about the full service delivery, no 

specific aspects are mentioned 
Combined guarantee The customer is guaranteed to be satisfied about the full service delivery, in 

addition specific aspects of service delivery are mentioned 
 

Concerning the scope, four different types of service guarantees can be identified (McDougall 

et al., 1998, Wirtz and Kum, 2001). These are the single attribute-specific guarantee with one 

promise and the multi attribute-specific guarantee with several promises, the unconditional 

satisfaction guarantee and the combined guarantee. Table 1. presents definitions of these four 

types. An attribute-specific guarantee explicitly identifies what is covered and emphasises 

specific procedures for ultimately achieving customer satisfaction (Jin and He, 2012). 

Examples of single and multi attribute-specific service guarantees are respectively: 
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Pacini restaurants: service within 15 minutes or you receive a coupon for a free meal 

(Fabien, 1997). 

 

Delta Dental Plan Guarantee of Service Excellence: Delta Dental Plan guarantees 

major areas of service in six specific guarantees. These are: minimum 10 percent 

savings of each policy year, no-hassle customer relations, quick processing of claims, 

smooth conversion, no balance billing of patients by participating dentists, accurate 

and quick turnaround of ID cards and management reports within 10 calendar days. 

For each guarantee a specific refund is defined in case it is violated (Raffio, 1992).  

 

The third type is the unconditional satisfaction guarantee in which the customer is promised to 

be fully satisfied. An example is:  

 

Hampton Inn Hotels: we guarantee high quality accommodations, friendly and 

efficient service, and clean, comfortable surroundings. If you are not completely 

satisfied, we don’t expect you to pay (McCollough, 2010; Sowder, 1996).  

 

The fourth type is the combined guarantee in which the wide scope of the unconditional 

satisfaction guarantee is combined with specific promises. An example is: 

 

If you are not 100 percent satisfied with any element of our service, simply inform us 

and we will provide alternative tour arrangements for you within 12 hours and a 20 

percent refund of the tour price. For example, you can invoke our guarantee, should 

you not find accommodation in centrally located first-class hotels of international 

standard, a wide variety of delicious meals, etc. (Wirtz and Kum, 2001).  

 

Hart (1988) stated that only an unconditional satisfaction guarantee would be meaningful. It 

involves every aspect of the service relevant for customers and is a powerful and effective 

signal. Later research (McDougall et al., 1998) has shown that customers prefer an attribute-

specific guarantee rather than an unconditional satisfaction guarantee. This because it 

explicitly spells out what is being covered. Attribute-specific guarantees help customers make 

service failure verification processes more efficient by providing clear standards for 

identifying whether a failure has occurred (Meyer et al., 2014). This could be the reason that 

service guarantees with a specific scope lead to greater market value (Meyer et al., 2014). The 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 27PDF page: 27PDF page: 27PDF page: 27

 27 

ambiguous coverage of an unconditional satisfaction guarantee weakens the signal provided 

by the guarantee. In these cases customers could have questions like: ‘What does satisfaction 

mean?’ and ‘Can I invoke a guarantee when I am dissatisfied, even if the failure does not lie 

with the service provider?’ (Wirtz and Kum, 2001). An unconditional satisfaction guarantee 

looks like a blank check for customers. Wirtz and Kum (2001) later present research that 

proves that a combined guarantee even outperforms the three other types of service guarantees 

on customers’ evaluations. It combines the wide scope of the unconditional satisfaction 

guarantee with the low uncertainty of a number of specific promises. Based on the literature 

review, I have identified ten distinct characteristics of the scope of a service guarantee (see 

also Table 2). The scope consists of promises, these are: easy to understand by customers7 

(Björlin-Lidén and Edvardsson, 2003; Fabien, 1997; Hart 1988, 1993), easy to understand by 

employees, so they know what is expected of them (Fabien, 2005; Kandampully, 2001), 

useful to the customer (Hart, 1988; Wirtz, 1998), specific (Fabien, 2005), easy for the 

customer to test as to whether they are actually being met (Björlin-Lidén and Edvardsson, 

2003; Fabien, 2005; Haque, 2005; Madell, 2005; Maher, 1992; Torres, 2006), focussed on the 

most important aspects for the customer of the service provision (Fabien, 2005; Steele, 1992; 

Taylor, 1999) and is limited in terms of their number (Björlin-Lidén and Edvardsson, 2003). 

Also, the scope covers full customer satisfaction (Fabien, 2005; Hart 1988, 1993; Wirtz, 

1998), it follows the customers’ path (Aldridge and Rowley, 1998) and promises only refer to 

matters over which the organisation has complete control (Fabien, 2005). 

 

2.4. The compensation 

A service guarantee is in fact a set of two promises. The first is a promise to provide a certain 

level of service. The second is a promise to compensate the customer in a particular way if the 

first promise is not met (Hays and Hill, 2006). This compensation can be defined as ‘any 

action taken to acknowledge the fact that a mistake has been made’ (Kuuttiniemi and 

Virtanen, 1998). Compensation can be either monetary (e.g. free products/services, price 

reduction) or nonmonetary (e.g. an apology) (Hogreve and Gremler, 2009; Madell, 2005). 

 

                                                             
7 Although explicit communication in many service guarantee definitions is an important characteristic, several publications 

describe a fifth type of service guarantee: the implicit service guarantee (Bjorlin Liden and Skalen, 2003; McCollough, 2010; 

Shin and Eilinger, 2013). This guarantee is not explicitly communicated to customers but used implicitly in service delivery 

(Kennett-Hensel et al., 2012).  
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In marketing and services management literature compensation is seen as a standard design 

element of a service guarantee (Fabien, 2005; Hogreve and Gremler, 2009). However, public 

management papers on this subject are inconsistent in this respect. According to Björlin-Lidén 

and Edvardsson (2003), Kim (2009), Madell (2005) and Torres (2005), compensation should 

form an integral part of a public service guarantee. Barron and Scott (1992) claim that 

compensation is not desirable for services for which the customer makes no payment at the 

point of delivery because it is paid through taxpayers’ money. An international inventory 

showed that making direct compensation payments to public customers are not a common 

practice of public organisations (Kuuttiniemi and Virtanen, 1998). However, it does happen in 

semi-public organisations, such as railway companies and public utilities including electricity 

and water companies (Lo Schiavo, 2000). Empirical research on compensation in public 

service guarantees is very scarce. The only information I found deals with the expectations of 

customers of a Swedish public transport company. This study, based on a survey, showed that 

customers prefer any compensation to be of limited financial value because public money is 

involved (Björlin-Lidén and Evardsson, 2003).  

 

Two dimensions of compensation are researched in marketing and services management 

literature: the type and the amount of compensation. The type of compensation can be in the 

form of free products and services, discounts or money back (Berman and Mathur, 2014). The 

amount of compensation can be over-benefiting the customer, equity or under benefiting the 

customer in the form of a token compensation (Hocutt and Bowers, 2005). Based on my 

literature review, I have identified five distinct characteristics of compensation (see also Table 

2). Compensation is: granted to the customer if a promise has not been met (Björlin-Lidén and 

Edvardsson, 2003; Kim, 2009; Madell, 2005; Torres, 2005), considerable if promises are not 

met (Fabien, 2005; Hart, 1988), limited in terms of financial value (Björlin-Lidén and 

Edvardsson, 2003), only offered in the event of a direct economic loss by the customer 

(Mulcahy and Tritter, 1996) and only offered when a promise has not been met and the 

customer has directly paid for a service (Barron and Scott, 1992; Madell, 2005). 

 

2.5. The payout process and other aspects 

The payout process (process of invoking) is the way the customer receives compensation. The 

first dimension of the payout process being researched is who takes the initiative. 

Organisations use processes where the customer has to trigger the payout process by filling 

out forms, making complaints or claims (Meyer et al., 2014; Crisafulli and Singh, 2016). For 
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example UPS Freight requires customers to request a refund if the delivery time is late. But 

these reactive and customer triggered processes have the potential to further anger already 

dissatisfied customers (Berman and Mathur, 2014). The best design of this process is when it 

is proactively triggered by the organisation and the compensation is proactively offered to 

customers (McColl and Mattsson, 2011). For example Domino’s Pizza automatically gives 

customers a pizza voucher if the delivery time is over 30 minutes. The second dimension is 

the time of offering compensating, this can be on the spot when the failure occurs or delayed 

(Kim and Ulgado, 2012). Based on my literature review, I have identified four distinct 

characteristics of the payout process (see also Table 2). The payout process: consists of 

procedures for complaining and expressing dissatisfaction (Barron and Scott, 1992; Fabien, 

2005; Lewis, 1993; Torres, 2005, 2006), consists of clear rules with respect to the 

applicability of the compensation scheme (Björlin-Lidén and Edvardsson, 2003), consists of a 

clear description available to customers on how to make use of the compensation process 

(Björlin-Lidén and Edvardsson, 2003; Fabien, 2005; Haque, 2005; Madell, 2005) and consists 

of an easy process for customers to make use of compensation (Ettore, 1994; Fabien, 2005; 

Fliess and Hogreve, 2007; Hart, 1988, 1993). 

 

Finally, based on the literature review I added four additional characteristics (‘other’) that 

cover the communication of the service guarantee. These reflect ‘the method of 

communicating this information’ from the definition of design elements given by Hogreve 

and Gremler (2009, p. 325). A service guarantee: is limited to one page of content (Wehmeyer 

et al., 1996), has content that is credible to the customer (Björlin-Lidén and Edvardsson, 

2003; Wirtz, 1998; Wirtz et al., 2000), treats all customers equally (Björlin-Lidén and 

Edvardsson, 2003; Madell, 2005) and contains juridical information on promises and/or 

compensation (Pinto, 2008; Torres, 2006). 
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Table 2. Design elements and characteristics 
Scope, promises … 
… are easy to understand by customers Björlin-Lidén and Edvardsson, 2003; Fabien, 1997; Hart 

1988, 1993  
… are easy to understand by employees, so they know 
what is expected of them 

Fabien, 2005; Kandampully, 2001  

… are useful to the customer Hart, 1988; Wirtz, 1998 
… are specific  Fabien, 2005 
… are easy for the customer to test as to whether they are 
actually being met 

Björlin-Lidén and Edvardsson, 2003; Fabien, 2005; 
Haque, 2005; Madell, 2005; Maher, 1992; Torres, 2006 

… follow the path of the customer Aldridge and Rowley, 1998 
… are focussed on the most important aspects for the 
customer of the service provision 

Fabien, 2005; Steele, 1992; Taylor, 1999 

… are limited in terms of their number Björlin-Lidén and Edvardsson, 2003 
… are not specific. The scope covers full customer 
satisfaction 

Fabien, 2005; Hart 1988, 1993; Wirtz, 1998  

… only refer to matters over which the organisation has 
complete control 

Fabien, 2005 

Compensation … 
… is granted to the customer if a promise has not been 
met 

Björlin-Lidén and Edvardsson, 2003; Kim, 2009; 
Madell, 2005; Torres, 2005  

… is considerable if promises are not met Fabien, 2005; Hart, 1988  
… is limited in terms of financial value Björlin-Lidén and Edvardsson, 2003 
… is only offered in the event of a direct economic loss 
by the customer 

Mulcahy and Tritter, 1996 

… is only offered when a promise has not been met and 
the customer has directly paid for a service  

Barron and Scott, 1992; Madell, 2005 

The payout process … 
… consists of procedures for complaining and expressing 
dissatisfaction 

Barron and Scott, 1992; Fabien, 2005; Lewis, 1993; 
Torres, 2005, 2006 

… consists of clear rules with respect to the applicability 
of the compensation scheme 

Björlin-Lidén and Edvardsson, 2003 

… consists of a clear description available to customers 
on how to make use of the compensation process 

Björlin-Lidén and Edvardsson, 2003; Fabien, 2005; 
Haque, 2005; Madell, 2005  

… consists of an easy process for customers to make use 
of in seeking compensation 

Ettore, 1994; Fabien, 2005; Fliess and Hogreve, 2007; 
Hart, 1988, 1993  

Other characteristics concerning communication, a service guarantee … 
… is limited to one page of content Wehmeyer et al., 1996 
… has content that is credible to the customer Björlin-Lidén and Edvardsson, 2003; Wirtz, 1998; Wirtz 

et al., 2000;  
… treats all customers equally Björlin-Lidén and Edvardsson, 2003; Madell, 2005 
… contains juridical information on promises and/or 
compensation  

Pinto, 2008; Torres, 2006  

 

2.6. Research methodology and participants8 

The research for this chapter consisted of three steps. The first step was the above described 

literature study. This resulted in a list with 23 potential service guarantee characteristics. The 

second step was a Delphi study with 37 experts9. The participants were not informed about 

who else was participating in the Delphi study. I conducted a conventional reactive ‘ranking-

type’ Delphi study; the design team developed the first list of 23 enablers for the first round 

(McKenna, 1994). In three voting rounds the participants were asked to fill in digital 

                                                             
8 This is the same group of public service guarantee experts that has contributed to the Delphi study (step 2 of the 

research) presented in Chapter 5. 
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questionnaires to indicate for each characteristic to what extent they found that it was 

important. It was stressed that this judgement should not be influenced by the content of the 

service guarantee used in the organisation they were working for. I used a four-point Likert 

scale with response categories: unimportant, moderately important, important and very 

important (c.f. Linstone and Turoff, 2002; Minkman et al., 2009). In all three rounds, the 

experts could reformulate the enablers and propose new ones. The research team analysed 

each round’s results and determined the status of each characteristic. The cut-off points used 

were characteristics that 80 percent or more of the experts rated as ‘important’ or ‘very 

important’ were to be included, and those which at least half rated as ‘unimportant’ or only 

‘moderately important’ were to be excluded (c.f. Minkman et al., 2009). In the final round, 

any characteristic that failed to reach the 80 percent ‘important’ or ‘very important’ criterion 

was excluded. Next, the results were analysed and discussed by the research team. In the third 

step, the results were reviewed in an expert meeting in which seven of the experts 

participated.  

 

To select the experts, I started with a list of all the contact people for public organisations 

participating in the 2008 and 2009 Dutch best service guarantee awards. These awards were 

organised by Burgerlink, a now dissolved governmental organisation that stimulated and 

coordinated the implementation of service guarantees in the Netherlands. Furthermore, this 

organisation provided me with a list of governmental policy advisors and commercial 

advisors/researchers with relevant expertise. All the people identified through these two 

routes were invited to participate in this study. Of the total of 65 experts approached, 37 

(56.9%) agreed to help in the research and joined my ‘expert group’. This provided me with a 

good coverage of available expertise. As Table 3 shows, most of the members of the expert 

group had experience with implementing service guarantees within a municipality; this is not 

surprising given that municipalities have implemented the majority of Dutch public service 

guarantees. Further, the vast majority of the participants were still actively involved with 

service guarantees, and had worked with service guarantees for at least one year, while nearly 

half of them had more than three years of experience.  
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Table 3. Breakdown of experts participating in the study 
Category Values Number of 

participants 
Total number of participants  37 
Gender Male 20 

Female 17 
Sector experience with 
service guarantee  

Municipality 23 
Public agency 4 
Healthcare 4 
Police 2 
Water Authority 1 
Other or several sectors 3 

Experience Implementation and use of service guarantee 24 
Policy advisor on a sector or national level 6 
Commercial consultancy and research on public service 
guarantees 

2 

Various roles or other 5 
Years of experience 0-1 years 4 

1-3 years 16 
3-5 years 9 
5 years and more 8 

Still active with service 
guarantees 

Yes 32 
No 5 

 

2.7. Results 

Table 4 presents the results of this Delphi study in terms of the average importance score and 

the degree of consensus (in the form of the standard deviation). Based on the 80 percent cut-

off points only eight characteristics could be included, a total of 15 were excluded (see the last 

column of Table 4). The remarks made by the participants in addition to their scores in the 

voting lists plus remarks made during the expert meeting yielded valuable additional 

information. Thirteen of the participants made a total of 35 remarks and these textual 

additions provided valuable insights into the reasons for the responses. 
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Table 4. Importance and standard deviation per service guarantee characteristic of the three 
design elements ‘scope’, ‘compensation’, ‘payout process’ and four additional characteristics  
  (1) 

unim-
portant 

 (2) a little 
important 

(3) 
impor-

tant 

(4) very 
impor-

tant 

Avera-
ge 

score 

SD N included 
(I)/ exclu-

ded (E) 
Total all 23 items 2.72 0.77  

1 Promises are easy to understand by 
customers 

- - 4 
10.8% 

33 
89.2% 

3.89 0.32 37 I 

2 Promises are easy to understand by 
employees 

- - 7 
18.9% 

30 
81.1% 

3.81 0.40 37 I 

3 Promises are useful to the customer  - - 14 
40% 

21 
60% 

3.60 0.40 35 I 

4 Promises are specific - - 5 
13.9% 

31 
86.1% 

3.86 0.35 36 I 

5 It is easy for the customer to test whether a 
promise is actually being met in his/her 
case 

- 1 
2.7% 

17 
45.9% 

19 
51.4% 

3.49 0.56 37 I 

6 Promises follow the path of the customer 2 
5.7% 

10 
28.6% 

21 
60% 

2 
5.7% 

2.66 0.68 35 E 

7 Promises are focused at the most important 
aspects of the service provision for the 
customer 

- 2 
5.6% 

21 
58.3% 

13 
36.1% 

3.31 0.58 36 I 

8 The number of promises is limited 2 
5.7% 

7 
20% 

17 
48.6% 

9 
25.7% 

2.94 0.84 35 E 

9 The customer is promised full satisfaction 7 
21.2% 

11 
33.3% 

13 
39.4% 

2 
6.1% 

2.30 0.88 33 E 

10 Promises only refer to matters over which 
the organisation itself has complete control 

3 
8.3% 

10 
27.8% 

 

12 
33.3% 

11 
30.6% 

2.86 0.96 36 E 

Scope total 3.27 0.60   
11 The customer is granted compensation if a 

promise has not been met 
4 

11.4% 
17 

48.6% 
8 

22.9% 
6 

17.1% 
2.46 0.92 35 E 

12 If promises are not met, a considerable 
compensation is granted 

23 
69.7% 

10 
30.3% 

- - 1.30 0.47 33 E 

13 The compensation is limited in terms of 
financial value 

5 
13.9% 

7 
19.4% 

15 
41.7% 

 

9 
25% 

2.78 0.99 36 E 

14 Only in the case of a direct economic loss 
suffered by the customer a financial 
compensation will be offered  

11 
31.4% 

15 
42.9% 

8 
22.9% 

1 
2.9% 

1.97 0.82 35 E 

15 Only if the customer him/herself has paid 
directly for a service a financial 
compensation will be offered when a 
promise has not been met 

17 
45.9% 

12 
32.4% 

 

7 
18.9% 

1 
2.7% 

1.78 0.85 37 E 

 Compensation total 2.06 0.81   
16 Customers have the possibility to complain 

on instances where a promise has not been 
met, they can also express their 
satisfaction when things have gone 
smoothly (compliment) 

- 11 
29.7% 

20 
54.1% 

6 
16.2% 

2.86 0.67 37 E 

17 There are clear rules with respect to the 
applicability of the compensation 

3 
8.6% 

4 
11.4% 

18 
51.4% 

10 
28.6% 

3.00 0.87 35 I 

18 There is a clear description available to the 
customer on how to make use of the 
compensation 

6 
16.7% 

2 
5.6% 

 

23 
63.9% 

5 
13.9% 

2.75 0.91 36 E 

19 It is easy for the customer to make use of 
the compensation 

5 
13.9% 

3 
8.3% 

24 
66.7% 

4 
11.1% 

2.75 0.84 36 E 

Payout process total 2.84 0.82   
20 The description of the service guarantee is 

limited to one page 
9 

25% 
12 

33.3% 
10 

27.8% 
5 

13.9% 
2.31 1.00 36 E 

21 The service guarantee’s content is credible 
to the customer 

- 1 
2.7% 

16 
43.2% 

20 
54.1% 

3.51 0.56 37 I 

22 In the service guarantee all customers are 
treated equally 

2 
5.6% 

7 
19.4% 

13 
36.1% 

14 
38.9% 

3.08 0.91 36 E 

23 The service guarantee contains juridical 
information on promises and/or 
compensation  

15 
41.7% 

9 
25% 

10 
27.8% 

2 
5.6% 

1.97 0.97 36 E 

Other total 2.72 0.86   
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The results per characteristic (average score and SD) are also presented in a graphical way in 

Figure 1. The service guarantee characteristic statement numbers correspond with the 

numbers in Table 4. The X-axis of Figure 1 reflects the consensus, ranging from weak to 

strong, and the Y-axis reflects the importance of the service guarantee characteristic, from 

unimportant to very important. I now give an overview of the main results per design element. 

 

Figure 1. Importance and consensus of the service guarantee characteristics 

 
 

The scope (promises) 

Concerning the scope, 6 from the 10 characteristics were included. The experts found the 

following to be important: Promises should be easy to understand by both the customers 

[characteristic 1] and the employees [2]. They should be useful for customers [3] and be 

focussed at the most important aspects of service provision for the customer [7]. They should 

be specifically formulated [4] so that customers can easily test whether a promise is met [5]. 

Characteristics that were excluded were the structuring of the promises along the path of the 

customer [6], the limitation of the number of promises [8] and the fact that promises only 
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should refer to matters over which the organisation itself has complete control [10]. A 

significant result is that almost half of the experts (54 percent) think that promising full 

satisfaction to customers is unimportant/of little importance. The type of the unconditional 

satisfaction guarantee does not seem to be suitable for the public domain. 

 

The compensation 

There were five characteristics concerning the compensation that were tested among the 

experts. None of these five had an 80 percent score and could be included. The tendency 

towards offering customers compensation seemed to be more negative than positive. Exactly 

60 percent of the participants indicates that offering customers compensation after a violation 

is unimportant/of little importance, however 40 percent perceives this as (very) important 

[11]. The majority of the participants (67 percent) thinks that the amount of compensation 

should be limited [13] and 100 percent of the respondents think a considerable compensation 

is unimportant/of little importance [12]. This negative tendency towards compensation 

becomes also clear in characteristic [14]: only in the case of a direct economic loss suffered 

by the customer a financial compensation will be offered and [15] only if the customer 

him/herself has paid directly for a service a financial compensation will be offered. Also in 

these cases compensation should not be offered.  

 

The payout process and other aspects 

One of the four characteristics concerning the payout process was included. Experts agreed 

that there should be clear rules concerning invoking a compensation [17]. Three 

characteristics were excluded. The first is the possibility for customers to complain or express 

their satisfaction according to the realisation of the promises in the service guarantee [16]. 

Interestingly, only 70 percent think this is (very) important, so not reaching the 80 percent 

cut-off point. The same holds for the other two characteristics. Only 78 percent of the 

respondents think that having a clear description available of how to make use of the 

compensation is (very) important [18] and also 78 percent thinks that easiness to make use of 

the compensation is (very) important [19]. 

 

Concerning the other aspects, results show that only the fact that a service guarantee should 

be credible [21] could be included. The other three characteristics are excluded. Only 42 

percent of the experts think that the limitation of the service guarantee to one page [20] is 

(very) important. Only 75 percent of the experts think that treating all customers equally in a 
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service guarantee [22] is (very) important. This percentage is even much lower (33 percent) 

for a service guarantee containing juridical information on promises and/or compensation 

[23].  

 

2.8. Discussion 

The aim of this research was to develop an overview of the characteristics of the content of a 

public service guarantee that contributes in increasing the customer centeredness of an 

organisation and the satisfaction of its customers. Concerning the scope, the results show that 

experts agree on six important characteristics. It should be a multi attribute-specific type with 

specific and easy to understand promises that reflect the most important service attributes for 

customers. This indicates that it is important for customers to be actively involved in the 

development of a public service guarantee. Concerning the compensation, the literature 

research found inconsistencies regarding whether compensation should be a design element of 

a public service guarantee. There is a gap between theory and practice: whereas a service 

guarantee in theory should prescribe compensation, in practice many public organisations do 

not offer any type of compensation. Also this empirical research has offered no clear design 

rules regarding compensation. The experts did not agree on all five characteristics related to 

compensation, nor those on the payout process (except that there should be clear rules for the 

payout process).  

 

This inconsistency between experts concerning compensation could be explained by their 

differences in reference. The experts’ comments in the questionnaire and their remarks in the 

follow-up expert meeting have suggested that experts use different objectives for using a 

service guarantee. It could be that the organisation’s main objectives for using a service 

guarantee influence the importance of certain characteristics, especially those related to 

compensation. From the experts’ remarks we could determine three main objectives: 

‘improving reputation’, ‘empowering customers’ and ‘improving customer centeredness and 

customer satisfaction’. Each of these three objectives has its own reference framework, and 

this may have an effect on the relevance of specific service guarantee characteristics. The first 

is ‘improving reputation’. In some cases, the development and use of service guarantees may 

merely serve a cosmetic purpose: having a service guarantee demonstrates a modern image in 

terms of service delivery, and this can be an objective in itself (Kim, 2009; Torres, 2005). 

Some of the organisations and their representatives in our expert group considered this 

objective as actually contributing to service quality: having a service guarantee is considered 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 37PDF page: 37PDF page: 37PDF page: 37

 37 

sufficient, even if the promises are no more than vague intentions with no firm guarantees. 

Here, neither the process available for invoking compensation nor any potential forms of 

effective communication is considered important. Such organisations restrict themselves to 

making the service guarantee available on the internet and/or disseminated through brochures. 

The second objective is: ‘Empowering customers’. The objective is to inform customers, 

about their rights in the public service context, through which they are granted influence and 

additional power (Barron and Scott, 1992; Drewry, 2005; Falconer and Ross, 1999; Pollitt, 

1994; Taylor, 1999). Organisations that pursue this objective may use various criteria and 

service guarantee characteristics in their design. In addition to including adequate promises, in 

the form of unconditional and specific guarantees, effective communication strategies and 

voice mechanisms are required to ensure that customers grasp the content. In this respect, the 

technical characteristics of the service guarantee have to satisfy certain requirements such as 

being concise so that the customer is able to adequately absorb the guarantee’s content 

(Wehmeyer et al., 1996). Here, the timing of communication is relevant, such as informing a 

customer of the guarantee’s content just before or during their encounter with the 

organisation. Good timing avoids the service guarantee having little or no impact on the 

customer, as was shown in an evaluation of the Patient’s Charter in the UK (Farrell, 1999). In 

that instance, the guarantee had little impact on the patients’ experience largely because they 

did not know about it, and this was because it was not made available where customers might 

have wanted to use it. The third objective is: ‘Improving customer centeredness and customer 

satisfaction’. This third objective is to concretely contribute to increasing the customer 

centeredness of the organisation and the satisfaction of its customers (Connolly et al., 1994; 

De Uray-Ura and Pietroni, 1997; Haque, 1999; Ohemeng, 2010; Pinto, 2008; Thwaites and 

Williams, 2006). This amounts to a quality assurance strategy that offers a form of customer 

guarantee (McGuire, 2002). As such, it is not only crucial to have customer-oriented promises 

that provide solid guarantees to customers and to ensure that customers know about the 

service guarantee, it is also necessary to avoid organisational disengagement and to pressurise 

the organisation to live up to the guarantee’s content in a consistent and structured manner. 

Service guarantees turn up the pressure and, as with a garden hose, leaks and failures then 

become more apparent (Hart, 1993; Wirtz, 1998). Customer centeredness can be improved by 

internally monitoring actual performance against the promises, and/or by actively acquiring 

feedback from customers, determining deviations and implementing improvements where 

necessary. With this objective, a complaints procedure, a compensation scheme and a clear 

payout process are all helpful. Offering compensation gives a strong internal signal that the 
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management is genuinely committed to upholding the promises. Having a compensation 

scheme supports the organisation’s service recovery management (Wirtz, 1998) since, if the 

service guarantee is not met, customers will be more inclined to complain (Fabien, 2005).  

 

My research showed that our experts assessed a number of service guarantee characteristics 

commonly used in marketing and services management literature as unimportant or even 

undesirable for public services. The majority of the experts agreed that the use of an 

unconditional satisfaction guarantee, as promoted by Hart (1988, 1993) is not desirable, a 

view that accords with the research of Björlin-Lidén and Edvardsson (2003), McDougall et 

al., 1998 and Wirtz and Kum (2001). Some studies presented in marketing and services 

management journals (Fabien, 2005; Hart, 1988) attach considerable importance to a 

significant monetary compensation being offered if a promise is not met. This view is based 

on the argument that such a policy puts pressure on the organisation to implement its service 

guarantee with care, and to obtain a full understanding of its service processes and provisions 

(Fabien, 2005; Wirtz, 1998). Further, offering a substantial monetary compensation serves as 

an important internal stimulus to maintaining the implemented promises on a daily basis. 

Despite these arguments, the experts in my research agreed that a significant compensation 

was not relevant in a public service context. This could be caused by the fact that public 

organisations work with taxpayers’ money, which is scarce. Moreover, companies often use 

guarantees to position themselves and to maintain good customer relations; these seem to be 

less important objectives in public organisations.   

 

This Delphi study has been one of the first on the design of public service guarantees since the 

research by Torres (2005, 2006). I recognise that this study has several limitations. Firstly, it 

was conducted within a Dutch context and, to increase its external validity, a similar study 

needs to be executed in other countries. Further, the results are based on the opinions of 

experts. It would add value if also the expectations of customers on the content of public 

service guarantees would be determined. The relationship between the objectives of using a 

service guarantee and its design could be further investigated. Moreover, both the literature 

and the experts fail to provide an unambiguous view in terms of compensation. Follow-up 

research could clarify under what conditions compensation is desirable when the contents of a 

service guarantee are not met, and identify the best forms of compensation in a public context 

(in the next two chapters I have done so). In addition, whether the compensation should have 

a fixed or a situational form could be investigated. Situational compensation depends on the 
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consequences of the failure for the customer, the circumstances and a personal assessment by 

an employee (Thwaites and Williams, 2006). In this respect, if a failure in service delivery 

can be directly resolved and/or monetary compensation would not solve the customer’s 

problem, then monetary compensation is not always expected by customers (Thwaites and 

Williams, 2006).  

 

This research has contributed to academic knowledge on the content of public service 

guarantees. It has yielded a list of service guarantee characteristics that can be used by 

practitioners in developing new service guarantees or in evaluating existing ones. The 

research has further revealed that compensation is an ambiguous design element in a public 

service guarantee. As such, compensation is an important element for practitioners to address 

when developing a guarantee. Further, the actual objectives in developing and using a service 

guarantee could influence the appropriate design. That is, during the development process, the 

objectives of using a service guarantee should be discussed and clarified.  
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Chapter 3. 

 

Compensating customers for poor service delivery: Experimental 

research in public and private settings10 
 
 
 
 
  

                                                             
10 This chapter has been published in Public Administration (IF: 2.959; AI 0.76) in December 2017 (95(4), 895-911); co-

authors are Dr. M.C. Leliveld, Prof. S. Van de Walle and Prof. C.T.B. Ahaus. Together with my three co-authors I developed 

the experiments. In close cooperation with the second author I did the data gathering and analysed the results. I have written 

the paper, my three co-authors have reviewed the paper and helped improving it. 
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3.1. Introduction 

A driving license that is not available at the agreed date or a customer who has waited too 

long at a counter are both examples of operational service failures. They are inevitable and 

part of daily life (Kim and Ulgado, 2012) because services are intangible, hard to standardise 

and production and consumption happen simultaneously (Murray and Schlachter, 1990). They 

are little studied in public management literature and how customers recover satisfaction after 

a service failure (service recovery) even less (Van de Walle, 2016). This chapter uses service 

management literature from the private domain as its theoretical base. Here, justice theory 

(Adams, 1965) is the dominant framework to explain customers’ evaluations and behaviour 

after a service failure. It argues that customers evaluate the fairness of service recovery on 

distributive, procedural and interactional justice (e.g. Homburg and Fürst, 2005; Vázques-

Casielles et al., 2010).  

 

Expectancy disconfirmation theory (Oliver, 1993) states that differences between expectations 

and experiences (e.g. for justice dimensions) can lead to positive or negative disconfirmations, 

which subsequently influence post-recovery satisfaction (e.g. Van Ryzin, 2013). Perceived 

justice and satisfaction after a service failure are influenced by how organisations operate 

after a failure; for example, by apologising, fixing the problem and/or offering compensation. 

Monetary compensation is a common recovery instrument to improve perceived justice and 

satisfaction after a service failure (e.g. Wirtz and Mattila, 2004). Compensation schemes exist 

in the private domain (e.g. hotels and airlines) and the semi-public domain (e.g., railways, city 

transport and energy supply) but are less common in core public organisations. Public 

organisations also differ in whether they explicitly promise to compensate when a service 

failure occurs.  

 

To understand public compensation, I researched the effects of promising and offering a small 

monetary compensation on customers’ evaluations of perceived justice, negative emotions 

and post-recovery satisfaction in public and private settings. I used a between-subjects 

factorial design across Dutch students (study 1) and replicated this study using a US online 

panel (study 2) to increase external validity. The results contribute to theory in two ways. 

First, by adding to the literature on the research theme. Second, this is the first experimental 

study to apply justice theory in public service recovery settings. Justice theory emerges as 

applicable to public as in private settings. The next sections elaborate by reviewing current 

empirical service management literature on service failures, service recovery, justice theory 
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and monetary compensation to formulate hypotheses. Then the experimental methodology 

and results are presented. I conclude this chapter by discussing limitations and finally suggest 

future research.  

 

3.2. Service failures 

New Public Management ideas suggest public organisations increasingly approach citizens as 

customers (Aberbach and Christensen, 2005). Customer satisfaction metrics have become 

important for public managers (Van Ryzin, 2013). Therefore, public management scholars 

(Osborne et al., 2015) argue for a service-dominant logic approach (Lusch and Vargo, 2014) 

to place customers, rather than products, policy makers or professionals, at the heart of service 

research, design and operations. From this perspective, service failures are defined as 

situations in which customers experience an economic (e.g., money, time) and/or a social loss 

(e.g. status, esteem) due to a mishap or a problem when experiencing a public service (Kim 

and Ulgado, 2012) regardless of responsibility (Magnini et al., 2007). Marketing and services 

management literature categorise failures by their type and severity. First, there are process 

and outcome failures (Tsai et al., 2014). Process failures occur during service delivery and 

involve how customers receive the service. Whereas, outcome failures involve what 

customers actually receive. Outcome failures include delay versus denial failures. A delay 

requires customers to wait to receive service, whilst denial is the total breach of a (implicit) 

contract (Levesque and McDougall, 2000). Second, the severity or importance of a failure 

depends on customers’ perceived cumulated economic and social loss resulting from service 

failure. Failures range from unimportant and mildly annoying through to extremely important 

and very severe (Magnini et al., 2007; Mattila, 2001). The type of failure and the severity 

both affect customers’ perceived loss and unfairness. 

 

3.3. Service recovery and justice theory 

Service recovery involves actions organisations take to respond to service failure to make up 

for the perceived loss sufficient to regain customers’ satisfaction (Hocutt and Bowers, 2005; 

Mattila, 2001). The larger the loss customers feel, the more recovery they seek (Kim and 

Ulgado, 2012). Justice theory (Adams, 1965) sees customers evaluating recovery fairness in 

interactional, procedural and distributive terms. Interactional justice is the perceived fairness 

of treatment by employees. Procedural justice is the perceived fairness of the organisation’s 

recovery policies and processes. Distributive justice is the perceived fairness of the outcome, 

such as a monetary compensation. Many studies show that, depending on the service and 
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service failure context, the relative impact of these three justice dimensions on post-recovery 

satisfaction is different (Del Rìo-Lanza et al., 2008; Mattila, 2001).  

 

Expectancy disconfirmation theory (Oliver, 1993; Van Ryzin, 2013) sees customer 

satisfaction being determined by the difference between customers’ experiences and their 

expectations. This is relevant for service recovery experiences and expectations resulting in 

post-recovery satisfaction. For most situations customers have expectations, these are norms 

and standards or benchmarks against which customers judge or measure the quality of service 

they receive (Magnini et al., 2007). Expectations are influenced by factors such as past 

experiences, word-of-mouth and communication by the organisation (Zeithaml and Bitner, 

1996). Expectations are ‘formed in a rich context of remembered and constructed 

representations of what it could have been, might have been, or should have been’ (Kahneman 

and Miller, 1986, p. 136). In literature, expectations are divided into positive and normative 

expectations (e.g. James, 2011; Yim et al., 2003). Positive expectations are customers’ 

predictive norms concerning what actually will happen. Normative expectations are based on 

what should happen according to the customer, for example concerning service recovery after 

a service failure. 

 

3.4. Monetary compensation for poor service 

Monetary compensation is a financial value customers receive in order to (partly) balance the 

perceived economic and/or social loss due to a service failure. Authorities and governments 

have obliged semi-public organisations to offer monetary compensation for poor service. For 

example, railways and public transport offer compensation schemes for punctuality and 

reliability (Björlin Lidén and Edvardsson, 2003) and energy supply companies for outage and 

other service failures (Costello, 2012). While monetary compensation is common in semi-

public and private organisations, it is rare for core public organisations given ethical and legal 

arguments. Ethically, as public organisations are financed by taxpayer money, this should be 

spent on the collective and not on individual customers. Also, compensating individuals may 

increase inequality in service delivery between customers (Fountain, 2001; Van de Walle, 

2016). Legally, national legislation could influence the possibilities to offer compensation. As 

in private settings, customers can expect quality service without failures and value for the 

money when they pay indirectly through taxes or directly through fees for services. When 

failure occurs, compensation helps balance the loss. Thus, it makes sense for public 

organisations to offer compensation for poor service.  
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Like service failures, monetary compensation can be categorised by type and size. The type 

and size have to match the type (Roschk and Gelbrich, 2014) and severity (Gelbrich et al., 

2015) of the failure to be effective. Monetary types of compensation include gift vouchers and 

coupons, discounts, money back or free products and services (e.g. Lii and Lee, 2012). 

Compensation is offered proactively or reactively after a complaint and on the spot at the time 

of the failure or delayed (Kim and Ulgado, 2012). The compensation size varies from no 

compensation, a small and token compensation not directly related to nor fully compensating 

for the loss, to equity compensation equal to the loss or even overcompensating customers. 

Research in private settings shows that compensation size has effects on customers’ 

evaluations (Haesevoets et al., 2017; Hocutt and Bowers, 2005). Offering a small 

compensation that is given as a token or gesture to customers has different effects on 

customers’ evaluations than fully compensating or overcompensating customers (Gelbrich et 

al., 2015; McQuilken et al., 2013). In my studies I researched the effects of a small 

compensation after a service failure because being overly generous following a service failure 

may lead customers to question the reasons behind offering compensation (McQuilken et al., 

2013) and having possible problems with spending large sums of public money on 

compensating for failures (Björlin Lidén and Edvardsson, 2003). 

 

What exactly happens when customers experience service failure? First, there is customers’ 

cognitive appraisal of justice dimensions comparing experiences with expectations. The 

perceived justice elicits a negative emotional reaction (Schoefer and Ennew, 2005) such as 

regret, annoyance, irritation, anger and feeling betrayed (Mattila, 2001). Both perceived 

justice and negative emotions impact post-recovery satisfaction. Research shows 

compensation can have positive effects on post-recovery satisfaction via the increase in 

perceived distributive justice (e.g. Schoefer and Ennew, 2005; Wirtz and Mattila, 2004) and 

the reduction of negative emotions (Del Rìo-Lanza et al., 2008). The specifics of how 

compensation is offered relates to procedural aspects which we also study. Previous literature 

suggests that procedural justice has a positive effect on post-recovery satisfaction (Vázques-

Casielles et al., 2010).  

 

Justice theory has yet to be applied in public service recovery research. However, I believe it 

is highly relevant for public management research; especially in direct exchange situations 

when public customers pay directly for the service (Alford, 2002). The first hypothesis (H1) 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 45PDF page: 45PDF page: 45PDF page: 45

 45 

about offering compensation after service failures in direct exchange situations is: perceived 

justice, emotions and post-recovery satisfaction are more positive when compensation is 

offered (Comp) compared to when it is not offered (NoComp) after a service failure.  

 

Note: to help interpretation in the results sections I use abbreviations of cell names as 

presented in the hypotheses; Prom (a compensation is promised) versus NoProm (no 

compensation is promised) and Comp (a compensation is offered) versus NoComp (no 

compensation is offered).  

 

3.5. Promising compensation 

This research also focuses on the effects of explicitly promising compensation prior to a 

service failure by using service guarantees (see Chapter 2 for an overview of the concept). 

When explicitly promised, compensation acts as a cue increasing customers’ expectations 

when compared with situations where no compensation is promised. According to expectancy 

disconfirmation theory (Oliver, 1993) I could argue that promising compensation has negative 

effects on customers’ evaluations. This leads to H2: in situations where compensation is 

promised explicitly and offered (Prom-Comp), perceived justice, emotions and post-recovery 

satisfaction are more negative than when compensation has not been promised but is offered 

(NoProm-Comp).  

 

In H1 I hypothesised that compensating customers would lead to more positive evaluations. In 

H2 I expect that when compensation is offered, promising compensation leads to less positive 

evaluations. When combining these hypotheses, the question is whether offering 

compensation (promised or not-promised) leads to more positive evaluations than when 

compensation is neither promised nor offered. I hypothesise in H3: when compensation is 

offered, either with (Prom-Comp) or without prior promise (NoProm-Comp), perceived 

justice, emotions and post-recovery satisfaction are more positive compared to when 

compensation is neither promised nor offered (NoProm-NoComp).  

 

3.6. Double deviation: failures in service recovery 

Making promises creates a risk when you cannot keep them. Marketing and services 

management research has shown that more than half of all attempted recovery efforts 

reinforce dissatisfaction because of failed service recoveries (Casado-Díaz and Nicolau-

Gonzálbez, 2009). The expectancy disconfirmation theory explains this so-called double 
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deviation effect. Explicitly promising compensation increases customers’ expectations. Not 

keeping this promise leads to extremely low levels of customers’ evaluation and their 

criticism damaging the organisation (Casado-Díaz and Nicolau-Gonzálbez, 2009). Hypothesis 

4a is: when compensation is promised, but not offered (Prom-NoComp), perceived justice, 

emotions and post-recovery satisfaction are more negative compared to when compensation is 

not promised nor offered (NoProm-NoComp). The related hypothesis 4b is: when 

compensation is promised, but not offered (Prom-NoComp), perceived justice, emotions and 

post-recovery satisfaction are more negative compared to when compensation is offered, both 

promised (Prom-Comp) and not promised (NoProm-Comp).  

 

3.7. Public - private differences 

I expected that overall the effects would be similar in public and private settings for all four 

hypotheses. Citizens have other relationships with public services beyond those of a customer 

- a user, a voter, a recipient and a taxpayer (Milakovich, 2003). Also, as public organisations 

are often financed by taxpayers’ money this will likely influence how customers evaluate 

public organisations offering compensation (Björlin Lidén and Edvardsson, 2003). However, 

in situations where customers pay directly for services, their money is directly related to the 

value they receive (Alford, 2002). Also, experiences in private settings might influence 

customers’ public service expectations. Finally, increasing marketisation of public services, 

and the introduction of many private management and customer relation innovations, may 

have shifted customers’ expectations to levels similar to those found in the private sector. 

Therefore, hypothesis 5 (H5) is: the effects as hypothesised in H1-2-3-4 are similar in public 

and private settings. 

 

3.8. Overview of experiments 

I used two survey experiments involving students and a large and heterogeneous sample of 

US-citizens as proposed by Bouwman and Grimmelikhuijsen (2016). I first studied the 

hypotheses in an experiment with a student sample (for an overview of (dis)advantages of 

using students see Bouwman and Grimmelikhuijsen, 2016, p. 114). I recognise the limitations 

of a relatively homogeneous and small sample and to further validate results employed a 

follow-up replication study with a larger and more heterogeneous sample of US-citizens. The 

similarity of results allowed some theoretical generalisation. Both survey experiments used a 

2 (sector: public, private) by 2 (compensation promised: no, yes) by 2 (compensation offered: 
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no, yes) between-subjects factorial design. Participants were randomly assigned to one of 

eight scenarios as graphically presented in Figure 2.  

 

Figure 2. Graphical presentation of the (in)dependent variables 

 
 

My aim was not to study types of service failures and recovery, other than the compensation 

aspect, which I needed to keep constant. Both experiments employed one service failure – 

service recovery configuration with a delay type of process failure that could be solved later 

(for a full description of scenarios, see Appendix II). The customer had ordered a product and 

was informed that it was ready for collection at a pick-up point. At the counter the customer 

found it was not there, but would be available the next day. Subsequently, I manipulated 

Promising Compensation by adding in the Prom-vignettes that the customer sees the promise: 

‘We keep our promises, if not, you’ll get a gift voucher worth 5 dollar/euro’. I manipulated 

Offering Compensation by only offering the gift voucher in the Comp-vignettes. For 

monetary compensation I used a small and token compensation worth 5 dollar/euro that was 

given on the spot and proactively offered since the failure could be rectified the next day. It is 

of note that the way in which employees interact with customers in a recovery situation is 
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important and affects post-recovery satisfaction. However, the focus of my research was on 

the effects of compensation. I kept aspects related to interactional justice (such as offering an 

apology) constant in all scenarios. Therefore, interactional justice was not measured as a 

dependent variable.  

 

3.9. Study 1: Student sample 

Independent and dependent variables 

To manipulate Sector, I presented participants with a vignette within a municipality context 

(applied for a new driving license after expiration) or an Internet store (ordered a gift). I 

measured four dependent variables. An overview of the items and Cronbach’s Alphas is given 

in Appendix III. Distributive justice was measured using an adapted Lii and Lee (2012) scale. 

For procedural justice and the proactive compensation offer I created a new three-item scale 

since current scales are based on situations where customers have to complain to receive 

compensation. Negative emotions were measured using the Mattila (2001) scale. For post-

recovery satisfaction I used the scale applied by Huang and Lin (2011). As control variables, I 

asked participants to indicate the perceived severity of the failure (Mattila, 2001) and realism 

of the scenario (Magnini et al., 2007). Finally, I asked participants three manipulation check 

questions verifying participant’s understanding of the vignette. I tested and found that the data 

met all requirements to run factorial analyses of variance – ANOVAs (e.g. Field, 2013).  

 

Data collection, sample and validity check  

A total of 160 undergraduate students from a Dutch university participated for course credits. 

They visited the research laboratory and completed the on-line questionnaire in one-person 

cabins. Two students did not comply with the criterion of being Dutch, and were excluded 

because of possible national differences in reputations and relationships with public 

organisations. One participant failed two out of three manipulation checks and was excluded 

from the dataset. I included participants with one mistake, as the results were similar to 

exclusion. This resulted in 157 valid cases (Mage = 21.3, SD = 2.0; 43.9% female). For this 

initial test of the focal hypothesis, I took an investigative approach to the determination of 

sample size. An a priori power analysis using G*power (Faul et al., 2009) with a medium 

effect size (d = 0.25) and power of 80%, indicated a sample size of 128 participants in total.  
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Results  

Control variables: a full factorial ANOVA on perceived severity of failure yielded no 

significant main or interaction effects. Also, age and gender had no significant effects on the 

dependent variables. An ANOVA on perceived realism of the scenario however yielded main 

Sector and Compensation effects. The internet store scenario (Minternet store = 4.79, SD = 1.52) 

was perceived as significantly more realistic (F(1,149) = 22.53, p = .000) as the municipality 

scenario (Mmunicipality = 3.62, SD = 1.79). Also, not offering compensation (Mno = 4.88, SD = 

1.61) was perceived as significantly more realistic (F(1,149) = 30.70, p = .000) as offering 

compensation (Myes = 3.56, SD = 1.63). This implies realism might explain the effects as well. 

I also ran ANCOVAs with realism as a covariate as a robustness check. These analyses 

resulted in similar results as presented below, only with main effects of Sector disappearing in 

ANCOVAs.  But one of the assumptions of ANCOVAs is that the covariates (in this study for 

example ‘realism’) should not be dependent from the independent variables (see Miller and 

Chapman, 2001; Gerber and Green, 2012). Since this is the case in my study, I cannot use 

realism as a covariate and therefore I report the results of ANOVAs. I discuss this issue 

further in the general discussion.   

 

General results: Table 5 summarises the results of the ANOVAs, including all main and 

interaction effects for all dependent variables. Below I discuss the effects directly related to 

hypotheses 1-5. Only H1 could be directly tested with these main and interaction effects 

alone, since the specific mean cell values have to be compared. For example, the double 

deviation condition Prom-NoComp has extreme low values and influences the overall Prom- 

and Comp-means tested in the main effects. To compare specific cell means and study the 

hypotheses 2-5, additional simple contrast analyses were used as part of the ANOVAs. For 

hypothesis 3 (NoProm-NoComp versus Prom-Comp) and for hypothesis 4b (Prom-NoComp 

versus NoProm-Comp) non-adjacent cell means were tested by separately calculating t-values 

based on the involved cell means, SDs and N per cell (cf. Lakens 2013). I used significance 

levels of 0.05 and confidence intervals of 95.0% throughout.  
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Table 5. Summary statistics of four ANOVAs (significant effects in bold)  

 Distributive 
Justice 

Procedural 
Justice 

Negative 
Emotions 

Post-recovery 
Satisfaction 

 Wilks F 
(1,149) 

p-value Wilks F 
(1,149) 

p-value Wilks F 
(1,148) 

p-value Wilks F 
(1,148) 

p-value 

promising compensation  1.65 0.201 21.36 0.000 9.85 0.002 5.40 0.021 
offering compensation 55.58 0.000 61.32 0.000 22.04 0.000 39.76 0.000 
sector 0.66 0.417 7.35 0.008 0.81 0.369 6.53 0.012 
sector * promising 
compensation 

0.38 0.540 0.00 0.977 0.55 0.459 2.00 0.160 

sector * offering 
compensation 

0.33 0.567 0.30 0.584 0.02 0.887 2.85 0.094 

promising compensation * 
offering compensation 

1.15 0.285 24.80 0.000 13.32 0.000 0.57 0.452 

sector * promising 
compensation * offering 
compensation 

0.03 0.873 0.00 0.988 0.39 0.536 1.75 0.188 

 

The effects of Offering Compensation (H1) 

Results of the ANOVAs show that there are main Offering Compensation effects for all 

dependent variables. The pattern of means (Comp versus NoComp) moves as I hypothesised 

(see Table 6) concluding that H1 can be confirmed.  

 

The effects of Promising Compensation (H2 and H3) 

As Table 5 shows, Promising Compensation had a significant effect on procedural justice, 

negative emotions and post-recovery satisfaction. Of more interest was the effect of Promised 

Compensation, which was qualified by Offered Compensation (i.e. the interaction effect was 

significant) for procedural justice and negative emotions. To better understand this 

interaction, I used simple contrast analyses to test whether Offering Compensation without 

prior promises (NoProm-Comp) would lead to more positive evaluations when compared to 

where compensation is promised (Prom-Comp). The results showed that these two scenarios 

do not lead to significant differences in distributive justice (p = 0.881; SE = .264), procedural 

justice (p = 0.800; SE = .292), negative emotions (p = 0.716; SE = .330) and post-recovery 

satisfaction (p = 0.365; SE = .225). Hence, H2 cannot be confirmed. 
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Table 6. Observed means and standard deviation (between parentheses) 

 
 
Main effects 

n Distributive 
Justice 

Procedural 
Justice 

Negative 
Emotions 

Post-recovery 
Satisfaction 

NoProm  77 3.93 (1.33) 4.75 (1.46) 3.64 (1.53) 3.02 (1.16) 
Prom  80 3.68 (1.39) 3.78 (1.77) 4.39 (1.69) 2.62 (1.13) 
NoComp  78 3.09 (1.10) 3.43 (1.54) 4.60 (1.67) 2.30 (0.97) 
Comp  79 4.50 (1.23) 5.08 (1.43) 3.47 (1.44) 3.31 (1.11) 
Public  77 3.72 (1.30) 3.97 (1.72) 4.14 (1.68) 2.61 (1.04) 
Private  80 3.87 (1.42) 4.54 (1.63) 3.92 (1.62) 3.01 (1.23) 
Interaction effect Promising*Offering compensation 
 NoProm-

NoComp 
38 3.32 (1.16) 4.46 (1.25) 3.77 (1.64) 2.57 (0.99) 

 Prom- 
NoComp 

40 2.88 (1.01) 2.46 (1.09) 5.38 (1.29) 2.05 (0.90) 

 NoProm-
Comp 

39 4.52 (1.22) 5.04 (1.60) 3.53 (1.43) 3.44 (1.17) 

 Prom-Comp 40 4.48 (1.25) 5.11 (1.25) 3.41 (1.46) 3.18 (1.05) 
Interaction effect Sector*Promising*Offering compensation 
Public NoProm-

NoComp 
18 3.22 (1.19) 4.22 (1.34) 3.88 (1.72) 2.83 (0.98) 

 Prom- 
NoComp 

20 2.93 (0.99) 2.23 (0.97) 5.45 (1.20) 1.90 (0.69) 

 NoProm-
Comp 

19 4.34 (1.24) 4.70 (1.86) 3.82 (1.44) 3.78 (1.14) 

 Prom-Comp 20 4.39 (1.15) 4.77 (1.22) 3.38 (1.64) 3.52 (1.16) 
Private NoProm-

NoComp 
20 3.41 (1.16) 4.67 (1.15) 3.68 (1.61) 2.25 (0.93) 

Prom- 
NoComp 

20 2.83 (1.05) 2.68 (1.17) 5.30 (1.40) 2.20 (1.06) 

NoProm-
Comp 

20 4.69 (1.21) 5.37 (1.27) 3.25 (1.40) 3.09 (1.11) 

Prom-Comp 20 4.56 (1.37) 5.45 (1.22) 3.45 (1.29) 2.85 (0.83) 
 

To verify whether Prom-Comp and NoProm-Comp would result in more positive evaluations 

than NoProm-NoComp (H3), I used simple contrasts and t-tests. When combined, these reveal 

that H3 could be confirmed for post-recovery satisfaction, distributive and procedural justice, 

but not for negative emotions. Distributive justice for NoProm-Comp was significantly higher 

(p = 0.000; SE = .268) than for NoProm-NoComp. Also, Prom-Comp led to a significantly 

higher level than NoProm-NoComp (t(76) = 4.24, p = 0.000). Procedural justice for NoProm-

Comp was significantly higher (p = 0.048; SE = .295) than NoProm-NoComp. Also, 

procedural justice for Prom-Comp was significantly higher than NoProm-NoComp (t(76) = 

2.30, p = 0.025). However, there were no differences on negative emotions between NoProm-

NoComp and NoProm-Comp (p = 0.467; SE = .337), nor with Prom-Comp (t(76) = -1.03, p = 

0.309). Finally, both participants in NoProm-Comp (p = 0.000; SE = .230) and in Prom-Comp 

(t(76) = 2.64, p = 0.010) scenarios were significantly more satisfied than in NoProm-NoComp 

scenarios.  
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The effects of double deviation (H4) 

I used simple contrast analyses to test whether a double deviation, i.e. Prom-NoComp, would 

be significantly more negative than NoProm-NoComp. H4a could be confirmed for 

procedural justice (p = 0.000; SE = .294), negative emotions (p = 0.000; SE = .335; for cell 

means, see Table 6) and post-recovery satisfaction (p = 0.032; SE = .229), but not for 

distributive justice (p = 0.099; SE = .266).  

In hypothesis H4b, I stated that for all four dependent variables Prom-NoComp would lead to 

significant more negative evaluations than for NoProm-Comp and Prom-Comp. I used simple 

contrast analyses to compare Prom-NoComp with Prom-Comp, and separate t-tests to 

compare Prom-NoComp with NoProm-Comp. The results show that this hypothesis can be 

confirmed for all dependent variables. Prom-NoComp does lead to a significant lower 

distributive justice than Prom-Comp (p = 0.000; SE = .263) and NoProm-Comp (t(77) = -6.52, 

p = 0.000). Procedural justice in the Prom-NoComp was significantly lower compared to both 

Prom-Comp (p = 0.000; SE = .290) and NoProm-Comp (t(77) = -8.39, p = 0.000). Negative 

emotions for Prom-NoComp were significantly higher than for Prom-Comp (p = 0.000; SE = 

.328) and NoProm-Comp (t(77) = 6.04, p = 0.309). Finally, post-recovery satisfaction for 

Prom-NoComp was significantly lower than for Prom-Comp (p = 0.000; SE = .224) and 

NoProm-Comp (t(77) = -5.93, p = 0.010). 

 

Differences between two sectors (H5) 

To study whether Sector made a difference in the hypothesised effects of promising and 

offering compensation, I looked at the main and interaction effects involving the sector. 

Sector did not moderate the dependent variables by interaction effects with promising or 

offering compensation, suggesting H1-4 are true for both public and private settings. I did 

find significant main Sector effects (see Table 5) for procedural justice (Mpublic = 3.97, SD = 

1.72; Mprivate = 4.54, SD = 1.63) and post-recovery satisfaction (Mpublic = 2.61, SD = 1.04; 

Mprivate = 3.01, Sd = 1.23). However, I must be careful interpreting these effects given that 

Sector also influenced our control variable. I will elaborate on this in the General Discussion. 

 

3.10. Study 2: Online US panel 

Independent and dependent variables 

As recommended by Bouwman and Grimmelikhuijsen (2016) I replicated study 1 with a 

larger, more heterogeneous sample employing the same stimuli, but with one change. Because 
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of differences in the process of acquiring driving licenses between The Netherlands and USA, 

for the public setting I selected a governmental organisation that issues visa (see Appendix II). 

Promising and offering compensation were manipulated similar to study 1. Also, the 

dependent variables were identical to those in study 1 (for items and reliability measures, see 

Appendix III). 

 

Data collection, sample and validity check  

Based on the findings in Study 1, I anticipated a small effect size (d = .10). Power analyses 

using G*power (Faul et al., 2009) for the 8-condition design (α = .05 and power of 80%), 

suggested to at least have 787 participants. Because of potential dropouts of participants, I 

recruited a heterogeneous set of participants (N = 1055) via Amazon’s Mechanical Turk 

(MTurk) online panel. This is a suitable sampling frame for public experiments according to 

Jilke et al., (2016) and Stritch et al., (2017). The MTurk population (MTurkers) is not a 

random sample of the US-population and hence not statistical representative. However, 

according to Bouwman and Grimmelikhuijsen (2016) experiments do not necessarily have to 

rely on random samples. The population of MTurkers is compared with student samples and 

standard internet panels very diverse in terms of demographic characteristics (Buhrmester et 

al., 2011). Also, considerable research has shown that MTurk research replicated in surveys, 

experimental studies and behavioural laboratory research found few substantial differences 

(Jilke et al., 2016).  Another criticism is that MTurk workers are paid so little; one may 

wonder whether they take the experiment seriously (Paolacci et al., 2010). But Hauser and 

Schwarz (2016) showed in three online studies that MTurkers are more attentive to 

instructions than student pools.  

To tackle the possible effects of this attentiveness problem, to ensure a high reliability of the 

dataset and increase statistical power, I employed an identical procedure to that used by Jilke 

et al., (2016). First, I excluded 43 participants based on wrong answers of an instructional 

manipulation check question. Second, 17 respondents with two mistakes out of three 

manipulation check questions on the sector, promising and offering compensation were 

excluded. I included participants with one mistake, as the results were similar to exclusion. 

The highest and lowest 1% percentile in terms of total survey completion time (N=16) and 33 

respondents with an overlapping IP-address were excluded. Finally, 9 non-US citizens were 

excluded from the dataset. This led eventually to a sample of 937 valid cases (Mage = 38.3, SD 

= 12.35; 47.8% female; US nationality), ensuring sufficient power. 
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Results  

Control variables: a full factorial ANOVA on perceived severity of the failure yielded a main 

Sector effect (F(1,928) = 6.355, p = .012; Mvisa = 5.36, SD = 1.46; Minternet store = 5.60, SD = 

1.29). An ANOVA on perceived realism yielded a main Sector (F(1,929) = 13.205, p = .000; 

Mvisa = 5.61, SD = 1.47; Minternet store = 5.93, SD = 1.14) and a main Compensation effect 

(F(1,929) = 26.525, p = .000; Myes = 5.55, SD = 1.47; Mno = 5.99, SD = 1.12). Both sector and 

realism can have a significant effect on the dependent variables. Also for this study I ran 

ANCOVAs as robustness checks showing only minor differences in Sector effects. The 

limitations are discussed in the general discussion. As in study 1, age and gender did not have 

significant effects on the dependent variables.  

 

General results: Table 7 summarises the results of the ANOVAs including all main and 

interaction effects for all dependent variables. As in study 1, I discuss these effects directly 

related to the hypotheses 1-5. Similar to the first study, I used additional simple contrast 

analyses and separate t-tests to compare means of different scenarios. For all our analyses, I 

used significance levels of 0.05 and confidence intervals of 95.0%.  

 

Table 7. Summary statistics of four ANOVAs (significant effects in bold)  

 Distributive 
Justice 

Procedural 
Justice 

Negative 
Emotions 

Post-recovery 
Satisfaction 

 Wilks F 
(1,929) 

p-value Wilks F 
(1,929) 

p-value Wilks F 
(1,929) 

p-value Wilks F 
(1,929) 

p-value 

promising 
compensation  

1.88 0.171 16.72 0.000 0.09 0.767 0.58 0.446 

offering 
compensation 

407.37 0.000 655.85 0.000 122.55 0.000 299.129 0.000 

sector 0.74 0.391 1.34 0.237 5.00 0.026 1.44 0.230 
sector * promising 
compensation 

1.89 0.196 6.15 0.013 0.19 0.663 0.21 0.645 

sector * offering 
compensation 

0.89 0.345 0.31 0.578 0.67 0.412 0.85 0.357 

promising 
compensation * 
offering 
compensation 

6.66 0.010 60.12 0.000 2.66 0.103 2.41 0.121 

sector * promising 
compensation * 
offering 
compensation 

2.39 0.123 5.09 0.024 0.05 0.821 0.05 0.816 
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The effects of Offering Compensation (H1) 

ANOVAs for the dependent variables yielded significant main effects on all dependent 

variables (see Table 7). The pattern of means was as expected by the hypothesis (see Table 8), 

concluding that H1 can be confirmed.  

 

The effects of Promising Compensation (H2 and H3) 

As Table 7 shows, there is a main effect of Promising Compensation on procedural justice. 

However, I also see that this main effect is qualified by an interaction effect of promising and 

offering compensation on distributive and procedural justice. Simple contrast analyses to test 

whether NoProm-Comp would lead to more positive evaluations than Prom-Comp (H2) 

showed that these two scenarios do not lead to significant differences in distributive justice (p 

= 0.393; SE = .134), negative emotions (p = 0.173; SE = .126) and post-recovery satisfaction 

(p = 0.576; SE = .113). However, there is a significant difference for procedural justice (p = 

0.010; SE = .125). Hence, H2 can only be confirmed for procedural justice. 

 

Table 8. Observed means and standard deviation (between parentheses) 

 
 
Main effects 

n Distributive 
Justice 

Procedural 
Justice 

Negative 
Emotions 

Post-recovery 
Satisfaction 

NoProm  470 3.20 (1.69) 3.77 (1.66) 5.55 (1.43) 2.43 (1.42) 
Prom  467 3.07 (1.80) 3.42 (1.92) 5.52 (1.48) 2.37 (1.38) 
NoComp  469 2.18 (1.27) 2.47 (1.38) 6.03 (1.17) 1.71 (0.94) 
Comp  468 4.09 (1.62) 4.72 (1.43) 5.03 (1.54) 3.09 (1.45) 
Public  476 3.21 (1.78) 3.68 (1.83) 5.42 (1.50) 2.47 (1.44) 
Private  461 3.06 (1.70) 3.50 (1.78) 5.65 (1.39) 2.33 (1.37) 
Interaction effect Promising*Offering compensation 
 NoProm-

NoComp 
236 2.36 (1.24) 2.98 (1.41) 5.97 (1.21) 1.80 (1.00) 

 Prom- 
NoComp 

233 1.99 (1.29) 1.95 (1.14) 6.09 (1.13) 1.62 (0.86) 

 NoProm-
Comp 

234 4.04 (1.67) 4.56 (1.52) 5.12 (1.52) 3.06 (1.50) 

 Prom-Comp 234 4.15 (1.57) 4.88 (1.32) 4.95 (1.56) 3.12 (1.40) 
Interaction effect Sector*Promising*Offering compensation 
Public NoProm-

NoComp 
115 2.59 (1.28) 3.27 (1.34) 5.80 (1.31) 1.90 (1.03) 

 Prom- 
NoComp 

116 1.94 (1.30) 1.81 (1.01) 5.98 (1.16) 1.69 (0.96) 

 NoProm-
Comp 

119 4.03 (1.80) 4.60 (1.61) 5.05 (1.60) 3.10 (1.59) 

 Prom-Comp 126 4.16 (1.62) 4.90 (1.39) 4.90 (1.60) 3.11 (1.41) 
Private NoProm-

NoComp 
121 2.14 (1.15) 2.70 (1.41) 6.13 (1.09) 1.71 (0.98) 

Prom- 
NoComp 

117 2.05 (1.28) 2.08 (1.24) 6.19 (1.08) 1.54 (0.76) 

NoProm-
Comp 

115 4.05 (1.53) 4.52 (1.42) 5.20 (1.42) 3.02 (1.41) 

Prom-Comp 108 4.15 (1.53) 4.86 (1.24) 5.00 (1.53) 3.14 (1.39) 
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In H3 I hypothesised that both compensation scenarios (Prom-Comp and NoProm-Comp) 

would lead to more positive evaluations than NoProm-NoComp. As in study 1, additional 

simple contrast analysis and specific t-tests were used to compare means of these three 

scenarios involved. These confirm H3 for all dependent variables. Distributive justice for 

NoProm-Comp is significantly higher (p = 0.000; SE = .134) than for NoProm-NoComp. 

Also, Prom-Comp leads to a significantly higher level than NoProm-NoComp (t(468) = 

13.72, p = 0.000). Procedural justice for the NoProm-Comp scenario is significantly higher (p 

= 0.000; SE = .124) than NoProm-NoComp. Also, procedural justice for the Prom-Comp 

scenario is significantly higher than NoProm-NoComp (t(468) = 15.08, p = 0.000). For 

negative emotions, NoProm-Comp leads to significantly less negative emotions (p = 0.000; 

SE = .126) than NoProm-NoComp. This is also the case for Prom-Comp (t(468) = -7.92, p = 

0.000). Finally, both NoProm-Comp (p = 0.000; SE = .113) and Prom-Comp (t(468) = 11.77, 

p = 0.000) lead to significant higher levels of post-recovery satisfaction than NoProm-

NoComp.  

 

The effects of double deviation (H4) 

Testing whether Prom-NoComp (double deviation) would lead to significantly more negative 

evaluations than NoProm-NoComp (H4a) analysing the interaction effects with simple 

contrast analyses reveals that this could be confirmed for distributive justice (p = 0.005; SE = 

.134) and procedural justice  (p = 0.000; SE = .124), but not for negative emotions (p = 0.345; 

SE = .126) and post-recovery satisfaction (p = 0.102; SE = .113). 

Simple contrast analysis and specific t-tests revealed that hypothesis H4b can be confirmed 

for all dependent variables. Prom-NoComp leads to a significantly lower distributive justice 

than Prom-Comp  (p = 0.000; SE = .134) and NoProm-Comp (t(465) = -14.84, p = 0.000). 

Procedural justice for Prom-NoComp is significantly lower than Prom-Comp (p = 0.000; SE = 

.125) and NoProm-Comp (t(465) = -20.98, p = 0.000). Negative emotions for Prom-NoComp 

are significantly higher than for Prom-Comp (p = 0.000; SE = .127) and NoProm-Comp 

(t(465) = 7.82, p = 0.000). Finally, post-recovery satisfaction for Prom-NoComp is 

significantly lower than for Prom-Comp (p = 0.000; SE = .113) and NoProm-Comp (t(465) = 

-12.72, p = 0.000).  
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Differences between two sectors (H5) 

To study the Sector effects I looked at the main and all interaction effects involving Sector 

(see Table 7). As Table 6 shows, there is a main Sector effect on negative emotions. The 

private scenarios (M = 5.65; SD = 1,39) lead to significantly (F(1,929) = 5.00, p = 0.026) 

more negative emotions than the public organisation (M = 5.42; SD = 1.50). Overall, the data 

suggest that Sector did not seem to affect customers’ perceived distributive justice, procedural 

justice or post-recovery satisfaction, thus confirming H5 for these dependent variables. 

However, I also see that there is an interaction effect (F(1,929) = 6.15, p = .013) of Sector and 

Promising Compensation on procedural justice. A simple contrast analysis shows that not 

promising compensation leads to a significantly (p = 0.010; SE = .124) higher level for the 

public (M = 3.94; SE = 0.088) than for the private scenario (M = 3.61; SE = 0.088). For the 

scenarios promising compensation does not lead to significant differences (p = 0.360; SE = 

.125). Finally, for procedural justice there is an interaction effect between Sector, Promising 

and Offering compensation (F(1,929) = 5.09, p = .024). A close inspection of the pattern of 

means (see Table 7), shows that within the private setting, there is only an effect of offering 

compensation: People perceive lower procedural justice when there is no compensation (M = 

2.70 and 2.08 respectively) than when there is compensation (M = 4.52 and 4.86 

respectively). However, this pattern is different within the public domain. Promising 

compensation, but not offering it (Prom-NoComp) leads to much lower perceived procedural 

justice (M  = 1.81) compared to NoProm-NoComp (M = 3.27). There is no difference 

between NoProm-Comp (M = 4.60) and Prom-Comp (M = 4.90). Compared to Study 1, these 

results seem to suggest that Sector might moderate some of the effects offering and promising 

compensation has. I do need to emphasise though, that similar to Study 1, the conclusions of 

these findings need to be taken with caution given the effect Sector had on other control 

variable. 

 

3.11. Summary of two studies 

The results of both studies are summarised in Table 8 showing that hypotheses 1, 2, 3, 4b and 

5 have many similarities. For H4a the results of both studies are mixed. 
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Table 9. Results of two studies 
 Study 1 Study 2 
H1. Comp leads to more positive 
evaluations than NoComp 

Confirmed: all dependent variables. Confirmed: all dependent variables. 

H2. Prom-Comp leads to more 
negative evaluations than NoProm-
Comp 

Not confirmed: all dependent 
variables. 
 
  

Confirmed: procedural justice. 
Not confirmed: distributive justice, 
negative emotions, post-recovery 
satisfaction. 

H3. Prom-Comp and NoProm-Comp 
lead to more positive evaluations than 
NoProm-Comp  

Confirmed: distributive and procedural 
justice, post-recovery satisfaction.  
Not confirmed: negative emotions. 

Confirmed: all dependent variables. 

H4a. Prom-NoComp leads to less 
positive evaluations than NoProm-
NoComp   

Confirmed: procedural justice, 
negative emotions and post-recovery 
satisfaction. 
Not confirmed: distributive justice. 

Confirmed: distributive and procedural 
justice 
Not confirmed: negative emotions and 
post-recovery satisfaction. 

H4b. Prom-NoComp leads to less 
positive evaluations than Prom-Comp 
and NoProm-Comp  

Confirmed: all dependent variables. Confirmed: all dependent variables. 

H5. Results of H1-H4 are similar for 
public and private settings  

Confirmed (but with caution): all 
dependent variables. 

Confirmed (but with caution): all 
dependent variables, except for 
interaction effects with Promising and 
Offering Compensation on procedural 
justice. 

 

3.12. Discussion 

Two experiments amongst Dutch students (study 1) and US citizens (study 2) researched the 

effects of promising and offering a small monetary compensation after a service failure in 

public and private settings. Eight scenarios were used to determine the effects of these 

independent variables on customers’ evaluations of distributive and procedural justice, 

negative emotions and post-recovery satisfaction. The results let me conclude that offering 

compensation after a service failure significantly improved customers’ evaluations. Promising 

compensation explicitly before a service failure had no effect on these evaluations. When 

compensation was promised, but not offered, this led to significantly more negative 

evaluations than when it was offered. Finally, the sector (public vs. private) did not seem to 

moderate the effects of promising and offering compensation on customers’ evaluations (with 

one exception in Study 2). 

 

This research adds to public management literature. It is the first study to apply justice theory 

(Adams, 1965) in public service recovery settings and proves itself relevant. The results show 

monetary compensation is a powerful instrument to restore customers’ perceived loss and 

contribute to the restoration of satisfaction after a service failure; an effect already found in 

private settings (e.g. Wirtz and Mattila, 2004) and now confirmed in public settings. 

However, from an ethical and legal perspective, offering individual customers compensation 

may not always be desirable or possible. One reason is that such compensation has to be paid 

from general tax revenues. This benefits individual citizens and could lead to inequalities and 
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stimulate a claim culture. Also, customers as taxpayers could object to public organisations 

using tax money to compensate customers. 

 

Second, based on expectancy disconfirmation theory (Oliver, 1993) I expected that explicitly 

promising compensation prior to the failure would lead to more negative customers’ 

evaluations compared to when it has not been promised. This is based on the effect that 

expectations increase, while experiences stay the same. My results show that this is not the 

case. From a service recovery perspective, promising compensation has no effects on 

customers’ evaluations. However, expectancy disconfirmation theory is clearly supported in 

the case of a double deviation where the promised compensation is not offered. When 

expectations of receiving compensation are set and, subsequently, not fulfilled, this leads to 

very negative evaluations. From a managerial perspective, the question is: what sense does it 

make to promise compensation explicitly? Where no second failures are made, it does not 

lead to better evaluations. In the case of a double deviation, it leads to extreme negative 

evaluations. Finally, I expected that, in the direct-exchange scenarios where customers 

directly pay for services, there would be no difference in customers’ evaluations between the 

public and private settings. Although I found some main and interaction effects involving 

sector, I can conclude that the sector has no mediating effects on customers’ evaluations.  

 

My study also has some limitations, which could lead to new lines of future research. First, 

while I tried to develop realistic scenarios with similar failures with a similar severity, 

participants of both studies perceived the private scenarios more realistic than the public 

scenarios; probably because offering service guarantees and monetary compensation are not 

yet common public practices. This scenario could be re-examined when service guarantees 

and monetary compensation do become more common to see whether the difference in 

perceived realism will disappear. Also, because I did not anticipate this effect on perceived 

realism, I did not disentangle whether the impact of positive and normative expectations (cf. 

James, 2011) on customers’ evaluations are related to realism. For now, I need to interpret the 

significant effects of Sector with caution, because they could be partly explained in terms of 

perceived realism rather than Sector itself. I therefore also cannot draw strong conclusions 

regarding to H5 (difference in effects between private vs. public). Second, I intentionally kept 

the interaction with the employee (interactional justice) constant in order to focus on the 

effects of compensation and the payout process. In follow-up studies the effects of employees 

behaviour on the effects of compensation could be researched. Third, I simulated using one 
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type and level of severity of service failure and one type and size of monetary compensation. 

Future research could investigate whether different types of failures and compensation, 

different severity levels of failures and different sizes of compensation influence customers’ 

evaluations. It could also look for the specific effects of promising compensation on 

customers’ expectations (e.g. could size of compensation moderate the effect) to understand 

better the impact of expectations. To expand the knowledge on the effects of compensation 

future research could study public services (other than governmental visa organisations and 

municipalities issuing driving licenses) with a broad spectrum of all public customer 

segments. Finally, research could be conducted in non-direct exchange situations where 

public services are paid with taxpayers’ money. Despite these limitations, my research has 

given early insights into the effects of promising and offering monetary compensation in 

public service recovery situations. 

 

  



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 61PDF page: 61PDF page: 61PDF page: 61

 61 

 

 
 
 
 
 
Chapter 4. 

 

Prosocial compensation after a service failure: Fulfilling 

organisation’s ethical and philanthropic responsibilities11  
 

  

                                                             
11 This Chapter has been submitted at a peer reviewed journal. Co-authors are Dr. M.C. Leliveld, Prof. C.T.B. Ahaus and 

Prof. S. Van de Walle. My role in conceiving this paper was similar to that of the paper for Chapter 3. Currentlty we are 

working on a ‘revise and resubmit’ based on the comments of the reviewers. 
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4.1. Introduction 

For several years the parking department of a large municipality offered its customers a 

service guarantee with five specific service promises: e.g. waiting no longer than 15 minutes 

at the reception desk and a reaction to customer letters within two weeks. If the department 

failed to meet one of these promises, then customers could either select a tangible gift or have 

12.50 euro donated to a charitable cause (The Hague, 2005). This municipality used both a 

monetary compensation (the gift) and a fixed type of prosocial compensation (PC) to restore 

justice after a service failure. Another example using PC is a leasing company that offers 

business customers a service guarantee with six service promises. For each promise violated, 

the organisation donates 200 euro to a cause of the customers’ choosing (Ahaus and De Haan, 

2010). These are two examples of organisations using PC with either a fixed cause or a cause 

chosen by the customer. From a financial perspective, a monetary compensation or PC do not 

differ, as both approaches imply that the organisation pays money. However, monetary types 

of compensation, such as gift vouchers, money back or free services/products go directly to 

the customer whereas, in the case of PC, the compensation is offered to a charitable cause. 

Research on monetary compensation and the promise to offer such compensation after a 

service failure shows this improves customer satisfaction (e.g. Schoefer and Ennew, 2005; 

Wirtz and Mattila, 2004 and Chapter 3 of this dissertation). However, PC has not been 

systematically studied. This study sets out to fill this gap by investigating how customers 

perceive being promised and receiving PC and then comparing this to no compensation and to 

monetary compensation.  

 

I argue that PC can be an effective new CSR practice. It is a type of corporate philanthropy 

(Gautier et al., 2015) that can contribute to the organisation’s ethical and philanthropic 

responsibilities (Carroll, 1991; Wood, 2010). By compensating customers for their loss after a 

service failure the organisation fulfils its ethical responsibility, as it is just and fair to 

compensate customers for such economic and/or a social loss (Kim and Ulgado, 2012).  

Instead of offering a monetary compensation to customers, an amount donated to a charity can 

lead to customers’ feeling good and a warm-glow as a result of this giving (Andreoni, 1990; 

Bekkers and Wiepking, 2011). In this way, the loss could be restored and satisfaction 

achieved. PC also contributes to the organisation’s philanthropic responsibilities by donating 

money to charitable causes.  
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I studied PC from a stakeholder perspective by investigating the effects of promising and 

actually offering PC on customers. To study the potential of PC as a new CSR practice, I first 

investigated in Experiment 1 (N = 603) whether promising to offer PC after a service failure 

(without any service failure happening to the customer) is effective in influencing customers’ 

perceptions of the organisation. I show that PC leads to similar perceptions as observed for 

monetary compensation concerning corporate image, credibility and the behavioural word-of-

WOM-intent. More importantly it leads to a more positive CSR-image than monetary 

compensation. Also, because PC has positive effects on all levels compared to not promising 

any compensation, PC thus seems to be an effective practice to communicate the 

organisation’s CSR-engagement to customers. These findings contribute to signalling theory 

(Connelly et al., 2011; Spence, 1974) by showing that, not only monetary types of 

compensation have positive signalling effects (e.g. Ostrom and Iacobucci, 1998), but also so 

does PC.  

 

In Experiments 2A (student sample, N = 148) and 2B (MTurk sample, N = 596), I focused on 

the effectiveness of offering PC after a service failure in fulfilling the organisation’s ethical 

obligation to be just and fair by restoring perceived justice. The idea of PC is that it can be 

used as a service recovery tool to make up for a failure to return the customer to a state of 

satisfaction (Mattila, 2001; Sparks and McColl-Kennedy, 2001). Therefore, I studied the 

effects of PC (compared to no compensation and a monetary compensation) on customers’ 

evaluations of perceived justice and post-recovery satisfaction. I found that a monetary 

compensation, such as a gift voucher led to a more positive perceived justice and post-

recovery satisfaction than both types of PC (Experiment 2A and 2B). PC also led to more 

positive perceived justice and post-recovery satisfaction in comparison with the situations 

when compensation was not promised and offered (Experiment 2B). These findings 

contribute to justice theory (Adams, 1965) in service recovery research (e.g. Martìnez-Tur et 

al., 2006; Vázques-Casielles et al., 2010). 

 

Finally, to broaden the generic context of the effects of PC, I studied these questions within 

private (cf. the leasing company example) and public settings (cf. the municipality example). 

The effects of compensation on customers’ evaluations have intensively been researched in 

private settings (e.g. Del Rìo-Lanza et al., 2008; Gelbrich et al., 2015; Roschk and Gelbrich, 

2014). However, the effects of failures and compensation in daily public service operations 

have received little attention (Van de Walle, 2016; see for an exception chapter 3 of this 
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dissertation). Also, the effects of public CSR practices on customers’ evaluations have 

received little attention in public management literature. The exception is one work on 

organisational reputation (Wæraas and Maor, 2014). This is an omission since a substantial 

part of services is delivered by public organisations on a local, regional and national level. 

The results of my three experiments show that in similar service configurations there are no 

differences in the effects of PC on customers’ evaluations between public and private settings.  

 

In what follows, I first present the relevant theory on CSR and PC and then the theory on the 

signalling effects of PC on customers to build my hypotheses for Experiment 1. After 

presenting the results of this first experiment, I use insights from justice theory to form the 

hypotheses about the compensatory effects of PC (Experiment 2A and 2B). This paper ends 

with the discussion including highlighting the limitations and offering suggestions for further 

research.  

 

4.2. Corporate Social Responsibility  

This study investigates the potential of PC of being an effective new CSR practice. CSR has 

been described as: ‘an organisational commitment to maximise its long-run beneficial impact 

on societal wellbeing and minimise any harmful effects on society’ (Bolton and Mattila, 2015 

p. 141) and, furthermore, by being responsible for its stakeholders, even if this requires 

sacrifices from the organisation (Carroll and Shabana, 2010). CSR has transformed from 

being a ‘good-will’ concept into a mainstream development (Bolton and Mattila, 2015) and 

key determinant for long-term performance and organisation’s success (Kiessling et al., 

2016). Organisations are under increasing pressure from stakeholders to improve their CSR 

(Cantrell et al., 2015; Kiessling et al., 2016; Pérez and del Bosque, 2015). First, by doing so, 

they face fewer risks, and avoid customer and activist boycotts (Groza et al., 2011; for some 

limitations of this effect see Eisingerich et al., 2011). Second, they can realise a positive 

impact on customers’ affective and behavioural responses (Bolton and Mattila, 2015). Thus, 

being social responsible serves as a way to enhance relationships with the organisation’s 

stakeholders and enables the organisation to execute its strategies more effectively in pursuit 

of its goals.  

 

4.3. CSR-potential of prosocial compensation 

PC is a practice that can contribute to an organisation’s ethical, as well as philanthropic 

responsibilities (cf. Carroll, 1991; Wood, 2010). Organisations aim to uphold their ethical 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 65PDF page: 65PDF page: 65PDF page: 65

 65 

responsibilities by delivering consistent service levels that meet or even exceed customers’ 

expectations. However, operational service failures in which customers experience an 

economic loss (e.g., money, time) and/or a social loss (e.g., status, esteem) due to a 

breakdown in an organisation’s system are inevitable and a part of daily life (Kim and 

Ulgado, 2012; Smith et al., 1999). The aim of service recovery and offering compensation 

after a service failure is to restore perceived justice and bring the customer back to a state of 

satisfaction (Mattila, 2001; Sparks and McColl-Kennedy, 2001). Previous research involving 

compensation after service failures has focused mainly on the effects of monetary types of 

compensation, such as free vouchers and coupons, discounts, money-back or free products 

and services (Hui and Au, 2001; Lii and Lee, 2012; Yim et al., 2003). The question remains 

whether PC can be as effective as a monetary compensation in fulfilling an organisation’s 

ethical responsibilities. 

 

Moreover, PC could also contribute to fulfilling philanthropic responsibilities and the 

organisation being recognised as a good corporate citizen (Carroll, 1991). For example, 

organisations engage in employee volunteering (Plewa et al., 2015) and different kinds of 

CSR-giving (Cantrell et al., 2015), such as donations and cause-related marketing campaigns. 

Cause-related marketing is the organisational CSR practice of donating an amount to a 

charitable cause every time a customer buys a specific product or service (Howie et al., 2015; 

Varadarajan and Menon, 1988). In a similar fashion to cause-related marketing, in which a 

donation follows after a purchase of a certain product or service, with PC the donation to a 

cause follows after a service failure. In this sense, PC can be regarded as a type of corporate 

philanthropy, since it contributes to organisations being a good corporate citizen.  

 

4.4. Signalling effects of promising prosocial compensation  

PC can be offered in situations without promises to customers to compensate after a service 

failure and with prior promises in so-called service guarantees. These are “explicit promises 

made by a service provider to: (a) deliver a certain level of service to satisfy the customer, and 

(b) compensate the customer if the service is not sufficiently delivered” (Hogreve and 

Gremler, 2009 p. 324). Explicitly promising to offer PC in a service guarantee can have 

signalling effects on customers. Signalling theory (Connelly et al., 2011; Spence, 1974) is 

concerned with situations in which customers have less information about such aspects as the 

service quality, corporate activities and CSR-engagement of an organisation than the 

organisation has itself. This can lead to (potential) customers having an incorrect image of the 
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organisation or of its credibility. Signalling theory states that both intrinsic and extrinsic cues 

can affect customer’s perceptions of image and credibility. Customers use extrinsic cues, such 

as service guarantees (Boulding and Kirmani, 1993), as signals of quality (Erevelles et al., 

2001; Kandampully and Butler, 2001; Roggeveen et al., 2014).  

 

I argue that PC can have positive signalling effects on corporate image, credibility and WOM-

intent. Corporate image is a persons’ global evaluation about an organisation (Pfau et al., 

2008). This can be negative or positive, favourable or unfavourable, bad or good (Aggarwal, 

2004). Credibility is the customers’ perceived certainty and confidence of the way an 

organisation could keep its promises and perform as promised (Kandampully and Butler, 

2001). WOM-intent is the behavioural intention to informal communications between parties 

concerning evaluations of goods and services (Anderson, 1998). This also can be negative or 

positive. Research has shown that offering a service guarantee with a monetary compensation 

has a positive effect on corporate image (Roggeveen et al., 2014; chapter 3 of this 

dissertation), credibility (Erevelles et al., 2001; Ostrom and Iacobucci, 1998; Wu et al., 2012) 

and WOM-intent (Hocutt and Bowers, 2005). In a similar vein, I hypothesise that PC, as 

compensation, creates more positive effects on these dependent variables than when offering 

no compensation, and to similar effects as when monetary compensation is offered - not only 

is monetary compensation perceived as costly for the organisation, but also PC is. I also know 

that CSR practices contribute to more positive perceptions of corporate image (Kiessling et 

al., 2016; Pfau et al., 2008; Wood, 2010). Research shows that employee volunteering (Plewa 

et al., 2015) and different kinds of CSR-giving like donations (Cantrell et al., 2015) have 

positive effects on the attitudes towards organisations (Berglind and Nakata, 2005; Demetriou 

et al., 2010; Ross et al., 1991). Therefore, I hypothesise in H1a and H1b: 

 

H1a: Promising to offer prosocial compensation after a service failure leads to a more 

positive corporate image, credibility and WOM-intent than not promising any 

compensation. 

H1b: Promising to offer prosocial compensation after a service failure leads to a 

similar corporate image, credibility and WOM-intent as a monetary compensation. 

 

Moreover, I argue that PC can have an additional positive effect on CSR-image. This is an 

image that stakeholders like customers have of an organisation of being social responsible, 

concerned about the wellbeing of society, and having legitimate interest to improve and 
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contribute to society (e.g. Grohmann and Bodur, 2015; Howie et al., 2015). Research shows 

that cause-related marketing (Howie et al., 2015) and corporate volunteering (Plewa et al., 

2015) have positive effects on CSR-image. Also, research on the relationship between service 

failures, and customers’ evaluations of satisfaction and loyalty intentions, both show that 

CSR-image has a buffering role (Bolton and Mattila, 2015). The negative impact of service 

failures on satisfaction and loyalty is smaller for organisations with a high CSR-image. In line 

with these results, I expect that promising to offer PC after a service failure will have a more 

positive impact on a CSR-image than promising no or a monetary compensation. Therefore, I 

hypothesise in H2: 

 

H2: Promising to offer prosocial compensation after a service failure leads to a more 

positive CSR-image than not promising any compensation or a monetary 

compensation. 

 

I tested these hypotheses, not only within the private, but also within the public domain to 

broaden the generalisability of the effects PC could have. On the one hand, one can think of 

reasons why the proposed effects would be different within public and private settings. For 

example, the image people have of public organisations differs from those they have of 

private organisations (Aaker et al., 2010). A service guarantee should align with the corporate 

image of the organisation to be effective (Marmorstein et al., 2001; Roggeveen et al., 2014). 

In a similar vein, promising PC should align with the corporate image if it is to be perceived 

as credible and eventually effective. Also, public organisations are funded by collective 

means like taxpayers’ money. Public customers are at the same time citizens who pay taxes 

(Milakovitch, 2003). In this sense, public customers could regard it less suitable for a public 

organisation to be spending money on compensating for failures (Van de Walle, 2016). 

Finally, offering compensation for bad service is relatively uncommon in public services 

compared to private services (Van de Walle, 2016); people generally do not expect to be 

compensated by public organisations for their failures.  

 

On the other hand, there are also many similarities between public and private services. In 

both settings, there are many situations where the customers’ money is directly related to the 

value they receive (Alford, 2002); for example, in cases where customers pay directly for a 

visa or driving license. Also, as with private services, public services have to satisfy 

customers’ needs (Vigoda, 2002). Moreover, experiences in private settings might influence 
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customers’ public service expectations (Clarke et al., 2007). The increasing 

commercialisation of public services, and the introduction of many private management and 

customer service innovations, may have shifted customers’ expectations to levels similar to 

those found in the private sector (Clarke et al., 2007; Needham, 2006). Taken together, these 

findings on the public versus private settings suggest it is relevant to study their 

discriminatory effects. 

 

4.5. Experiment 1: Signalling effects   

Method 

Participants and design  

Experiment 1 was designed to test the signalling effects of PC on customers. A total of 603 

US-citizens (44.3% female; Mage = 36.7; SD = 10.96) participated through a digital web-based 

questionnaire (Qualtrics) using the online MTurk platform. They were randomly assigned to 

one condition of a 4 (compensation promised in service guarantee: no compensation, gift 

voucher, PC with a fixed cause, PC with a cause of customers’ choice) x 2 (sector: Internet 

store, visa governmental organisation) between-subjects factorial design.  

 

Procedure and dependent variables 

An Internet store was used to represent a private organisation, and a visa governmental 

organisation for a public organisation. Products were selected that would be relevant to the 

real-life experiences of the participants. Participants learned that they were looking at a 

website of the only Internet store that sells a specific product they wanted to buy. The public 

scenario participants learned they were planning to go to a foreign country and, therefore, 

needed to order a travel visa online by checking the website of this visa issuing governmental 

organisation. Participants saw one scenario (private or public) with one of the four different 

service guarantees. In the scenario without a compensation the organisation promised: 

‘Friendly and efficient service. Whatever we do, we keep our promises, guaranteed! If not, 

we’ll apologise and fix the problem’. In the three compensation scenarios, depending on the 

type of compensation, an additional line stated: ‘You will also receive a personal gift voucher 

worth 5 dollar / we will donate 5 dollar to a fixed cause / we will donate 5 dollar to a cause of 

your own choice’.  

 

After reading the scenario, participants were asked to give their opinion on four dependent 

variables (see Appendix IV for all items). To measure corporate image, I used a four-item 
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scale (α = 0.97) with, for example, the item of unfavourable – favourable (cf. Aggarwal, 

2004); (α = 0.97). For credibility, in order to fit to the scenario, an adapted four-item scale (α 

= 0.81) was based on scales used by McDougall et al. (1998) and Ostrom and Iacobucci 

(1998). For example, I asked if the respondent would feel confident in dealing with the 

organisation. To measure WOM-intent I used two items on whether participants would say 

positive things about the organisation and whether they would argue against people saying 

negative things about that organisation (α = 0.77). Finally, for CSR-image I used a four-item 

scale (α = 0.94) combining two items of Grohmann and Bodur (2015) and Wagner et al. 

(2009) with two items of Brown and Dacin (1997), Folse et al. (2010) and Howie et al. (2015) 

in order to let the items fit with the scenarios. For example, I asked participants whether they 

thought the organisation had a legitimate interest in improving society. For exploratory 

reasons, I also measured the effects on warmth, competence and scepticism to study the 

moderating effects of the sector - if any. However, since there were no significant differences 

in the signalling effects of PC between the two sectors researched (see results section), I did 

not provide more information about these three dependent variables. After questions in the 

script concerning gender, age and nationality, I asked participants to judge the realism of the 

scenario in a one-item scale (cf. Magnini et al., 2007). In addition, at the end of the 

questionnaire I presented three manipulation checks to ensure that participants had grasped 

their specific scenario concerning the sector, the communication of a service guarantee and 

the compensation promised. Finally, I used an adapted version of the instructional 

manipulation check question (cf. Oppenheimer et al., 2009) to assess whether participants 

were really reading and understanding the questions. 

 

Results and discussion 

Manipulation checks and control variables   

The criteria I applied to exclude participants were a failed instructional manipulation check 

and/or two or three failures in the manipulation checks. As a consequence, 22 of the 625 

respondents were excluded. I compared the results with and without participants with only 

one failure in the manipulation checks, and the results showed similar patterns. Therefore, I 

included the participants with only one mistake.  

 

I ran a 4x2 ANOVA on perceived realism of the scenario to check whether the scenarios were 

equally realistic. This yielded a significant Compensation effect: F(3,595) = 19.88, p = .000 
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(MNC = 5.44, SD = 1.38; MGV = 4.77, SD = 1.74; MFC = 4.27, SD = 1.70; MCCC = 4.11, SD = 

1.88). The analysis also showed a significant Sector effect: F(1,595) = 31.60, p = .000 

(MInternet store = 5.03, SD = 1.56; Mvisa = 4.26, SD = 1.85). I needed to study this in more detail 

in order to rule out perceived realism as the alternative driver of effects I found in the general 

ANOVAs (see further on in results). It is of note that I could not run an ANCOVA with 

realism as a covariate (the covariate was not independent from the treatment conditions: cf. 

Field, 2014; Gerber and Green, 2012), nor could I use PROCESS analyses (Hayes, 2009) due 

to the multi-categorical predictor. Therefore I used regression analyses with realism and the 

four dummy variables indicating Sector and Compensation condition (with No compensation 

being the reference group) and excluding a constant in the equation to rule out realism as the 

alternative driver of Compensation effects on the dependent variables. Results showed that 

realism was partially mediating the effects (realism predicted the four DVs, p < .001). 

However, and more importantly, the effects of Compensation and Sector remained significant 

(p’s < .05) when controlling for this partial mediator and showed the same pattern of the 

effects as the ANOVAs. So, although realism was found to explain parts of the effects, it was 

not the only driver of the effects and, thus, cannot be an alternative explanation of my 

findings. Therefore, I continue now by reporting the results of the ANOVAs that include both 

the main and interaction effects. 

 

Main dependent variables 

The ANOVAs for the four dependent variables yielded significant Compensation effects for 

corporate image (F(3,595) = 4.78, p = .003), credibility (F(3,595) = 6.28, p = .000), WOM-

intent (F(3,595) = 7.06, p = .000) and CSR-image (F(3,595) = 15.13, p = .000) – see 

Appendix V. In order to test the hypotheses 1a, 1b and 2, I used specific post hoc Bonferroni 

analyses using pairwise comparisons of the dependent variables. The results are presented in 

Table 10. See Appendix VI for Ms and SDs of all cell means.  
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Table 10. Means (SDs between parentheses) for the dependent variables depending on 

compensation type 
 No compensation 

(NC) 
Gift voucher (GV) Fixed  

cause (FC) 
Cause of 

customers’ choice 
(CCC) 

N 144 155 153 151 
Corporate image 5.41a (1.06) 5.76b (.90) 5.73ab (1.09) 5.86b (1.14) 
Credibility 4.52a (.95) 4.93b (.99) 4.99b (1.11) 4.96b (1.18) 
WOM-intent 4.09a (1.26) 4.67b (1.24) 4.67b (1.35) 4.71b (1.41) 
CSR-image 4.62a (1.14) 4.95a (1.13) 5.37b (1.11) 5.40b (1.20) 
Note: means sharing the same superscript within a row are not significantly different from each other (Bonferroni, p < 0.05). 

 

For corporate image PC with a cause of customers’ choice (M = 5.86, SD = 1.14) led to a 

significantly more positive corporate image than no compensation (M = 5.41, SD = 1.06); 

(CCC-NC: p = 0.002). However, PC with a fixed cause (M = 5.73, SD = 1.09) resulted in a 

similar corporate image to no compensation (FC-NC: p = 0.066). Also, both types of PC led 

to a similar corporate image to a gift voucher (M = 5.76, SD = .90); (FC-GV: p = 1.000; CCC-

GV: p = 1.000). For credibility, both types of PC (MFC = 4.99, SDFC = 1.11; MCCC = 4.96, 

SDCCC = 1.18) led to significantly more positive credibility than no compensation (M = 4.52, 

SD = .95); (FC-NC: p = 0.001; CCC-NC: p = 0.003). Both types of PC resulted in similar 

credibility perceptions as a gift voucher (M = 4.93, SD = .99); (FC-GV: p = 1.000; CCC-GV: 

p = 1.000). Concerning WOM-intent, results showed that both types of PC (MFC = 4.67, SDFC 

= 1.35; MCCC = 4.71, SDCCC = 1.41) led to a significantly more positive WOM-intent than no 

compensation (MNC = 4.09, SDNC = 1.26); (FC-NC: p = 0.001; CCC-NC: p = 0.000), and to a 

similar WOM-intent as a gift voucher (M = 4.67, SD = 1.24); (FC-GV: p = 1.000; CCC-GV: p 

= 1.000). Finally, for CSR-image results showed that, both a fixed cause (M = 5.37, SD = 

1.11) and a cause of customers’ choice (M = 5.40, SD = 1.20) led to a significantly more 

positive CSR-image than no compensation (M = 4.62, SD = 1.14) (FC-NC: p = 0.000; CCC-

NC: p = 0.000). Results also showed that both types of PC led to a significantly more positive 

CSR-image than a gift voucher (M = 4.95, SD = 1.13); (FC-GV: p = 0.007; CCC-GV: p = 

0.003).  

 

I point out that these results were found to be true for the private and public settings. There 

was only one exception: there was a significant main Sector effect on CSR-image, F(1,595) = 

6.21, p = .013; MInternet store = 4.97, SD = 1.17; Mvisa = 5.20, SD = 1.20 (for all results see 

Appendices V and VI). More importantly, there were no interaction effects between Sector 
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and Compensation (F’s < 1,86, p’s > .136; see Table 1 Appendix V), indicating that there 

were no significant differences in the signalling effects of PC between the two sectors.  

 

In summary, I hypothesised that PC would lead to a more positive corporate image, credibility 

and WOM-intent than not promising any compensation (H1a). The results support this 

hypothesis, except for the effect of a fixed cause on corporate image. In H2b I hypothesised 

that PC would lead to a similar corporate image, credibility and WOM-intent as a monetary 

compensation. The results confirmed this. Also, the results on H2 were confirmed: PC leads 

to a more positive CSR-image than no compensation and a monetary compensation. Finally, I 

found these effects to be similar in private and public settings. 

 

4.6. Justice effects of offering prosocial compensation  

In Experiment 1, I investigated the signalling effects of promising PC to customers. However, 

PC could only be a useful strategy when it can actually repair the loss that customers 

experience after a service failure. Therefore, I investigated the compensating potential of PC 

in Experiment 2A and 2B by using vignette studies. Specifically, I studied the justice effects 

on customers being offered no compensation (also, no compensation is promised), a monetary 

compensation and both types of PC after a service failure. By doing this, I could study 

whether PC can actually contribute to fulfilling the organisation’s ethical responsibilities of 

being fair to customers after a service failure; and whether PC is as effective as a monetary 

compensation.  

 

I built upon justice theory (Adams, 1965; Husted, 1998) for the theoretical rationale of my 

hypotheses. This is the dominant theory applied in service recovery settings to research 

customers’ evaluations. Service recovery can be considered as an exchange in which the 

customer experiences a loss, while the organisation fulfils its ethical obligation by making up 

that loss by a recovery attempt (Mattila, 2001). Justice theory states that customers evaluate 

recovery fairness in interactional, procedural and distributive justice terms (e.g. Hocutt and 

Bowers, 2005; Homburg and Fürst, 2005; Martìnez-Tur et al., 2006; Vázques-Casielles et al., 

2010). I studied the effects of PC (vs. no compensation and a monetary compensation) on 

customers’ perceived distributive justice (i.e., the perceived fairness of the outcome). 

Monetary compensation seems to be the main strategy to influence distributive justice (e.g. 

Grewal et al., 2008; Schoefer and Ennew, 2005; Wirtz and Mattila, 2004). I also researched 

the effects on perceived procedural justice (perceived fairness of the organisation’s recovery 
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policies and procedures) and post-recovery satisfaction while holding interactional justice 

(perceived fairness of treatment by employees) constant. 

 

As mentioned in the Introduction, I argue that, although PC does not provide financial 

compensation to the customers themselves, they might still receive equity from having a 

donation made on their behalf. People who donate to a cause may view themselves as good 

people and enhance their self-esteem and happiness (e.g. Howie et al., 2015). Indeed, research 

addressing prosocial spending on charitable causes and others has illustrated that people who 

spend money on others, give gifts, or make charitable donations report greater happiness 

(Aknin et al., 2012, 2013; Dunn et al., 2008). The act of giving contributes to one’s self-

image of being altruistic, empathic, socially responsible, agreeable, and influential (for an 

overview, see Bekkers and Wiepking, 2011). Moreover, previous research on cause-related 

marketing shows that these campaigns can, over and beyond the simple fact of acquiring a 

product, lead to pleasure and good feelings derived from donating to a cause (Robinson et al., 

2012; Strahilevitz and Myers, 1998). This is also known as the warm-glow of giving; i.e. 

when people engage in prosocial and altruistic behaviour, they receive equity, not from 

receiving, but from the act of giving (Andreoni, 1990; Crumpler and Grossman, 2008). In a 

similar vein, I argue that PC will also have positive effects on the perceived justice of the 

outcome and has a more positive effect on customers’ evaluations as receiving no 

compensation. Therefore, I hypothesise that PC leads to more positive evaluations than the 

situation where compensation is neither promised, nor offered (H3a). 

 

H3a: receiving prosocial compensation after a failure leads to a more positive 

distributive justice than in the case where no compensation is promised nor offered.  

 

The question now arises as to whether PC can be as effective as a monetary compensation. I 

know that the strongest recovery effect is when the type of compensation represents a 

resource similar to the failure it is supposed to offset (Roschk and Gelbrich, 2014). Let us take 

an example to explain this using a situation where a customer is informed that an ordered 

product is ready for pick-up. The customer spends twenty minutes going to the pick-up point. 

However, after arrival, the customer is informed that the product is not yet there and that it 

will be available the next day. This failure to deliver could be seen as a monetary loss since 

the customer has spent time, energy and money to go to the organisation. Therefore, I 
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hypothesise that for this service failure, a monetary compensation, such as a gift voucher, 

leads to a more positive perceived distributive justice than both types of PC (H3b).  

 

H3b: receiving monetary compensation after a service failure leads to a more positive 

distributive justice than receiving prosocial compensation. 

 

As in Experiment 1, I distinguish between PC with a fixed cause and PC with a customers’ 

own choice. Research showed that customers experience greater value and equity when they 

have the freedom to choose the cause (Mattila and Cranage, 2005). For example, cause-

related marketing campaigns in which customers can choose the charitable cause generally 

lead to more positive customers’ evaluations than campaigns with fixed causes (Howie et al., 

2015; Robinson et al., 2012). These findings are explained in terms of ‘cause importance’; i.e. 

the degree to which customers find a specific charitable cause to be personally relevant to 

them (Robinson et al., 2012). Customers identify with certain causes and they consider some 

causes to be more relevant to them than others (Howie et al., 2015; Landreth-Grau and 

Garretson Folse, 2007). Based on these findings, I hypothesise that when customers can 

choose the cause themselves, their perceived distributive justice will be more positive than in 

the case of a fixed cause (H3c). 

 

H3c: receiving prosocial compensation with a cause of customers’ choice leads to a 

more positive distributive justice than with a fixed cause. 

  

I also wanted to compare the effects of the different compensation procedures on perceived 

procedural justice. In the case of no compensation, there is no action related to offering 

customers any kind of monetary compensation. In the case of a monetary compensation, such 

as a gift voucher, the customer proactively receives the voucher, whereas, in the case of PC, 

more complex procedures (putting a card in a box, filling in a form) are used. Furthermore, in 

the case of PC, there might be doubts about what happens with the donation afterwards; i.e. I 

know that customers can be sceptical about the motives used to engage in cause-related 

marketing (e.g. Ellen et al., 2006). Thus, customers might have doubts as to whether the 

organisation actually makes the donation. Therefore, I hypothesise that PC will lead to a more 

positive procedural justice than no compensation (H4a). The more simple and transparent 

procedure of a gift voucher will lead to a more positive procedural justice than both types of 

PC (H4b).  
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H4a: receiving prosocial compensation after a failure leads to a more positive 

procedural justice than in the case where no compensation is promised nor offered.  

H4b: receiving monetary compensation after a failure leads to a more positive 

procedural justice than receiving prosocial compensation.  

 

Having a choice enhances customers’ personal role in helping the cause (Robinson et al., 

2012) and one’s feelings of personal responsibility (Mattila and Cranage, 2005). Choosing 

and being involved in the donation procedure increases customers’ perceived procedural 

justice regardless of the cause (Robinson et al., 2012). Consequently, being able to choose a 

specific cause could lead to a more positive procedural justice compared with a fixed cause 

(H4c).   

 

H4c: receiving prosocial compensation with a cause of customers’ choice leads to a 

more positive procedural justice than with a fixed cause.  

 

Finally I investigated the compensating effects of PC post-recovery satisfaction. This is seen 

as an important effect of service recovery and offering compensation (e.g. Gelbrich et al., 

2015). Past research has shown that there is a positive relationship between perceived 

distributive justice and post-recovery satisfaction (e.g. Schoefer and Ennew, 2005; Wirtz and 

Mattila, 2004), and procedural justice and post-recovery satisfaction (e.g. Vázques-Casielles 

et al., 2010). Following the hypotheses for distributive and procedural justice, I formulated 

the following hypotheses for the effects on satisfaction. 

 

H5a: receiving prosocial compensation after a failure leads to a more positive post-

recovery satisfaction than in the case where no compensation is promised nor offered.  

H5b: receiving monetary compensation after a failure leads to a more positive post-

recovery satisfaction than receiving prosocial compensation.  

H5c: receiving prosocial compensation with a cause of customers’ choice leads to a 

more positive post-recovery satisfaction than with a fixed cause.  
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Similar to Experiment 1, I tested the hypotheses within the public and private sector to 

broaden the generalisability of the findings12.  

 

4.7. Experiment 2A: Justice effects (Dutch students) 

To test these hypotheses I first conducted a relatively small experiment that compared the 

effects of PC with those of a monetary compensation (hypotheses 3b&c, 4b&c and 5b&c). In 

Experiment 2B I tested all hypotheses. 

 

Method 

Participants and design 

In total, 148 Dutch undergraduate students (45.8% female; Mage = 21.0; SD = 2.33) 

participated for course credits. They were randomly assigned to one condition of an 

experiment with a 3 (compensation1: gift voucher, PC with a fixed cause, PC with a cause of 

customers’ choice) x 2 (industry: private, public) between-subjects factorial design. 

 

Procedure and dependent variables 

Similar to Experiment 1, an Internet store was used to represent a private organisation. 

However, in order to broaden insights in the effects of PC in public settings, I changed the 

governmental visa organisation into a Dutch municipality issuing driving licenses. Both the 

public and private scenarios were relevant for undergraduate Dutch students. Participants 

learned that, in the private scenario, they had ordered a product at the only Internet store that 

sells a specific product for 40 euro they wanted to buy. In the case of the municipality, 

participants learned they had requested a new driving license that also costs 40 euro. 

Participants had received a message that the product/license was ready for collection (about a 

20 minutes drive from home). They went to the collection point and were served by an 

employee. In both settings, participants then were informed by the employee that the 

product/license was not available yet as it had not been delivered by the supplier; it would be 

                                                             
12 The Experiments 2A and 2B also contained an additional double deviation condition. Within this condition, people were 

promised compensation but after a failure (first deviation) were not offered one (second deviation). Because this chapter 

focuses on the effects of PC, comparing the effects of PC with those of a double deviation condition was not relevant in the 

current study. Therefore I did not present the results if this double deviation condition. However, to be transparent, the results 

of the double deviation condition replicated previous reported effects (e.g. Casado-Díaz and Nicolau-Gonzálbez, 2009; 

Chapter 3 of this dissertation) by showing that it leads to lower levels of perceived justice and post-recovery satisfaction than 

not promising and not offering compensation. 
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available the next day (i.e., the failure could not be fixed immediately). Because I had to 

differ the type of product depending on conditions, I wanted to be sure that there was no 

difference in perceived severity of the failure. Therefore, I asked participants to indicate the 

perceived severity of the failure (cf. Mattila, 2001) 

 

The scenario continued and participants read a large poster with the service guarantees that 

they saw behind the employees’ desk: ‘Whatever we do, we keep our promises, guaranteed!’ 

and in addition, depending on one of the three scenarios: ‘If not you’ll receive a personal gift 

voucher worth 5 euro / we will donate 5 euro to a fixed cause / we will donate 5 euro to a 

cause of your own choice’. This was followed by an apology by the employee and an on-the-

spot and proactive offering of compensation: offering a gift voucher vs. depositing a card in a 

box (PC with fixed cause) vs. involving the customer in the choice by asking the favourable 

cause and filling in a form. The compensation amounted to a token for the sum of 5 euro that 

was not directly related to, nor fully compensated for, the inconvenience. This was because 

being overly generous following a failure may lead customers to question the reasons behind 

the over-generosity of a public organisation and to doubt the sincerity and credibility of the 

service guarantee (McQuilken et al., 2013). At the end of the scenario, participants were 

thanked and asked by the employee to return the next day to collect the product/license. 

Participants were then asked to imagine themselves outside the building and reflect on the 

situation.  

 

Next, participants were asked to complete the questions (for an overview of all items: see 

Appendix IV). For distributive justice, I used a three-item scale (α = 0.80) adapted for the 

specific scenario from Lii and Lee (2012). One of the items was for example, ‘The 

compensation for the inconvenience is fair’. Scales used to measure procedural justice are 

often based on a situation where the customer has to complain. In my scenarios this was not 

the case, the customer was offered compensation without having to complain. In order to fit to 

this situation, I used a new three-item scale for procedural justice (α = 0.83) with, for 

example, the item ‘The organisation used a good procedure to solve my problem’. Given that 

the manner in which employees interacted with customers in this recovery situation was kept 

constant (they always apologised for instance), interactional justice was not used as a 

dependent variable (cf. Crisafulli and Singh, 2016; Chapter 3 of this dissertation). For post-

recovery satisfaction, I used a three-item scale (α = 0.83) applied by Huang and Lin (2011), 
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with for example the question: ‘Overall, how satisfied or dissatisfied did this experience make 

you feel?’. Further, I wanted to control for perceived realism and, therefore, asked participants 

to indicate the perceived realism of the scenario (cf. Magnini et al., 2007). Finally, I asked for 

demographics (age, gender, and nationality of the participant). The questionnaire ended with 

four manipulation checks to verify whether participants had grasped the specific elements of 

the scenario.   

 

Results and discussion 

Manipulation checks and control variables   

The criteria I applied to exclude participants were two or more failed manipulation checks. As 

a consequence, 5 of the 153 respondents were excluded. I compared the results with and 

without participants with only one failure in the manipulation checks. The results showed 

similar patterns. Therefore, I included the participants with only one mistake. This resulted in 

148 valid cases for the subsequent analysis. A one-way ANOVA with only Sector as IV (as 

Compensation type was only manipulated after this question) on the severity of the failure 

yielded no significant Sector effect: F(1,141) = 0.001, p = .974 (MInternet store = 5.71; SD = 1.42; 

Mmunicipality = 5.70; SD = 1.43). A full factorial ANOVA on perceived realism yielded no 

significant Sector effect: F(1,142) = 1.80, p = .182 (MInternet store = 4.32; SD = 1.68; Mmunicipality 

= 4.11; SD = 1.84), nor significant Compensation effect: F(2,142) = 2.78, p = .065 (Mgift voucher 

= 4.60; SD = 1.77; Mfixed cause = 4.15; SD = 1.70; Mcause of customers’ choice = 3.92; SD = 1.75). 

There was also no significant interaction effect. Taken together, neither perceived severity, 

nor perceived realism can be alternative drivers of Sector or Compensation effects.   

 

Main dependent variables 

The ANOVAs for the three dependent variables yielded significant Compensation effects for 

distributive justice (F(2,142) = 13.096, p = .000), procedural justice (F(2,142) = 9.414, p = 

.000) and post-recovery satisfaction  (F(2,142) = 3.089, p = .049). As in Experiment 1, in 

order to test the hypotheses, I used specific post hoc Bonferroni analyses using pairwise 

comparisons of the dependent variables. The results are presented in Table 11. For all Ms and 

SDs per compensation type and per sector, see Appendix VI. 
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Table 11. Means (SDs between parentheses) for the dependent variables depending on 

compensation type 
 Gift voucher  

(GV) 
Fixed  

cause (FC) 
Cause of customers’ 

choice (CCC) 
N 48 48 52 
Distributive justice 4.31a (1.28) 3.08b (1.32) 3.40b (1.28) 
Procedural justice 5.14a (1.44) 3.91b (1.42) 4.43b (1.54) 
Post-recovery satisfaction 3.25a (1.39) 2.60b (1.18) 2.96ab (1.28) 
Note: means sharing the same superscript within a row are not significantly different from each other (Bonferroni, p < 0.05). 

 

For distributive justice, a monetary compensation, such as a gift voucher (M = 4.31, SD = 

1.28) led to significantly more positive distributive justice than both types of PC (MFC = 3.08, 

SDFC = 1.32; MCCC = 3.40, SDCCC = 1.28); (GV-FC: p = 0.000; GV-CCC: p = 0.000). PC with 

a cause of customers’ choice led to similar distributive justice as a fixed cause; (CCC-FC: p = 

1.000). For procedural justice, a monetary compensation (M = 5.14, SD = 1.44) led to 

significantly more positive procedural justice than both types of PC (MFC = 3.91, SDFC = 1.42; 

MCCC = 4.43, SDCCC = 1.54); (GV-FC: p = 0.000; GV-CCC: p = 0.015). PC with a cause of 

customers’ choice led to similar procedural justice as a fixed cause; (CCC-FC: p = 0.461). 

Finally, for post-recovery satisfaction, a monetary compensation (M = 3.25, SD = 1.39) led to 

significantly more positive post-recovery satisfaction than PC with a fixed cause (MFC = 2.60, 

SDFC = 1.18); GV-FC: p = 0.043. However, a monetary compensation led to similar post-

recovery satisfaction as PC with a cause of customers’ choice (MCCC = 2.96, SDCCC = 1.28); 

GV-CCC: p = 0.439. Finally a cause of customers’ choice led to similar post-recovery 

satisfaction as a fixed cause (CCC-FC: p = 0.929). There were no significant Sector effects, 

nor interaction effects between Compensation and Sector. For all Ms and SDs per 

compensation type and per sector, see Appendix VI. 

 

In summary, the results of this second experiment (2A) show that monetary compensation led 

to significantly more positive distributive (H3b) and procedural justice (H4b) than both types 

of PC. This is also the case for post-recovery satisfaction when comparing a monetary 

compensation and PC with a fixed cause. PC with a cause of customers’ choice led to similar 

post-recovery satisfaction as a gift voucher (H5b). There were no significant differences in 

evaluations between the two types of PC (H3c, H4c and H5c). There were also no significant 

differences in results between the two sectors.  
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4.8. Experiment 2B: Justice effects (US citizens) 

Although Experiment 2A showed that monetary compensation resulted in higher perceived 

justice and satisfaction, with the exception for PC with a cause of customers’ choice, I was 

not able to test whether PC had positive effects compared with neither promising nor offering 

compensation (hypotheses 3a, 4a and 5a). Therefore, I ran an experiment similar to 

Experiment 2A, but now included a control condition in which no promise was made, nor any 

compensation was given. I expected that, although monetary compensation would yield 

higher justice perceptions and satisfaction than PC (replicating the findings of Experiment 

2A), PC would have a compensatory function and, thus, would work better after a service 

failure than no compensation at all.  

 

Moreover, in Experiment 2A, I used a rather small sample of Dutch students. In order to 

increase the power of my data, I used a larger sample of mainly US-citizens in Experiment 

2B. Finally, as indicated before, in order to manipulate settings, I also had to differ between 

the types of product. Experiment 2A showed that Sector did not influence the perceived 

severity of the failure, suggesting there was no problem with the manipulation. However, I 

asked this question before introducing the Compensation manipulation. This could have 

influenced subsequent interpretation of the scenario. Therefore, in Experiment 2B I asked this 

control question after the introduction of both manipulations. I expected to find no effect of 

Sector on perceived severity (cf. Experiment 2A), which would again suggest that the product 

type did not confound with setting. However, one could expect that people find a failure 

especially important when perceived procedural and distributive justice is low, i.e., when 

there is no compensation. 

 

Method 

Participants  

In total, 633 people participated in this experiment, of which 596 people (43% female; Mage = 

36.6; SD = 11.36) were used for the analyses (see Results section). A total of 98.2% came 

from the United States, 1.6% from Canada and 0.2% from other countries. They participated 

through a digital web-based questionnaire (Qualtrics) using the online MTurk platform.  

 

Design, procedure and dependent variables 

Experiment 2B was identical to Experiment 2A, except on three issues. First, I added a 

control condition (one for each sector) in which participants read that the product was not 
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there yet, they received an apology, and were asked to return the next day. No reference was 

made to any service guarantee or compensation. Second, since the distribution of driving 

licenses is organised differently in the US compared to The Netherlands, I could not use the 

public scenario of driving licenses to compare with an Internet store. Therefore, similar to 

Experiment 1, I used a governmental visa organisation for the public setting. Third, similar to 

Experiment 1 also using the online MTurk platform, I used three manipulation checks and one 

instructional manipulation check question (cf. Oppenheimer et al., 2009). The dependent 

variables in this third experiment were similar to Experiment 2A: distributive justice (α = 

0.90), procedural justice (α = 0.84) and post-recovery satisfaction (α = 0.96). I asked the 

control variables perceived severity and perceived realism both after the manipulation of the 

IVs. 

 

Results and discussion 

Manipulation checks and control variables   

I used the same criteria for exclusion of participants as in Experiment 1 with an MTurk panel. 

This resulted in excluding 37 of the 633 respondents, leading to 596 usable cases. The 

ANOVA on perceived realism of the scenarios yielded only a significant Compensation 

effect: F(3,588) = 52.87, p = .000 (MNC = 5.97; SD = 1.16; MGV = 5.24; SD = 1.81; MCCC = 

4.29; SD = 1.57; MFC = 3.81; SD = 1.80). Similar to Experiment 1, I used regression analyses 

with realism and the four dummy variables indicating Sector and Compensation condition 

(with No compensation being the reference group) and excluding a constant in the equation to 

rule out realism as the alternative driver of Compensation effects on the dependent variables. 

My results showed that Realism significantly predicted Procedural justice (p = .000) and post-

recovery satisfaction (p = .000), and was a marginally significant predictor of distributive 

justice (p = .059). More importantly, the effects of all dummy variables on all three DVs 

remained significant (p’s = .000), indicating that realism was only partially driving the 

Compensation effects. Therefore, I continued testing the hypotheses using ANOVAs.  

 

A full factorial ANOVA on perceived severity of the failure yielded no main Sector effect, 

F(3,588) = 2.26, p = .133, nor a significant interaction effect, F(3,588) = 0.30, p = .825. This 

suggested that a difference in product did not influence the severity of the failure. Thus, there 

was no confound in my manipulation of Sector. I did find a significant main effect of 

Compensation, F(3,588) = 3.70, p = .012, indicating that participants perceived the failure 

more important when there was no compensation (MNC = 5.53, SD = 1.25) compared to when 
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there was a form of compensation (MGV = 5.10, SD = 1.33; MCCC = 5.16, SD = 1.39; MFC = 

5.08, SD = 1.38). This is in line with the findings on justice and satisfaction as outlined below. 

 

Main dependent variables   

ANOVAs for the three dependent variables yielded significant Compensation effects on 

distributive justice (F(3,588) = 38.018, p = .000), procedural justice (F(3,588) = 46.620, p = 

.000) and post-recovery satisfaction (F(3,588) = 36.714, p = .000) - see Appendix V. 

Comparing the results of the private and public settings shows that there were no main Sector 

effects, nor interaction effects involving Sector; with one exception where I found a 

marginally significant interaction effect on procedural justice, F(3,588) = 2.54, p = .056. I will 

provide the results of this interaction when I present the specific findings on procedural 

justice. 

 

Table 12. Means (SDs between parentheses) for the dependent variables depending on 

compensation type 
 No compensation 

(NC) 
Gift voucher (GV) Fixed  

cause (FC) 
Cause of 

customers’ choice 
(CCC) 

N 144 153 151 148 
Distributive justice 2.13a (1.17) 3.88b (1.57) 3.25c (1.50) 3.47bc (1.62) 
Procedural justice 2.85a (1.36) 4.75b (1.41) 3.91c (1.55) 4.17c (1.37) 
Post-recovery 
satisfaction 

1.77a (1.01) 3.54b (1.66) 2.85c (1.61) 3.02c (1.56) 

Note: means sharing the same superscript within a row are not significantly different from each other (Bonferroni, p < 0.05). 

 

For distributive justice, PC with a fixed cause (MFC = 3.25, SDFC = 1.50) and PC with a cause 

of customers’ choice (MCCC = 3.47, SDCCC = 1.62) led to significantly more positive 

distributive justice as no compensation (MNC = 2.13, SDNC = 1.17); (FC-NC: p = 0.000; CCC-

NC:  p = 0.000). Monetary compensation (MGV = 3.88, SDGV = 1.57) led to significantly more 

positive distributive justice than a fixed cause (GV-FC: p = 0.001) but to similar distributive 

justice as PC with a cause of customers’ choice; (GV-CCC: p = 0.070). Both types of PC led 

to similar distributive justice (FC-CCC: p = 0.582).  

 

For procedural justice, PC with a fixed cause (MFC = 3.91, SDFC = 1.55) and PC with a cause 

of customers’ choice (MCCC = 4.17, SDCCC = 1.37) led to significantly more positive 

distributive justice as no compensation (MNC = 2.85, SDNC = 1.36); (FC-NC: p = 0.000; CCC-

NC:  p = 0.000). A monetary compensation (MGV = 4.75, SDGV = 1.41) led to significantly 
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more positive procedural justice as PC with a fixed cause and PC with a cause of customers’ 

choice; (GV-FC: p = 0.000; GV-CCC: p = 0.002). Procedural justice was similar for both 

types of PC (FC-CCC: p = 0.317). As indicated before, I also found a marginally significant 

interaction effect, F(3,588) = 2.54, p = .056. Within the private setting, all four Compensation 

conditions significantly differed from each other (p’s < .001). The only contrast not being 

significant was the fixed cause vs the cause of customers’ choice, p = .097 (MNC = 2.75, SDNC 

= 1.35; MFC = 3.65, SDFC = 1.64; MCCC = 4.03, SDCCC = 1.38; MGV = 4.93, SDGV = 1.33). 

Within the public setting, offering PC with a fixed cause (MFC = 4.17, SDFC = 1.42) improved 

procedural justice compared to offering no compensation (MNC = 2.95, SDNC = 1.36), p = 

.000. However, there was no significant difference between a fixed cause and a cause of 

customers’ choice (MCCC = 4.32, SDCCC = 1.35), p = .514. Moreover, there was no significant 

difference between a cause of customers’ choice and a gift voucher (MGV = 4.59, SDGV = 

1.47). 

 

Finally, for post-recovery satisfaction, PC with a fixed cause (MFC = 2.85, SDFC = 1.61) and 

PC with a cause of customers’ choice (MCCC = 3.02, SDCCC = 1.56) led to significantly more 

positive post-recovery satisfaction as no compensation (MNC = 1.77, SDNC = 1.01); (FC-NC: p 

= 0.000; CCC-NC:  p = 0.000). Post-recovery satisfaction for a monetary compensation (MGV 

= 3.54, SDGV = 1.66) was significantly more positive than for a fixed cause and a cause of 

customers’ choice; (GV-FC: p = 0.001; GV-CCC: p = 0.016). Finally, PC with a cause of 

customers’ choice led to a similar post-recovery satisfaction as PC with a fixed cause; (FC-

CCC: p = 1.000). 

 

In summary, Experiment 2B showed that both types of PC led to a higher perceived 

distributive justice, procedural justice and post-recovery satisfaction than not promising a 

compensation and not offering it after a service failure (H3a, H4a and H5a). However, as with 

Experiment 2A, my results showed that a gift voucher was even more effective in increasing 

perceived procedural justice and post-recovery satisfaction than both types of PC (H4b and 

H5b). A monetary compensation, such as a gift voucher, also led to a more positive 

distributive justice than PC with a fixed cause, but PC with a cause of customers’ choosing 

was as good as a monetary compensation (H3b). There were no significant differences in the 

evaluations between the two types of PC (H3c, H4c and H5c). There were also no main, nor 

interaction, effects involving the Sector. All in all, Experiments 2A and 2B showed that 
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providing a monetary compensation (i.e., gift voucher) does the best job in compensating 

customers, but PC works better than providing no compensation at all.  

 

4.9. Discussion 

Organisations are continuously seeking for new CSR practices that contribute to their CSR 

engagement and influence the perceptions and behaviour of their stakeholders. The aim of this 

study was to investigate the CSR signalling and compensatory effects of Prosocial 

Compensation, i.e., to make a donation to a charity on behalf of a customer after a service 

failure. In the first experiment, I investigated the signalling effects of promising PC in a 

service guarantee. I hypothesised and found that promising PC led to similar positive effects 

on corporate image, credibility and WOM-intent as monetary compensation. PC led to more 

positive levels as promising no compensation. More importantly, only PC had a positive 

effect on CSR-image. In two subsequent experiments I investigated the effects of offering PC 

after a service failure on perceived justice and post-recovery satisfaction. I hypothesised and 

found that offering PC led to more positive perceived justice and post-recovery satisfaction 

than not promising and offering any compensation. In other words, PC has the ability to 

compensate customers for their loss. However, I also found that a monetary compensation 

worked even better and resulted in the highest perceived justice and satisfaction. Finally, I 

found these signalling and compensatory effects to be generalisable into both private and 

public settings.  

 

First of all, these findings fit very well within signalling theory (Connelly et al., 2011; 

Spence, 1975). Previous research on service guarantee literature has also addressed the 

signalling effects of compensations but, so far, only studied the signalling effects of monetary 

types of compensation (e.g. Ostrom and Iacobucci, 1998). I found that PC has similar positive 

signalling effects as monetary compensation with regard to corporate image, credibility and 

WOM-intent. However, PC outperforms monetary compensation with regard to its signalling 

effect on CSR-image. In other words, similar to cause-related marketing (Howie et al., 2015) 

and employee volunteering (Plewa et al., 2015), PC also has a positive impact on CSR-image.  

 

Second, the findings of the Experiments 2A and 2B fit within the broad range of applying 

justice theory (Adams, 1965) in service recovery settings (e.g. Schoefer and Ennew, 2005; 

Vázques-Casielles et al., 2010). In the service recovery and service guarantee literature only 

the effects of monetary types of compensation, such as refunds, discounts on future purchase, 
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coupons or exchanging goods and services, are researched (e.g. Grewal et al., 2008; Hogreve 

and Gremler, 2009; Homburg and Fürst, 2005). This study has contributed to justice theory by 

exploring the effects of PC as an indirect type of compensation influencing the perceived 

outcome of service recovery. I argued that the equity customers receive in the case of PC is 

the good feeling and warm-glow of giving (Andreoni, 1990; Bekkers and Wiepking, 2011) 

that could improve post-recovery satisfaction and justice evaluations. My results suggest that 

offering PC is more effective in restoring justice and satisfaction than neither promising, nor 

offering, compensation. However, comparing the effects of PC with a monetary 

compensation, such as a gift voucher worth 5 dollar, showed that the voucher was more 

effective in restoring justice and satisfaction than offering this amount to a charitable cause. 

Customers have experienced a loss for which they want to be compensated with money 

awarded directly to them. Finally, I expected that the evaluations for PC with a cause of 

customers’ choosing would be more positive than those for PC with a fixed cause (cf. Mattila 

and Cranage, 2005; Robinson et al., 2012). My results did not support this. Different amounts 

of compensation can have different effects on customers’ evaluations (Gelbrich et al., 2015; 

McQuilken et al., 2013). It is possible that larger amounts of compensation as the used token 

compensation of 5 dollar/euro have other effects on this outcome.  

 

My research has also contributed to CSR and business ethics literature. It has introduced and 

presented the effects of an unexplored CSR practice. Results also confirm earlier publications 

(e.g. Husted, 1998; Bolton and Mattila, 2015) concluding that justice theory is an important 

theory explaining the ethical effects of CSR on stakeholders like customers. Finally, my 

research is the first connecting service guarantee literature (for an overview, see Hogreve and 

Gremler, 2009) with CSR. It researches a new type of service guarantee compensation. My 

research contributes to recent research investigating the effects of service guarantee 

compensation on customers’ perceived justice and satisfaction in service guarantee failure 

situations (Crisafulli and Singh, 2016; Chapter 3 of this dissertation) by comparing PC with a 

monetary compensation, but also with no compensation.  

 

I researched the signalling and justice effects of PC in private and public settings to extend the 

generalisability of my results. In general, I can conclude that the effects of PC were not 

different between both sectors. I have shown that, in cases in private and public settings where 

customers had to pay directly for a public service (instead of services paid through taxpayers 

money), evaluations are similar. As such, my research has also contributed to public 
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management literature. To the best of my knowledge, this paper is the first to study the effects 

of a CSR practice on customers’ evaluations in public settings. It shows that PC combined 

with a service guarantee could be an effective public CSR practice. Moreover, my research 

has shown that compensating customers after a service guarantee failure is also important for 

public organisations.   

 

Managerial implications 

Corporate philanthropy has become an important policy for many organisations seeking to 

advance good relationships with their stakeholders (Cantrell et al., 2015). This contribution 

could be in terms of improved CSR-image, credibility, or post-recovery satisfaction. My 

research suggests that - both private as well as public - organisations can use PC to signal 

their CSR engagement whilst improving their corporate image, credibility and WOM-intent. 

After a service failure, a monetary compensation results in more positive justice perceptions 

and post-recovery satisfaction levels than PC. But offering PC has a more positive impact on 

perceived justice and satisfaction than not promising and offering any compensation. Thus, in 

service recovery settings, PC can be effective and contribute to the organisation’s ethical 

obligations. In conclusion, I believe that PC can work effectively as a CSR practice in 

increasing CSR-image and contributing to the organisation’s ethical obligation of being fair 

and just to customers experiencing a service failure.   

 

Limitations and future research 

This study used scenario manipulations with an experimental design to investigate the effects 

of PC. However, I did not investigate the effect of the donation/compensation amount, but 

rather used a fixed token compensation of 5 dollar/euro. Previous research showed that the 

amount of a monetary compensation influences customers’ evaluations  (see e.g. Gelbrich et 

al., 2015; McQuilken et al., 2013). In line with these results, the amount of PC could 

moderate the effects I found on customers’ evaluations. Future research could study the 

effects of an equity-PC fully balancing the customers’ loss, or even overcompensating 

customers by giving them more PC than their loss.  

 

Given my findings that justice concerns are important within service guarantees and PC, 

another limitations might be that I only used US and Dutch samples. Research by Hui and Au 

(2001) revealed that the influence of monetary compensation on justice perceptions is larger 

for customers in Canada than in the People’s Republic of China. These cultural differences 
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could thus have an impact on the effects of PC. Therefore, it would be interesting to research 

other cultures than US-citizens and Dutch students. Finally, I used hypothetical situations in 

the three experiments. It would be interesting to investigate the effects of PC on customers’ 

evaluations in real life settings where PC is promised and offered after a service failure. 

 

I tried to find similar service settings with similar failures and similar service recovery 

situations to compare private and public sectors. The results of my Experiments 2A and 2B 

showed that the severity of the failure was perceived as similar in both private and public 

settings. However, the perceived realism of the scenarios in terms of Sector (Experiment 1) 

and type of Compensation (Experiments 1 and 2B) were different in these two experiments. 

Differences in the realism of the sector could be caused by the fact that compensating for 

failures is not yet a common practice in public settings. Differences in realism of the 

compensation could be caused by the fact that not compensating customers is a general 

practice and PC is a relatively new and not yet common practice. I can only test this in future 

research when PC is actually used more often within organisations. Note that my results 

indicated that realism was not an alternative explanation of my findings. The effects of 

compensation and sector remained significant and showed the same pattern of the effects. 
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Chapter 5.  

 

An implementation framework for public service guarantees: 

Results of a concept mapping study13 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

                                                             
13 This chapter has been published in Public Management Review (IF: 2.293; AI 0.68) in 2014 (16(4), 570-589). Co-authors 

are Prof. C.T.B. Ahaus, Prof. S. van de Walle and Dr. U. Nabitz. After I learned the technique of concept mapping by the 

third co-author, I did the data gathering with the first and second co-author. They were involved in interpreting the results of 

the various steps of the research. I have written the paper, the first and second co-authors were involved in reviewing and 

improving the paper. 
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5.1. Introduction 

Since the 1980s, New Public Management (NPM) has dominated the reform agenda of many 

countries. The aim of NPM is to transform organisational cultures and systems to maximise 

organisational efficiency and competitive success. Through marketisation and competition, 

customers as the users of public services are placed at the centre of their service relationship 

with public services (Newman, 2011). In order to achieve this goal, many new concepts have 

been used, one of these being the service guarantee. The use of this concept started with the 

introduction of the Citizen’s Charter in the UK in 1991, a centrally imposed guarantee 

framework. The objectives of public service guarantees are to enhance customer satisfaction 

with the quality of public service delivery and to encourage the more effective use of 

taxpayers’ money (Drewry, 2005). Mechanisms used to realise these aims include 

empowering customers and creating accountability for performance. Service guarantees are 

intended to empower customers and to change the culture of public service delivery so as to 

focus more on the needs of customers (McGuire, 2002). However, many scholars are sceptical 

of this empowerment mechanism and of the shift of power towards customers (e.g. 

Bowerman, 1995; Connoly et al., 1994; Falconer and Ross, 1999; Tritter, 1994).  

 

The second mechanism involves accountability for performance. Service guarantees, it is 

argued, can help central governments impose discipline on public services (Drewry, 2005) by 

transforming the promises in the guarantee into performance indicators. Central governments 

can then use these performance indicators to audit the performance of public services, so 

facilitating comparisons between organisations (Bowerman, 1995), to constrain public 

services to delivering service quality in conformance with targets and to invoke penalty 

clauses in contracts.  This enables governments to steer from a distance at relatively low costs 

(Drewry, 2005; Hughes and Griffiths, 1999).  

 

Since the introduction of the Citizen’s Charter in the UK, many countries with a NPM reform 

agenda have adopted service guarantees (Drewry, 2005; Haque, 2005; McGuire, 2002; 

Ohemeng, 2010; Torres, 2005; Van de Walle et al., 2005). In addition to the term ‘public 

service guarantee’ they use various names such as ‘service charter’, ‘public service charter’, 

‘consumer’s charter’, ‘citizens charter’, ‘client charter’, ‘customer service plan’, ‘service 

pledge’ and ‘performance pledge’. Reasons for introducing service guarantees vary widely, 

and include a desire to improve performance, to justify government performance and in 

response to pressure from aid donors (Drewry, 2005). In addition, the approach used in 
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implementing service guarantees differs from country to country. Countries such as the UK, 

Belgium and France have used a top-down approach, imposing a central guarantee framework 

that emphasises similar standards across various services. In contrast countries such as 

Australia, Italy, Spain, the USA and the Netherlands have taken a bottom-up approach 

(Haque, 2005). This divergence has been explained by national policymaking traditions 

(Clifton et al., 2005) and local conditions (McGuire, 2002). 

 

In 2004, the Dutch government asked all governmental organisations that had frequent 

contacts with the public to draft service guarantees in consultation with the people who used 

their services. The deadline was originally set for 2008, but later extended to 2011. The 

reason given by the Dutch government for stimulating the introduction of service guarantees 

was to improve the transparency and quality of public services. The government adopted a 

bottom-up approach by allowing the public organisations to develop their own service 

guarantees, while limiting its own role to facilitating their development. As such, there are no 

strict guidelines for the content of these Dutch service guarantees but they generally consist of 

a number of concrete promises. By 2010, a total of 211 service guarantees had been published 

on the Burgerlink website (www.burgerlink.nl). Burgerlink was a government organisation 

established to facilitate the implementation of service guarantees in the Netherlands and it was 

disbanded in 2011 with the ending of the government programme. Ministries and KING, the 

quality institute of the Dutch Association of Municipalities, continue to stimulate the use of 

service guarantees in the Netherlands. Municipalities form the largest group of public 

organisations that have adopted public service guarantees, with one in three Dutch 

municipalities now having a service guarantee. The use and context of service guarantees in 

the Netherlands are the focus of my research. The research questions are:  

 

RQ1: What are the most important organisational enablers for implementing a public 

service guarantee with the aims of increasing customer centeredness and customer 

satisfaction?  

 

RQ2: What is the overall conceptual and descriptive implementation framework for 

these enablers?  

 

In my research, I focus on the implementation of a service guarantee to enhance customer 

satisfaction with the quality of public service delivery, with an effective implementation 
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realising this aim. Internal organisational enablers as well as a myriad of external political, 

cultural and contextual developments influence the effectiveness of service guarantee 

implementation. In this chapter, I focus on the internal organisational enablers that support the 

effective implementation of a service guarantee on the organisational level. As Bou-Llusar et 

al., (2005) have shown for the Excellence Model of the European Foundation for Quality 

Management (EFQM), there is a positive relationship between enablers and the results within 

an organisation. Enablers represent the way the organisation operates (Bou-Llusar et al., 

2005), they have also been defined as an ingredient that acts as a vehicle for change (Love 

and Gunasekaran, 1997). More specifically for service guarantees they have been defined as 

elements of processes, structures or states that are necessary antecedents to an effective 

implementation of a service guarantee (Kashyap, 2001). The literature presents a few cases 

where the implementation of a service guarantee has failed because of the absence of 

necessary enablers. Instances include, a lack of involvement of employees and middle 

managers leading to an inconsequent use of service guarantees in daily practice (Sarel and 

Marmorstein, 2001), the guarantee becoming the target of serious criticisms from employees 

(Farrell, 1999) or becoming seen as a disciplinary device or as a criticism of the service 

offered (Wehmeijer et al., 1996). Ohemeng (2010) concludes that staff resistance to customer-

oriented change is one of the most underestimated aspects when introducing a service 

guarantee. 

 

In general, the literature shows mixed findings on the effectiveness of public service 

guarantees. Successful examples are reported in British (Falconer and Ross, 1999) and 

Korean (Kim, 2009) public services, Spanish regional and local governments (Torres, 2005, 

2006) and the Australian Tax Office (James et al., 2005). Other publications show that, in 

some cases, the effects have been limited in scope and/or in duration (James et al., 2005; 

Pollitt, 1994) because of poor implementation. Ohemeng (2010) comments that the service 

guarantees introduced in Ghana are not the ‘holy grail’ of service delivery because the 

concept has been badly implemented. In general, it seems that, often, insufficient attention is 

given to implementation (Falconer and Ross, 1999).  

 

I start with an overview of the relevant literature on enablers in service guarantee 

implementation. Following this, I introduce the used methodology and the participants, and 

then continue by presenting the findings of the concept mapping study including a Delphi 

study conducted among service guarantee experts in the Dutch public sector. I focus on the 
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experience of experts who have been responsible for, or supported, the implementation of 

Dutch service guarantees. I conclude this chapter by discussing the results and drawing 

conclusions from this study. 

 

5.2. Potential enablers in the implementation of service guarantees 

In reviewing the public- and private- sector literature on service guarantees I found relatively 

few empirical studies that focussed on the enablers of implementation. This is in line with the 

conclusions of Hogreve and Gremler (2009) who, based on an extensive analysis of marketing 

and services management literature related to the private sector, concluded that publications 

have devoted relatively little attention to internal and operational aspects of service 

guarantees. However, there is ample rhetoric on enablers. In developing my descriptive 

framework, I started with an inventory of possible enablers as suggested in the literature, with 

the results being reviewed with experts at a later stage. Enablers have been identified in the 

literature on the integration of service guarantees into an organisation’s customer-focussed 

strategy (Hart, 1988; James et al., 2005; Kashyap, 2001; Morris and Haigh, 1996) and on the 

inclusion of service guarantees in a broader approach to improving service quality (Falconer 

and Ross, 1999; Raffio 1992; Torres, 2005). In addition, many scholars describe the crucial 

role of top management in an effective implementation in terms of personal involvement, the 

personal commitment of leaders and leadership style (Evans et al., 1996; Kim, 2009; Lewis, 

1993, Lovell, 1992, Sowder, 1996). Creating a customer- and service-oriented culture is also 

seen as important in ensuring that the guarantee is viewed as an opportunity within the 

organisation (Elcock, 1996; Lovell, 1992; Sowder, 1996). In facilitating this, the way in 

which a service guarantee is implemented (the implementation process) seems to be important 

(Fabien, 2005; Falconer and Ross, 1999; James et al., 2005; Morris and Haigh, 1996; Raffio, 

1992; Sharma and Agnihotri, 2001; Sowder, 1996; Torres, 2005). In this respect, involving 

employees in the implementation process is crucial in committing them to the service 

guarantee (Donath, 1997; Fabien, 2005; Raffio, 1992; Sharma and Agnihotri, 2001; Torres, 

2005; Wirtz, 1998). Other ways to empower employees include training (Fabien, 2005; 

Sowder, 1996; Torres, 2005; Wirtz, 1998), giving them greater authority to take decisions 

(Evens et al., 1996, Wirtz, 1998) and integrating the content of the guarantee into employee 

appraisal systems (Raffio, 1992; Sowder, 1996). In addition to involving employees, the 

literature refers to enablers in relation to the involvement of customers in the implementation 

process and to the use of customer inputs in developing the service guarantee (Fabien, 2005; 

Hart, 1988; Kashyap, 2001; Steele, 1992; Wirtz, 1998). Enablers have also been mentioned in 
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the context of issues such as the improvement and control of operational processes (Evans et 

al., 1996; Sarel and Marmorstein, 2001; Wirtz, 1998), internal cooperation (Kashyap, 2001) 

and the sufficiency of the labour force as well as IT capacity (Kashyap, 2001; Sarel and 

Marmorstein, 2001). 

  

5.3. Research methodology 

To determine which enablers support the implementation of an effective service guarantee I 

conducted a concept mapping study, with an integrated Delphi study, in the Netherlands. 

Concept mapping is used as an empirical and advanced statistical approach to clarify 

ambiguous, multidimensional or controversial concepts. Concept mapping is an explorative 

consensus procedure supported by multivariate statistical techniques and consists of six steps 

(see Figure 3, adapted from Kane and Trochim, 2007).  

 

Figure 3. Concept mapping research design 

 
 
 

During the first step, ‘Preparing for concept mapping’, one defines the subject of the research 

and determines potential participants. In the second step, ‘Generating the ideas’, Kane and 
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Trochim (2007) suggest brainstorming sessions to generate ideas followed by reducing and 

editing the set of items discussed. I have chosen to use a more thorough and in-depth 

approach in this step by conducting a literature study followed by a Delphi study. The Delphi 

technique has seen widespread use in concept and framework development (Okoli and 

Pawlowski, 2004). I first searched for articles in peer-reviewed journals on the application of 

the service guarantee concept in both public and private sectors using EBSCO Host (Business 

Source Premier, Academic Source Premier). I searched for articles using the following search 

terms: ‘service charter’, ‘public service charter’, ‘citizen’s charter’, ‘patient’s charter’, 

‘consumer’s charter’, ‘client charter’, ‘customer service plan’, ‘public service guarantee’, 

‘service pledge’ and ‘performance pledge’, ‘private service charter’, ‘service guarantee’, 

‘service promise’, ‘unconditional guarantee’, ‘money back guarantee’ and ‘satisfaction 

guarantee’. This resulted in a list of 309 articles. I then systematically studied the abstracts of 

these articles to see if they addressed implementation issues, reducing the list to 82 relevant 

articles. Next, I systematically studied the selected articles for references to enablers for the 

implementation of service guarantees. This literature study resulted in a list of 47 enablers that 

was then reviewed and discussed by the research team. This list formed the input for the 

Delphi study. The goal of the Delphi study was to rank the enablers on the list, plus any other 

enablers suggested by the experts, and then to reduce the list to a final set of enablers through 

consultation with experienced experts. I conducted a conventional reactive ‘ranking-type’ 

Delphi study in the sense that there were three rounds with participants filling in digital 

questionnaires and receiving feedback on the results of each round (Clayton, 1997). The 

participants were not informed about who else was participating in the Delphi study. The 

Delphi approach was reactive since the design team developed the list of 47 enablers for the 

first round (McKenna, 1994).  

 

In order to include any additional relevant enablers and exclude irrelevant ones, the experts 

were asked to rate the importance of the proposed enablers in a general sense. It was stressed 

that they should not take the situation in their own organisation as their reference. I used a 

four-point Likert scale with response categories: unimportant, moderately important, 

important and very important (Linstone and Turoff, 2002). In all three rounds, the experts 

could reformulate the enablers and propose new ones. The research team analysed each 

round’s results and determined the status of each enabler. The cut-off points used were in 

accordance with the suggestion of Minkman et al. (2009): enablers that 80 per cent or more of 

the experts rated as ‘important’ or ‘very important’ were to be included, and those which at 
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least half rated as ‘unimportant’ or only ‘moderately important’ excluded. The research team 

then considered the experts’ suggestions for reformulating those enablers that fell between the 

include and exclude categories, and these were either reformulated or left unchanged on the 

list for the next round, along with any newly proposed enablers. After each round, the 

participants were all informed of the results and received a list indicating the included and 

excluded enablers. In the final round, any enabler that failed to reach the 80 per cent 

‘important’ or ‘very important’ criterion was excluded. After the three rounds, the Delphi 

study resulted in an unstructured list of 45 enablers. 

  

The goal of Steps 3-6 in the concept mapping exercise is to translate this list into a conceptual 

framework. During Step 3, ‘Structuring the statements’, the experts received an envelope 

containing 45 cards, each giving one of the enablers, an instruction sheet and a short 

additional questionnaire for gathering personal information on the participants. The experts 

were asked to cluster the enablers in two ways. First, on the basis of importance into five 

categories: least important (1), slightly important (2), important (3), very important (4) and 

most important (5). Secondly, participants were asked to sort the enablers into piles in a way 

that made sense to them on the basis of their similarity rather than importance (Cousins and 

MacDonald, 1998). Here, they had to make at least five piles, with a maximum of twelve, and 

each pile had to contain between two and twenty cards. The experts were also asked to give 

each pile a corresponding label, which were later used in naming clusters and sub-clusters. 

  

During Step 4, ‘Concept mapping analysis’, the data were analysed using the computer 

software program ARIADNE version 2.0. (Minkman et al., 2009; Severens, 1995). My 

analysis was based on the number of participants who had placed the various enablers in the 

same piles, the objective being to develop a similarity matrix. Using multidimensional scaling 

analysis, a chart, known as a two-dimensional point map, depicting all the enablers was 

drawn. Each enabler is included on the map, and those that were relatively often clustered 

together by the participants appear close to each other on the point map. Following this, a 

hierarchical cluster analysis was conducted, following the guidelines by Kane and Trochim 

(2007), in order to determine clusters. This resulted in a cluster-rating map in which the 

deduced clusters are combined with the importance scores from Step 3. The cluster-rating 

map is a two-dimensional representation of the group’s thinking and reflects all the ideas put 

forward by the experts. The map shows how the enablers are related to each other and 

indicates the importance of the various clusters.  
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Based on practical considerations and as suggested by Kane and Trochim (2007), I combined 

Steps 5 and 6, ‘Interpreting the map’ and ‘Ideas for utilisation’, by organising an expert 

meeting to which all the 36 participants in Step 3 were invited. Based on the suggestions 

made by the participants at this meeting, one cluster and two sub-clusters were relabelled. 

During this meeting the relevance of the findings and their implications for practice were also 

discussed.  

 

5.4. Participants14  

Given the specific nature of the concept, I decided to involve only people who had actually 

worked with service guarantees and could therefore be considered as experts. Each year, the 

Dutch government grants an award to the public organisation it deems to have the best service 

guarantee. In selecting my research sample, I contacted all the contact persons in 

organisations that had entered the contests in 2008, 2009 and 2010. In addition I obtained a 

list from Burgerlink of other Dutch experts, such as researchers and consultants, who 

specialised in public service guarantees, and these experts were added to my potential sample. 

A total of 77 experts were approached, of which 45 (58.4%) agreed to participate in my 

research. For concept mapping it is not necessary to have a random sample of participants 

since it is an explorative method. Nor is it essential that all participants take part in every step 

of the process (Trochim, 1989a). Nevertheless, the participants do have to be heterogeneous 

and experienced in the field. Table 13 presents the composition of the expert group for each 

step. Most of the experts had between 1 and 5 years of experience with the public service 

guarantee concept at the time of my research and were still active in this area. 

 

As Table 13 shows, 37 experts participated in all three rounds of the Delphi study during Step 

2. This number comfortably meets the criterion set by Linstone and Turoff (2002) of having 

10 to 50 participants. 36 Experts were involved in Step 3, which is within the range of typical 

group sizes for the realisation of a concept map (Kane and Trochim, 2007; Trochim, 1989 a & 

b). Finally, 7 experts attended the expert meeting (Steps 5 & 6) in which the results were 

presented and discussed. 

 

                                                             
14 The group of 37 experts that participated in the Delphi (step 2) is the same as the group that contributed to the 

Delphi study described in Chapter 2. 
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Table 13. Constitution of experts participating in steps 2, 3, 5 and 6 of the study 
Category Values Total Step 2 

Delphi 
Study 

Step 3 
Survey by 

mail 

Step 5 and 6 
Expert 
meeting 

Number of participants  45 37 36 7 
Gender Male 53.3% 54.1% 50.0% 85.7% 

Female 46.7% 45.9% 50.0% 14.3% 
Public sector experience 
with service guarantee  

Municipality 68.9% 62.2% 72.2% 57.1% 
Public Agency 8.9% 10.8% 11.1% 14.3% 
Healthcare 8.9% 10.8% 8.3% - 
Police 4.4% 5.4% - - 
Water Authority 2.2% 2.7% - - 
Other 2.2% 2.7% 2.8% 14.3% 
In several sectors 4.4% 5.4% 5.6% 14.3% 

Type of experience Implementation and use of 
service guarantee 

71.1% 64.9% 69.4% 14.3% 

Staff support on a sectorial 
or national level 

13.3% 16.2% 11.1% 14.3% 

Commercial consultancy 
and research on public 
service guarantees 

4.4% 5.4% 5.6% 28.6% 

Other 2.3% 2.7% 2.8% - 
Various roles 8.9% 10.8% 11.1% 42.8% 

Number of years of 
experience with the 
concept 

0-1 years 11.1% 10.8% 8.3% 14.4% 
1-3 years 46.7% 43.2% 47.2% - 
3-5 years 24.4% 24.3% 22.2% 42.8% 
5 years and more 17.8% 21.6% 22.2% 42.8% 

Still working with service 
guarantees 

Yes 88.9% 86.5% 94.4% 85.7% 
No 11.1% 13.5% 5.6% 14.3% 

Expertise in quality 
management 

A lot 34.3% 33.3% 34.3% 57.1% 
Some 45.7% 44.4% 45.7% 42.9% 
A little 20.0% 22.2% 20.0% - 

 

5.5. Results 

Based on the literature study in Step 2, I started the Delphi study with a master list of 47 

enablers. As Table 14 shows, the first round resulted in 27 of these immediately qualifying for 

the final list, 5 being excluded, 4 left unchanged for the next round, and 11 reformulated for 

including in the second round. Thus, in the second round, there were 15 possible enablers 

carried forward plus 7 new statements proposed by the participants that leads to a list of 22 

enablers for the second round. Following this second round, only 6 remained uncertain and 

these, together with three new proposed statements, were addressed in the third round with a 

list of 9 statements. Overall, during the three rounds, the experts had suggested a total of 19 

new statements and 53 reformulations. 12 Statements were excluded, most of which were 

related to securing the service guarantee in daily practice. This involves issues such as 

integrating the content of the guarantee into the organisation’s working procedures and 

instructions, recruitment and selection criteria and procedures for new employees, and in its 

appraisal and reward systems. The experts also rejected enablers related to assessing costs and 

investments and the benefits of implementing a service guarantee. During the course of the 

three rounds, a saturation effect could be observed. By Round 3, the number of suggested new 
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statements and reformulations had substantially decreased and it was therefore appropriate to 

halt the Delphi study after three rounds. 

 

Table 14. Responses in rounds 1-3 of the Delphi study 

 Delphi 
round 1 

Delphi 
round 2 

Delphi 
round 3 

Overall 

Number of participants 37 
(100%) 

37 
(100%) 

37 
(100%) 

37 
(100%) 

Number of statements in questionnaire 47 22 9  
 Statements accepted by experts 27 

(57.4%) 
15 

(68.2%) 
3 

(33.3%) 
45 

 Statements excluded by experts 5 
(10.6%) 

1  
(4.5%) 

6 
(66.7%) 

12 

 Statements unchanged to next round 4  
(8.5%) 

4 
(18.2%) 

0 8 

 Statements reformulated for next round 
 
New statements added for next round 

11 
(23.4%) 

7 

2  
(9.1%) 

3 

0 
 

0 

13 
 

10 
     
Number of suggestions for new statements 7 9 3 19 
Number of experts proposing a new statement  7 

(18.9%) 
8 

(21.6%) 
3  

(8.1%) 
18 

Average per expert (new statements suggested/number of experts) 0.19 0.24 0.08  
Min-max per expert  0-1 0-2 0-1  
Reformulations (number of suggestions)  35 18 0 53 
Number of experts with one or more suggestions  12 

(32.4%) 
9 

(24.3%) 
0 21 

Average per expert (reformulations/number of experts) 0.95 0.49 0  
Min-max per expert  0-7 0-4 0  
Number of statements with one or more suggestions  21 

(44.7%) 
10 

(45.5%) 
0 31 

Average per item (reformulations/number of statements) 0.75 0.95 0  
Min-max per statement 0-4 0-3 0  

 

The Delphi study resulted in an unstructured list of 45 enablers (a part answer to Research 

Question 1). Later, the research team excluded one of these enablers due to problems with its 

formulation.  

 

In Step 3, ‘Structuring the statements’, the package as described earlier was sent to each of the 

participants, and 36 envelopes were returned of which 34 could be used in the analysis. The 

participants, as requested, had clustered the statements resulting from the Delphi study based 

firstly on importance and secondly in a way that made sense to them. Feeding the data from 

the 34 participants into the ARIADNE software routine resulted in three main clusters with 

ten sub-clusters. In Figure 4, their clustering and the attached importance are graphically 

depicted in a cluster rating map, which can be viewed as a descriptive model and which I refer 

to as the Public Service Guarantee Implementation (PSGI)-Framework (responding to 

Research Question 2). The numers of the enablers correspond with those of Table 15. 
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Figure 4. The Public Service Guarantee Implementation (PSGI)-Framework 

 
 
This framework consists of three clusters labelled: ‘Leadership’ (importance 2.93), 

‘Empowerment of employees’ (importance 3.07) and ‘Continuous improvement’ (importance 

3.04). The leadership cluster contains four sub-clusters: ‘vision with respect to customer 

orientation, leadership and commitment’, ‘stakeholder involvement’, ‘customer oriented 

culture’ and ‘trust of managers in employees’. Three of the five highest ranked enablers in 

this cluster are connected with top management. It has to have a vision with respect to the 

customer and customer orientation, be committed to the service guarantee and promote it. The 

other two highly ranked enablers are related to the fact that the service guarantee needs to 

form part of a broader programme for improving the service quality and be positioned as an 

instrument to improve the quality of service. The second cluster ‘Empowerment of 

employees’, has two sub-clusters: ‘support by employees’ and ‘authority to act’. Three of the 

five most important enablers are related to the need for employees to be involved in the 

development of the service guarantee so that they believe that the content of the service 

guarantee can be adequately met in daily practice and become committed to its content and 

use. The other two of the most important enablers are linked to the existence of a culture of 

quickly fixing customer problems and to employees having the authority to help customers 
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immediately the contents of the service guarantee have not been properly met. The third 

cluster, ‘Continuous improvement’ has four sub-clusters: ‘reflecting, learning and improving’, 

‘voice of the customer’, ‘control’ and ‘use of capabilities’. Here, two of the five most 

important enablers are linked to the role of customers: organisations have to use information 

resources provided by customers to define the content of the service guarantee; and 

information on the wishes and expectations of customers should be used in developing the 

service guarantee. Another important enabler is linked to employees in that the experience of 

frontline employees, with respect to the wishes and expectations of customers, should be used 

in developing the service guarantee. The final two key enablers are related to measurement 

and improvement: the organisation should regularly measure the extent to which it has met 

the terms of its service guarantee; and it should learn from situations where it fails to meet the 

terms so it can improve service quality.  

 

In this framework, a few of the statements (enablers 24, 28 and 34), and thus the associated 

sub-clusters, have a somewhat indeterminate position due to variations in the experts’ 

clustering. For example, some experts associated enabler 34 (customer-oriented culture) with 

leadership and management, while others considered it to be employee-related.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 101PDF page: 101PDF page: 101PDF page: 101

 101 

Table 15. Results per cluster, sub-cluster and enabler (based on output from Step 3) 

Leadership 
Statement numbers and statements 

Importance 
(mean) 

SD 

Total cluster 2.93 - 
   
Sub-cluster 1.1: vision with respect to customer orientation, leadership and 
commitment 

3.02 - 

42. Top management is committed to its service guarantee 4.06 1.35 
8. The service guarantee is positioned within the organisation as an instrument for 
improving the quality of service 

3.76 1.06 

2. Top management (rather than a staff employee) is the promoter of the service 
guarantee and shows this by its commitment to the concept 

3.65 1.82 

4. The service guarantee forms part of a broader programme for improving the 
organisation’s service quality 

3.59 1.77 

37. Top management has a vision with respect to the customer and customer orientation 3.53 1.90 
10. ‘Customer focus’ and quality are central to top management 3.50 1.78 
16. The person responsible for implementing the service guarantee (e.g. the project 
leader) has sufficient authority within the organisation to perform this task 

3.09 1.67 

20. The service guarantee is derived from the organisational vision regarding customer-
oriented service 

2.76 2.42 

5. In implementing the service guarantee, the manager’s leadership style is results-
oriented  

2.68 1.75 

17. If the organisation operates in a political environment, politicians support and 
stimulate the implementation of the service guarantee 

2.48 1.95 

23. Preparations for implementing the service guarantee are made on both  operational 
and strategic levels 

2.47 1.31 

18. The organisation takes time in implementing the service guarantee and is not focused 
on a quick fix 

2.27 1.59 

21. The implementers of the service guarantee are aware of its underlying philosophies 
(customer orientation and quality management) 

2.18 1.24 

26. Management has developed a specific approach to the implementation of the service 
guarantee 

2.12 1.63 

   
Sub-cluster 1.2: stakeholder involvement 2.66 - 
12. From the outset of the implementation process there was a focus on sensitising all 
stakeholders 

2.79 2.05 

43. Managers explicitly show their involvement during the implementation of the 
service guarantee by the employees 

2.71 1.44 

35. All organisational units involved approve of the service guarantee implementation  2.47 1.84 
   
Sub-cluster 1.3: trust of managers in employees 2.03 - 
28. Managers trust their employees in the task of compensating customers 2.03 1.97 
   
Sub-cluster 1.4: customer-oriented culture 3.50 - 
34. The organisation has a customer-oriented culture 3.50 2.19 
 
Empowerment of employees 
Statement numbers and statements  

Importance 
(mean) 

SD 

Total cluster 3.07 - 
   
Sub-cluster 2.1: Support by employees 3.27 - 
13. Employees are involved in the development of the service guarantee 3.56 1.36 
44. Employees believe that the contents of the service guarantee can be adequately met 
in daily practice 

3.50 1.78 

25. Quickly fixing customers’ problems forms part of the culture of the frontline 
employees 

3.26 2.08 

36. Employees are committed to the content and use of the service guarantee 3.18 2.03 
29. Employees see the service guarantee as a challenge rather than as a threat 3.15 1.95 
38. Employees understand the objectives of the use of service guarantees 3.00 1.64 
   
Sub-cluster 2.2: authority to act 2.84 - 
19. Employees are authorised to help customers immediately if they have problems 
because the contents of the service guarantee have not been properly met 

3.18 1.56 
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30. Employees are trained how to use the service guarantee in their interactions with 
customers 

3.06 1.53 

22. Within the organisation, the staff members give each other feedback on the 
realisation of promises 

2.88 1.28 

31. If the contents of the service guarantee have not been met, employees are instructed 
and trained in dealing with the customers and solving their problems in a timely manner 

2.85 1.54 

41. In order to meet the content of the service guarantee, employees can, in some 
situations, deviate from the standard procedures and working instructions 

2.21 1.69 

 
Continuous improvement 
Statement numbers and statements  

Importance 
(mean) 

SD 

Total cluster 3.04 - 
   
Sub-cluster 3.1: reflecting, learning and improving 3.17 - 
7. The organisation learns from situations in which the contents of the service guarantee 
are not met so that it can improve its service quality 

4.00 1.18 

3. The organisation regularly measures the extent to which it has met the terms of the 
service guarantee 

3.65 1.35 

14. Where necessary, the processes and/or communication channels that customers can 
use are improved in order to meet the contents of the service guarantee 

3.24 2.18 

40. The organisation has good feedback mechanisms through which customers can react 
if promises are not kept 

2.91 2.45 

6. Customers are explicitly invited to react when the promises in the service guarantee 
are not met 

2.82 2.03 

33. The service guarantee is intensively communicated to the customers over a lengthy 
period of time 

2.32 1.98 

   
Sub-cluster 3.2: voice of the customer 3.03 - 
1. Information based on resources provided by the customers, such as complaints 
analyses and satisfaction surveys, are used to define the content of the service guarantee 

3.82 1.38 

15. Information about the wishes and expectations of the customers is used in the 
development of the service guarantee 

3.47 1.60 

9. Top management includes the monitoring of the degree to which the organisation has 
met its service guarantee in its management reports 

3.06 2.35 

32. Where necessary, sufficient IT resources are provided to realise the content of the 
service guarantee 

1.76 1.30 

   
Sub-cluster 3.3: use of capabilities 2.84 - 
27. The experiences of frontline employees with respect to the wishes and expectations 
of customers are used in the development of the service guarantee 

3.38 1.65 

39. There is a good cooperation between the departments involved in realising the 
content of the service guarantee  

2.68 1.45 

11. There is a sufficient labour force to implement the contents of the service guarantee 2.45 1.10 
   
Sub-cluster 3.4: control 3.00 - 
24. Top management stimulates the control of, and compliance with, the contents of the 
service guarantee 
 

3.00 1.76 

 
 

5.6. Discussion 

The literature on the implementation of service guarantees shows that there is mixed results: 

there are cases where service guarantees have increased customer centeredness and customer 

satisfaction, and others where the results are less positive. Based on my literature review and 

the concept mapping involving a total of 45 Dutch experts, I have identified 44 organisational 

enablers for effectively implementing a service guarantee ‘on the street level’ (Hill and Hupe, 

2009) that are seen as contributing to the customer centeredness of an organisation and the 
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satisfaction of its customers. Three main clusters of enablers have been identified: 

‘Leadership’, ‘Empowerment of employees’ and ‘Continuous improvement’. This has 

resulted in a descriptive model, the PSGI-Framework, which could be used to help public 

organisations increase effectiveness when implementing a service guarantee.  

 

In general it is fair to say that ‘the decision to use a service guarantee has been made, the rest 

is implementation’ (Hill and Hupe, 2009), and recent years have seen a greater focus on 

implementation in public management (Halligan, 2007). My research contributes to the 

literature and know-how on service guarantees, their implementation and services 

management (Osborne, 2010) in the public arena. My results show that, for a service 

guarantee to be effective and long lasting, well directed changes in structures and systems 

have to be accompanied by changes in culture and management style (Lovell, 1992). The 

enablers identified correspond with the five principles of Total Quality Management: 

customer focus, process focus, teamwork, employee participation and continuous 

improvement (Murray and Chapman, 2003). This leads to the idea that a TQM Approach may 

be necessary to implement a service guarantee effectively. Torres (2006) found that, in Spain, 

the implementation of service guarantees is often connected with TQM initiatives. Torres 

(2006) and Ohemeng (2010) both concluded that service guarantee initiatives would fail 

unless they are part of a wide-ranging customer focus strategy. That is, the implementation of 

a service guarantee is not a stand-alone exercise: it should be part of a broader programme for 

improving customer centeredness.  

 

High performance organisations have credited high involvement routines for much of their 

success (Murray and Chapman, 2003). Changes based on participative strategies are necessary 

because a cultural change is required in the shared feelings, beliefs, values, attitudes, 

assumptions and behaviours of organisational members (Schein, 2010). Only by intensively 

involving all employees in the implementation of the service guarantee will the necessary 

commitment be achieved, with the guarantee being seen as an important tool by employees 

(Raffio, 1992; Wirtz, 1998). Furthermore, it is important that employees ‘live the guarantee’ 

and act in accordance with its content in everyday practice, and this requires them to have the 

authority to act flexibly when necessary. This needs a paradigm shift, from the currently 

dominant management control mentality to one of a partnership between managers and 

employees (Lovell, 1992). Participative change in combination with transformational 

leadership is essential for effective cultural change (Waterhouse and Lewis, 2004). My 
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research on implementing service guarantees supports this conclusion: having a vision, 

personal involvement and commitment all seem essential. As Sharma and Agnihotri (2001) 

and James et al. (2005) have observed, my research illustrates that the active participation of 

employees is not only important but all stakeholders should be actively involved. For service 

guarantees, the active involvement of customers is important (Fabien, 2005; Kashyap, 2001; 

Wirtz, 1998). First, customers have an essential role in defining the content of a service 

guarantee at the start of the implementation process. Then, in measuring performance during 

the use of a service guarantee, the customers have an active role through using the redress 

mechanisms. In line with Hart (1988) and Sarel and Marmorstein (2001), my study shows the 

importance of the customer feedback loop. To ensure effective on-going use of a service 

guarantee, it is important that an organisation regularly measures the actual realisation of the 

guarantee’s content in daily practice through internal measurements and customer feedback. 

Here, continuous improvement is critical, having routines that can help the organisation 

improve what it currently does (Bessant et al., 2001). 

 

My research has shown that systematic methodologies such as a Delphi study and concept 

mapping are suitable tools for developing operational frameworks for public services. 

Nevertheless, my study has limitations. I conducted the study within a Dutch context, and the 

goals, national policies and conditions may differ by country. What works in one national, or 

sectorial, context may not work in another (Drewry, 2005), and managing implementation is 

unlikely to be identical in two situations (Hill and Hupe, 2009). To extend the external 

validity of my findings requires replicating the research in other countries or conducting a 

multinational study in countries that use service guarantees. Another limitation of my research 

relates to the organisations involved. The majority of the experts used worked for 

municipalities, and this may have influenced the results. Research among other public 

services that have customer contacts, such as government agencies or privatised public 

services, could give insights into contextual determinants that influence the effectiveness of 

service guarantee implementation. Furthermore, I have based my explorative research on the 

subjective perceptions of experts. A logical next step would be a more objective analysis, 

linking the strengths of the enablers identified in my study with actual results within 

organisations.    

 

This chapter has focused on the determinants of service guarantee implementation 

effectiveness from an internal organisational perspective. However, external political, cultural 
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and contextual developments, such as the public reform agenda, can also influence the use of 

service guarantees and the effectiveness of their implementation. In some countries, service 

guarantees are still relatively new, while in other countries, such as the UK, guarantees are no 

longer a distinct and separate concept but an accepted and common part of a wider 

modernisation agenda.  

 

In most countries, New Public Management reforms formed the backdrop to service guarantee 

implementation. New developments continue to change the political and managerial context 

of service guarantees. Public sectors ‘beyond NPM’ (Halligan, 2007) are characterised by 

integrated governance with a move away from fragmentation and vertical structures to cross-

agency coordination and horizontal collaboration. There is also an ever-stronger focus on 

outcomes rather than organisational outputs. This has implications for traditional guarantees, 

with organisation-level guarantees gradually becoming less relevant and being replaced by 

service guarantees for complete horizontal service delivery chains. In such cases, multiple 

organisations become responsible for achieving the guarantee’s objectives, requiring 

permanent coordination between delivery chain partners and a significant need to cope with 

goal ambiguity. In such a context, the enablers of an effective service guarantee 

implementation could be different, and this would be another relevant area for future research 

(see the next chapter). 

 

In developing public value in this way, citizens as customers become co-producers of that 

value (Moore, 1995; Stoker, 2006). A service-user focus in public management involves 

public participation and engagement. Citizens become less like consumers and more like 

participants. Participation in decision-making is fostered, and the experience of users is 

increasingly acknowledged and valued (Newman, 2011). This can have an effect on the 

content and use of service guarantees which can become more bilateral in the sense that they 

not only reflect what customers can expect from public services but also what public services 

can expect from customers. 

 

Despite the limitations of my research and the on-going developments in public management, 

I believe that this study has contributed to science as well as practice. While much rhetoric 

has been published on the subject, this chapter provides concrete results from empirical 

research in the Netherlands. The value of this research is that the results are based on 

empirical research and break down the general clusters of leadership, empowerment and 
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continuous improvement into 44 concrete and specific enablers for the implementation of 

service guarantees. The developed PSGI-Framework can be used by policy developers to 

critically reflect when formulating a service guarantee policy; and by policy implementers 

before, during and after implementing a service guarantee in implementation checks and 

assessments (Hill and Hupe, 2009).   
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Chapter 6. 

 

Developing and implementing a service guarantee for an 

integrated regional stroke service: An exploratory case study15  
 

 

 

 

 
 
 
  

                                                             
15 This chapter has been published in BMC Health Services Research (IF: 1.827; AI 0.68) 29 March 2014, 
14:141. http://www.biomedcentral.com/1472-6963/14/141. Co-authors are Prof. C.T.B. Ahaus and Prof. S. Van 
de Walle. Together with my two co-authors I developed the research method for this single case study. I did the 
data gathering, analysed the results with an analysis team and wrote the paper. Both co-authors were involved in 
reviewing the results of the analysis and reviewing and improving the paper. 
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6.1. Introduction 

Strokes are a common cause of premature death and disability and present a major global 

public health challenge (Murray and Lopez, 1997). They are one of the leading causes of 

death in the Netherlands (Minkman et al., 2005). Based on the concept of integrated care, 

regional stroke services have been established in the Netherlands. Integrated care is an 

organisational coordination process that seeks to achieve seamless and continuous care that is 

tailored to the patient’s needs and based on a holistic view of the patient (Ouwens et al., 

2005). Three phases of the integrated stroke service can be distinguished: acute care involving 

the emergency department and stroke unit of the regional hospital, rehabilitation involving 

rehabilitation centres, specialised nursing homes and home care and, finally, long-term 

support. Delivering optimal care with this range of providers requires a complex mix of 

collaboration on operational and individual levels involving streamlining information flows 

and the transfer of acute patients. On a tactical level, this can involve performance indicators 

on the care-chain level and, on the strategic level, financial and logistical agreements 

(Minkman et al., 2011). These interventions aim to improve patient care and medical 

outcomes, objectives that fit into the general goals of care integration: enhancing patient 

satisfaction and quality of life, efficiency and outcomes (Minkman et al., 2009).  

 

A service guarantee is a statement laying out the service level that patients can expect and 

what the organisation will do if it fails to deliver (Levy, 1999). Normally, it consists of the 

design elements: one or more promises to patients; the monetary or nonmonetary 

compensation in the event of service failure; the process to invoke the guarantee; and other 

service guarantee characteristics. In my setting, a guarantee should transform an intangible 

health product into a measurable expectation for the patient prior to receiving the healthcare 

service. The concept of the service guarantee was originally developed in commercial 

organisations (Hart, 1988) and was then adopted by public services and healthcare. In the 

United Kingdom, the concept has been used in all NHS hospitals since 1991 in the form of the 

Patient’s Charter (De Uray-Ura and Pietroni, 1997). Healthcare organisations in Italy 

(Mussari, 1998), the USA (Lewis, 1993) and the Netherlands (Burgerlink, 2010) have also 

adopted the concept. In several Dutch healthcare services, the multi-attribute specific service 

guarantee (Wirtz and Kum, 2001) is used. This consists of a number of promises covering the 

patient’s journey from general practitioner referral through to discharge from the hospital and 

follow-up arrangements. The specific goals in implementing service guarantees are: to 

increase the responsiveness of healthcare services to the wishes of patients; to make 
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healthcare services more accountable; to ensure patients know what to expect so that they can 

become more equal partners in the healthcare process; to be used as a listening mechanism; to 

increase feedback from patients; and to improve patient satisfaction. Further, communicating 

a service guarantee is seen as a signal of patient-centeredness that could have beneficial 

marketing effects (Fabien, 2005). Following the use of service guarantees in commercial 

organisations and public services, healthcare organisations have started using the concept in 

order to improve patient satisfaction by improving their patient-centeredness.  

 

Based on their extensive research of the literature on service guarantees, Hogreve and 

Gremler (2009) have concluded that it is still challenging for scholars to show whether, and 

how, service guarantees are helpful in increasing service quality. The literature on the 

enablers of service guarantee implementation is dominated by citations and anecdotal 

evidence. Hays and Hill (2006) have conducted intensive empirical research on the effects of 

using service guarantees on employees and the service development process. Chapter 5 of this 

dissertation describes a concept mapping study involving an integrated Delphi study on the 

enablers in implementing service guarantees within individual public organisations. This sixth 

chapter contributes by offering empirical research on the enablers for a service delivery 

network (Tax et al., 2013); in this study an integrated care setting. An extensive healthcare 

and management literature review has resulted in the conclusion that no empirical research 

has been published before on the implementation of a single service guarantee in a chain of 

organisations.  

 

My research focuses on both the development and implementation of a service guarantee.  

Implementation is the process of putting a service guarantee into use, making the service 

guarantee work in daily practice and institutionalising it (Schmit et al., 2011). Implementing a 

service guarantee often requires a new set of behaviours; routines and ways of working that 

are directed at improving patients’ experiences. As such, the implementation needs a set of 

planned and coordinated actions. In my research, I focus on enablers. Enablers are those 

elements of processes, structures or states that are necessary antecedents for the effective 

development and implementation of a service guarantee (Kashyap, 2001). Depending on their 

qualities, they can hamper or promote the effective implementation of a service guarantee 

(Holum, 2012). Within the regional stroke service, the term effectiveness refers to the 

aggregated consistency, quality and appropriateness of service guarantee development and use 

(Weiner et al., 2009) in achieving the two goals of the service guarantee: improving the 
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patient-centeredness of the chain and increasing patient satisfaction.  

 

It has been estimated that two-thirds of all innovation implementations in healthcare fail 

(Damschroeder et al., 2009) and there is evidence of failures in the development and 

implementation of service guarantees. The literature presents several cases where service 

guarantee implementation has failed due to the absence of necessary enablers. Examples 

include a lack of involvement by employees and middle managers leading to an 

inconsequential use of service guarantees in daily practice (Sarel and Marmorstein, 2001) and 

the service guarantee becoming seen as a disciplinary device or as a criticism of the service 

offered (Wehmeyer et al., 1996) resulting in the guarantee being targeted for serious 

criticisms by employees (Farrell, 1999). Ohemeng (2010) concludes that staff resistance to 

customer-oriented change is one of the most underestimated aspects of introducing a service 

guarantee.  

 

My research contributes to the literature on the development and implementation of service 

guarantees and on the patient-centeredness of integrated care. It is the first piece of research to 

focus on a single service guarantee for a service delivery network (Tax et al., 2013); a chain 

of health organisations. The research question driving my exploratory research is: what, 

according to experienced practitioners in an integrated regional stroke service, are the 

important enablers of an effective development and implementation of a single service 

guarantee for the chain?  

 

I now describe the setting of my case study. This is followed by a description of the method 

used consisting of in-depth interviews and analysis based on Grounded Theory. Following 

this, I present the results of my research followed by a discussion and conclusions.  

 

6.2. Setting 

Integrated stroke service in the Netherlands can be distinguished in three phases. Phase 1 

consists of acute care involving the emergency department and stroke unit of the regional 

hospital. Phase 2 consists of rehabilitation involving rehabilitation centres, specialised nursing 

homes and home care and finally phase 3 consists of long term support. The regional stroke 

service in this research is located in the Southern part of the Netherlands and is defined by a 

service delivery network consisting of five participating organisations involved in the first 

two phases. A regional hospital, a rehabilitation centre and three specialised nursing homes 
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that offer similar services but are located in various places across the region deliver the 

services for patients. Patients tend to be frail elderly people who have had a stroke. On the 

strategic level, the boards of the five organisations have signed a covenant for intensive 

cooperation. A tactical-level steering committee with managers from the five involved 

organisations develops and implements strategies that aim to optimise processes and improve 

patient satisfaction and reduce costs. This steering committee has been the initiator behind 

implementing the service guarantee for the stroke service.  

 

The formal goals of the regional stroke service in development and implementing a service 

guarantee were to improve the patient-centeredness of the process and to increase patient 

satisfaction. After the decision by the steering committee to use a service guarantee, a project 

organisation was set up. The existing steering committee was in charge of the whole project. 

This steering committee consisted of the managers of the departments involved in stroke care. 

The project organisation consisted of a taskforce on the chain level with representatives 

(managers and employees) of all the organisations. This taskforce was responsible for 

implementation activities. In a later stage, additional working groups were established at each 

organisation. A project leader working for the hospital was put in charge of overall project 

management. After consensus was reached on starting the project, it was decided in May 2009 

that there should be a single overall service guarantee for the whole chain and additional sub-

guarantees for the hospital and the various possible patient flows on leaving the hospital. This 

was in order to avoid overloading patients with information. An approach consisting of three 

stages has been used to realise the objectives of the project: developing the service guarantee; 

taking measures to realise the content; and finally developing measures to sustain and 

continuously improve the guarantee.  

 

In the development of the service guarantee, research was conducted by the organisation 

among recent stroke patients in order to gain a clear picture of patient satisfaction and 

patients’ expectations and preferences. A survey provided an overall view of patient 

satisfaction with the various stages in their journey through the system. After the survey the 

subsequent two focus groups with patients and an additional 30 individual in-depth 

interviews, provided insights into patients’ expectations and preferences. Further, employees 

were consulted on what they thought was important for patients. Based on the results of this 

process, the steering committee and taskforce developed a first draft of a service guarantee 

that consisted of a set of overall promises for the whole chain (see Table 16) and more 
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specific sets of promises for the various flows after leaving the hospital.  

 

Table 16. Promises in the overall service guarantee 
 

The integrated stroke service is a collaboration of five organisations. 

• All relevant information concerning you will be present on transfer to the next partner(s) involved in your care. 

• The stroke-service partners will conduct an intake interview. This will provide you and/or your family/carer with 

information about the organisation and the department. You will receive general information on paper. 

• You and/or your family/carer will be welcomed by our staff in a hospitable way and treated with respect. 

• You and/or your family/carer will be intensively involved in all decisions made during the medical treatment and 

rehabilitation process. The treatment will be fine-tuned to be as close as possible to your situation and wishes. 

• A medical treatment plan will be drawn up. The doctor will discuss this with you and/or your family/carer. 

• Your questions will be answered within 24 hours. 

 

 

The development of the service guarantee involved intensive co-operation between the 

steering committee, the taskforce and the working groups in the five organisations. This was 

intended to generate commitment to the content of the service guarantee and to ensure that it 

could be realised. Given that the steering committee had aimed to develop service promises 

that could easily be realised by all the involved organisations, the improvement measures 

required for realising the content were perceived by the organisations as feasible. By the end 

of 2010, the internal and external communication campaigns had started. In several 

organisations, seminars were organised to present the service guarantee. Following this, 

although the project organisation was still in place, the approach switched from a collective 

approach to one based on the individual organisations. Thus, in the subsequent phases of 

taking measures to realise the content of the service guarantee and then sustaining it, there 

was less central coordination. 

 

6.3. Research methodology 

In my research, I used a case-study approach since case studies have proven their usefulness 

in the development of new theories (Voss et al., 2002). I had the opportunity to carry out the 

research while the implementation process was ongoing, albeit approaching its end. My role 

was that of researcher, and I was not involved in the actual development or implementation. 

The case is unique in that no further cases are known in practice or in the literature where a 

chain of organisations has developed and implemented a service guarantee. Since this case is 

distinct from other implementations, there was no other option but to use a single case study 
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approach. The uniqueness is the rationale for this single-case design (Yin, 2009). 

 

In my research, I drew on the opinions of the experienced practitioners who were responsible 

for the development and implementation of the service guarantee. I decided not to work with 

a sample but to involve all the members of the steering committee representing the five 

organisations. These members are managers working for the five organisations involved. 

Further, the current five members of the taskforce, the chain coordinator and the head of the 

supporting hospital department that coordinated the patient research were interviewed. All 

practitioners I have invited to participate have done so. I have thus involved all the people 

responsible for and intensively participating in the development and implementation of the 

service guarantee in the chain and in its individual organisations. I obtained informed consent 

by writing from the participants to use and publish quotes as stated in their interviews on an 

anonymous basis. For this research no approval of a medical ethical committee was required 

according to the criteria of the Dutch law ‘Medical-scientific research among people (WMO)’ 

of December 1st 1999. 

 

Given that no frameworks exist for the enablers of an effective development and 

implementation of one single service guarantee for a chain, I used Grounded Theory to 

develop theory based on the data. This is an established exploratory qualitative method for 

analysing empirical data in order to build a general theory. After acquiring the commitment of 

the steering committee to start the research, relevant documents such as project documents 

and the results of the patient research were obtained and studied. Individual interviews were 

held, and the respondents were assured of anonymity to encourage them to speak freely and 

not be influenced by others. Interviews are seen as a highly efficient way to gather rich 

empirical data, especially when, as in my situation, the phenomenon of interest is highly 

episodic and infrequent (Eisenhardt and Graebner, 2007). I conducted a total of 12 semi-

structured interviews, each of approximately 1.5 hours.  
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Table 17. Interview protocol16 
 
 
 
 
 
 
A. The organisation 

5 steering 
committee 
members and 5 
taskforce 
members (10 
interviews) 

Chain 
coordinator 
(1 interview) 

Support on 
patient 
research (1 
interview) 

1 Which part(s) of the organisation are involved in the service 
guarantee 

x   

2 How many employees are working here? x   
B. Development and implementation of service guarantee    
1 How was the service guarantee developed on the chain level? 

What was the process? 
x x x 

2 How has the service guarantee been developed and 
implemented in your organisation? 

x   

3 What were the goals in implementing a service guarantee? x x x 
C. Enablers for the effective implementation in your organisation.  If 
you look back… 

   

1 What went well during the implementation in your 
organisation? 

x   

2 What would you have done differently? x   
3 What were the most important enablers of effective 

implementation in your organisation? 
x   

4 Imagine that another organisation wanting to implement a 
service guarantee asks for your advice, what must it have in 
place in order to implement it effectively? 

x   

D. Enablers for the effective implementation for the whole chain. If 
you look back … 

   

1 What went well during the implementation in the whole chain? x x x 
2 What would you have done differently? x x x 
3 What are the most important enablers of effective 

implementation on the chain level? 
x x x 

4 Imagine that another organisation wanting to implement a 
service guarantee asks for your advice, what must it have in 
place in order to implement it effectively? 

x x x 

 
 
An interview protocol was used (see Table 17) with open questions, seeking explanations of 

how the service guarantee was developed and implemented, the perceived enablers on both 

the organisational and chain levels, and what went well and what was problematic. 

Participants were encouraged to speak freely and share their opinions, successes and failures 

during the development and implementation. All the interviews were taped and later 

transcribed in detail in order to capture the full richness of the respondents’ views. For 

transcript analysis, I used Glaser’s ‘tabula rasa approach’ for coding (Glaser, 1978) and 

avoided forced coding based on preconceived frameworks. I used a substantive coding 

approach consisting of open, followed by selective, coding (Walker and Myrick, 2006). For 

the open coding, the interview transcripts were reviewed line-by-line by three independent 

researchers, and codes were placed in the margins of the transcripts. In an extensive 

                                                             
16 This is the interview protocol used for the 12 interviews. The last three columns indicate (with an X) which 
questions were asked to which category of respondent.  
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consensus meeting, the three researchers established an agreed set of 44 codes. Following 

this, all the text fragments from the 12 transcripts were reorganised based on these 44 codes. 

To obtain an overview for each code, all the fragments linked to a code were combined in a 

single document. For each code, several sub-codes were then determined. Finally, the codes 

and sub-codes were analysed and re-analysed for emerging patterns and themes. This 

selective coding finally resulted in seven clusters with a total of 27 enablers (see Figure 5). 

The seven clusters can be divided into three overarching themes: ‘the basic foundations’, 

‘how to manage the project organisation’ and ‘how to develop and implement the service 

guarantee’. 

 

Figure 5. The seven clusters of enablers 

 
 

6.4. Results 

The extensive analysis based on Grounded Theory has resulted in a Network Framework 

consisting of seven clusters of enablers. These clusters are derived from the empirical study 

without using any predetermined or existing model or framework. The clusters and their 27 

associated enablers are presented in Table 18. As illustrated in Figure 5, the first three clusters 

The basic 
foundations 

1. Strategy and 
managerial 

commitment 

2. Chain 
chemistry 

3. Chain 
characteristics 

4. Steering and 
managing the 

project 

7. Employee focus 6. Patient focus 
5. The way of 

development and 
implementation 

How to implement 
the service guarantee 

How to manage  
the project 

organisation 
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focus on the basic foundations for developing and implementing a service guarantee in an 

integrated regional stroke service. The fourth cluster addresses how to manage the project 

organisation, and the final three clusters address the way to develop and implement a service 

guarantee with a special focus on patients and employees. Of these seven clusters, the third 

cluster ‘chain characteristics’ has a special position since it contains three enablers that 

describe the context of the chain and which have an impact on the development and 

implementation but cannot be influenced during it. The seven clusters will be briefly 

described below. These are illustrated by quotes of the participants that best describe the 

general opinion of the participants. 

 

Strategy and managerial commitment 

A fundamental difference between the development and implementation of a service 

guarantee on the chain level with that in a single organisation is that not one but several, in 

this case five, boards of organisations with different cultures and views on quality control, 

quality improvement and patient-centeredness are involved in the project. Aligning the 

visions and goals of using a service guarantee is much more difficult and important in such 

situations. In my case subject, a well-structured approach was used between 2009 and 2012 

with many enthusiastic project members involved and this resulted in the first service 

guarantee for a healthcare chain. The data show that a number of aspects concerning strategy 

and managerial commitment are important. The first is a clear understanding by management 

and board members of the impact of the concept on the organisation. The formal objectives in 

using the service guarantee for the integrated stroke service were to improve patient-

centeredness and patient satisfaction. In order to realise these two objectives, it is crucial that 

each participating organisation embraces them. As one of the steering committee members 

stated: ‘The most important condition is that the organisation is really interested in the 

content of the service guarantee and wants it to actually improve care, not just so they can 

say they have one. This is an important difference. Depending on their goals, organisations 

act differently and this complicates implementation. Depending on their goal, organisations 

take different actions, facilitate the implementation differently and communicate differently’. 

In order to stimulate the development and implementation, it is important to allocate sufficient 

appropriate resources to it.  

 

Chain chemistry  

A specific cluster of enablers for developing and implementing a service guarantee in a chain 

 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 117PDF page: 117PDF page: 117PDF page: 117

 117 

is the importance of having the right chemistry between the organisations involved. Here, an 

important enabler is trust, trust in each other and that the implementation will work. As one 

steering committee member expressed it: ‘If there is no basis for trust, don’t start with it ’. 

The commitment of all organisations to jointly develop and implement a single service 

guarantee based on compromises and consensus is essential. As such, it is necessary to put the 

interests of the chain above those of the individual organisations. As one of the members of 

the taskforce put it: ‘It is important that each partner in the chain is willing to give up some of 

its own advantages’. Further, openness and transparency are important. Here, the 

organisations involved were informed about patient satisfaction in the other’s organisations, 

teams visited each others’ organisation in the chain to learn from their practices and certain 

procedures were standardised. In achieving this, feelings of competitiveness might have 

negative consequences. As a steering committee member of one of the specialised nursing 

homes stated: ‘Our cooperation is now good but the government is promoting competition. 

One effect is that we, as similar specialised nursing homes, might be forced to compete’. 

Finally, participants stated that it is important that one organisation takes the lead in the 

development and implementation. 

 

Chain characteristics 

The characteristics of the chain have an effect on the development and implementation of the 

service guarantee. As one of the steering committee members stated: ‘It is much easier to 

implement a service guarantee with two organisations than with five of which three undertake 

the same activities’. Besides the structure of the chain, the extent of integration is an 

important enabler. This chain consists of a patient’s journey through several organisations 

resulting in several logistical interdependencies among the organisations. Having standardised 

processes makes implementing a service guarantee much easier. This is illustrated by one of 

the steering committee members: ‘Still today, our processes are not sufficiently structured. 

Before implementing the service guarantee we should have structured and standardised our 

processes in the chain’. Another chain characteristic concerns the kind of patients. In this 

instance, they are mainly frail and elderly with an extreme focus on their health following a 

stroke. Some respondents expressed doubts about the effectiveness of a service guarantee for 

this patient group. Many patients, they felt, would not be interested in the content, would not 

consult it and would not react if promises were not kept.    
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Steering and managing the project 

Developing and implementing a service guarantee within an integrated stroke service 

involving five organisations demands an extensive project organisation. Here, the regional 

stroke service set up a project structure consisting of a steering committee, a project leader, a 

taskforce and support on the chain level and a working group within each organisation. 

Participants in my research believed this extensive project organisation to be essential for 

achieving commitment in all organisations. The steering committee has an important role in 

this structure. To give it sufficient power, it is necessary for each organisation to be 

represented on this committee with broad and uniform mandates. As one of the steering 

committee members observed: ‘What you see is that there are differences between the 

organisations. If we have a mandate, we have the authority to use it and take all necessary 

actions. In other involved organisations, members of the steering committee have a mandate, 

but it is very limited. The result is that these people have to check decisions with their 

superiors, and that takes time’. Further, the project leader has a crucial role. Several 

respondents stated that it is important to have an independent project leader who is not 

working for one of the participating organisations and with enough authority to act as a 

trouble-shooter when necessary. 

 

The way of development and implementation 

Respondents mentioned several enablers relating to the way of developing and implementing 

a service guarantee. Having a specific and detailed planning on the chain and organisational 

levels was often mentioned. Since all the organisations had to commit to the content of the 

guarantee, the organisations spent a lot of time discussing the content and ensuring that there 

was full commitment to the promises in the guarantee. As a member of the task force 

explained: ‘We have listened carefully to each other and have given each organisation 

adequate room for comments’. Further, it is important to use a structured and well-

coordinated approach in all phases of the development and implementation. This is required 

to ensure that the coordination does not stop once the service guarantee has been defined on 

the chain level but is extended to making the service guarantee work and then sustaining it. 

Participants commented that they underestimated the resources necessary for making the 

service guarantee work. A steering committee member commented: ‘My general criticism is 

that we spent a lot of time and attention on the development, describing and communicating 

the service guarantee and profiling our organisations, but we underestimated the effort 

required to make the service guarantee really work. We thought we could simply tell our 
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employees who have to work with the service guarantee and they would do it. We have learnt 

that it doesn’t work that way. We have learnt that making a service guarantee work is 

difficult: making the service guarantee work takes as much or even more time and energy 

than developing it.’   

 

Patient focus 

Most of the respondents expressed the view that patient needs should be central when 

developing the service guarantee. As such, the involved organisations had conducted a survey, 

organised focus groups and held in-depth interviews prior to implementing the guarantee. The 

goals in conducting this extensive research were to gain a sense of current patient satisfaction 

and to determine the desirable content of a service guarantee. The implementation of the 

guarantee in this integrated stroke service showed that qualitative research is essential for 

gaining an in-depth understanding of patients and their preferences. Further, the research 

needs to be anonymous and easy for the participants. For the frail elderly patients, it was 

important that the research was anonymous in order to create a safe environment in which 

they could be open. Furthermore, making it easy for patients to participate by visiting them at 

home was important. As such, in this instance, focus groups appeared to be less appropriate 

than individual interviews.   

For the service guarantee to work in daily practice, it is important that patients are informed 

about it. The method and intensity of communicating the service guarantee should be the 

same in all organisations. One of the members of the taskforce who had spent a lot of time 

and energy on personally informing patients about the service guarantee explained: ‘It is 

personally explained to new patients what a service guarantee is, what our promises are, why 

we are doing this, what the patient can do when we do not deliver and that we offer small 

compensation in these cases’. This was to ensure that patients knew about the service 

guarantee and could use it when interacting with employees on the basis that this would lead 

to concrete improvements. At the time of my research, the chain had yet to implement a well-

structured system for evaluating the realisation of the promises for each patient. Participants 

recognised that this is key for the effective use and sustainability of the guarantee. A taskforce 

member observed: ‘We should have a standard evaluation instrument to check the realisation 

of the promises in the service guarantee with each patient when or after leaving the 

organisation’. 
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Employee focus 

Also focusing on employees during the implementation is very important since they are the 

ones who will make the content of the guarantee a reality in their daily contacts with patients. 

Managers have a crucial role in creating motivation, enthusiasm and a sense of urgency. As 

one of the steering committee members stated: ‘Assemble your employees and convince them 

of the necessity of the service guarantee’. A member of the taskforce provided an illustration 

of this happening where a manager had gathered his employees together and passionately 

explained, the background, the reasons for and opportunities of the service guarantee. This 

had convinced many employees. 

 

To gain the commitment of employees it is first important to involve them in the working 

groups. However, this is not enough as the experience of several of the involved organisations 

is that all employees, both nurses and physicians, have to become involved. Just relying on 

working groups is insufficient. When forming working groups it is also important to involve 

not only volunteers but also the opinion leaders of teams since they are able to contribute to 

changing the culture. The aim of all this is to achieve the full realisation of the contents of the 

service guarantee in daily practice. The different starting positions of the various 

organisations and teams within them seem to play a role. There were organisations where the 

service guarantee fitted perfectly with their patient-centred culture but others where it seemed 

not to be fully accepted or understood. Within individual organisations, different teams also 

accepted the philosophy and content of the guarantee in various ways. 

 
 
Table 18. Network Framework: clusters and their enablers 
1. Strategy and managerial commitment 
 
A. Strategic alignment: The service guarantee fits the vision of all involved organisations and the goals of the chain. 
B. A concrete and shared goal: There is a clear goal in using the service guarantee that is genuinely supported by all the 

organisations involved. It is to improve patient-centeredness and customer satisfaction. 
C. Commitment and support: All the organisational boards fully understand the concept of a service guarantee, the 

consequences of using it and are committed to using it. 
D. Resources: The involved organisations dedicate the appropriate people and other resources to the project. 
2. Chain chemistry 
 
A. Trust: Being open and transparent with each other and trusting in the other organisations that the initiative will be 

successful. 
B. Willingness to cooperate: The commitment of all organisations to develop a single service guarantee for the whole 

chain. The capacity to listen to and to respect the opinions of the other organisations involved in the chain. 
C. Chain before organisation: Having the courage to prioritise the chain over the interests of the individual organisation. 
D. One organisation in the lead: Having one organisation in the lead in implementing the service guarantee and leading by 

example. 
3. Chain characteristics 
 
A. Structure of the chain: The number of organisations in the chain, the degree of competitiveness and the division of 
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power within the chain. Plus, the way the chain has dedicated organisational units for stroke services in the involved 
organisations. 

B. Extent of integration: The way processes in the chain are standardised and the chain works as a coordinated integrated 
care and patient journey. 

C. Characteristics of patients: The age of patients, their diseases, their physical and emotional condition and the effects of 
these aspects on the way they want to be involved in the development of the service guarantee and are interested in 
using it. 

4. Steering and managing the project 
 
A. Project structure: Having a well-structured project structure and committees involving all participating organisations 

on the strategic, tactical and operational levels. 
B. Steering Committee: Having a steering committee including members of all organisations with a broad and uniform 

mandate. This steers and systematically monitors progress in all phases of development using measures to realise the 
content of the guarantee and sustain the change. 

C. Project leader: Having an independent, stimulating and active project leader in charge of the daily coordination of the 
project. 

D. Support: Having experienced support from the project organisation that infuses know-how and delivers supporting 
activities. 

5. The way of implementation 
 
A. Action plan: Having an action plan for all measures on both chain and organisation levels. 
B. Timing: Having the right timing: not so fast that commitment is not obtained, and not so slow that momentum is lost. 

Ensuring that all organisations work at the same pace. 
C. Improvement actions: Investing the attention, time and energy to implement all the measures necessary to realise the 

content of the service guarantee in all organisations in a uniform manner. 
D. Sustaining: Regularly and objectively measuring the structural realisation of the content of the service guarantee on the 

chain and organisational levels.  
E. Continuous improvement: Regularly evaluating and updating the service guarantee to match changing demands and 

preferences of patients. Taking corrective actions if necessary as part of the regular quality control of the chain. 
6. Patient focus 
 
A. Patient-focused service guarantee: The content of the service guarantee is based on needs and preferences of patients. 

Further, service levels are only promised that can be realised in practice. If levels are not met, there is compensation. 
B. Patient research: The chain uses methods to research the needs and preferences of patients that give valid and reliable 

results for the entire patient group. 
C. Patients understand the service guarantee: Using effective means to inform patients at the right moments about the 

philosophy and content of the service guarantee in order that patients fully understand and can use it. 
D. Continuous feedback from patients: Using methods to obtain continuous patient feedback on the realisation of the 

promises in the service guarantee 
7. Employee focus 
 
A. Motivation and stimulation: Managers motivate and stimulate employees over the service guarantee. 
B. Commitment of employees: Creating commitment in each employee to the goals and content of the service guarantee. 

Achieved by using the power of opinion leaders, involving all employees, creating a sense of urgency and defining a 
service guarantee that employees believe to be realisable. 

C. Willingness to realise the promises: There has to be a willingness to ensure the culture change necessary to achieve the 
patient focus. It is essential that each employee sees the promises in the service guarantee as his/her personal 
commitment/promise to each patient every day. 

 
 

6.5. Discussion 

In Chapter 5 I described the PSGI-Framework consisting of three main clusters and ten sub-

clusters of enablers. This was the first empirical research on enablers for the effective 

development and implementation of a service guarantee that focused on individual public 

organisations. The exploratory research for this chapter has extended the knowledge on this 

subject by conducting research on the development and implementation of a single service 

guarantee covering a chain of organisations. It has resulted in a Network Framework 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 122PDF page: 122PDF page: 122PDF page: 122

 122 

consisting of clusters of enablers for the development and implementation of a service 

guarantee for an integrated stroke service. It consists of seven clusters containing 27 enablers. 

The results of my research contribute to the literature on service guarantees, patient-centred 

integrated care and the implementation of innovations.  

 

The results show that the enablers are not only related to the organisational level but that there 

are additional enablers on the chain level related to strategy and managerial commitment, the 

chemistry in the chain and the characteristics and context of the chain.  

 

My research has contributed to knowledge on improving patient-centeredness and patient 

satisfaction in an integrated care setting. Along with functional status, quality of life and 

costs, patient satisfaction is one of the most important outcome measures of integrated care. 

Nevertheless, in research on integrated care, patient satisfaction and patient centeredness have 

received little attention. As Howarth and Haigh (2007) observe: ‘evidence of patient centrality 

from the service user perspective has not been satisfactorily explored’. Only a few studies 

have researched the effects of implementing the concept of integrated care on patient 

satisfaction. Rosendal et al. (2002) concluded from their study that patient satisfaction 

increased after implementing integrated stroke care. The further optimisation of integrated 

stroke care, in order to enhance patient satisfaction, is seen as an important field for research 

worldwide (Heijnen et al., 2012). The use of service guarantees could be seen as a concept for 

further optimising patient centeredness in integrated care. It is a means for improving 

communication with patients and the patient centeredness of employees and processes.  

 

The effectiveness of an implementation depends on power, culture and structure (Mur-

Veenman et al., 2001). Power reflects the capacity to influence people in a desired direction. 

In the stroke service investigated, nobody is the ‘boss’. None of the organisations has enough 

power to force the others to participate fully. A consequence is that the content of the service 

guarantee is based on consensus, and the speed of implementation is determined by the 

slowest organisation. Power in the chain would seem to be helpful in achieving a successful 

implementation. Culture reflects the set of values, guiding beliefs, understandings and ways 

of thinking shared by members of the chain. The main goals of using a service guarantee were 

to increase patient-centeredness and patient satisfaction. Developing and implementing this 

concept and achieving its goals seemed to be smoother in those organisations that already had 

a dominant patient-centred culture because the guarantee corresponded with existing values, 
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strategies, goals, skills and ways of working. Culture will also be reflected in the actual 

organisational goals of implementing a service guarantee. The alignment of goals within the 

chain is a core factor for effective change; a misalignment is a source of potential tension. 

Congruent goals among all five involved organisations are essential for an effective 

implementation. Although the formal goals were to increase patient-centeredness and patient 

satisfaction, some of the organisations had other goals such as having a service guarantee as a 

marketing tool or avoiding becoming separated from the chain through non-participation. This 

resulted in differences in the implementation of the necessary measures and in the 

effectiveness of using the service guarantee in the various organisations. Having a patient-

centred culture and alignment on objectives seems to be very important when using a 

common service guarantee. Finally, structure also has an impact on development and 

implementation. Implementing a service guarantee across five organisations forces micro-

level standardisation of practices within the healthcare system. Leutz (2005) has described 

three prototypical models and phases in increasing integration: linkage, co-ordination and full 

integration. Based on the results of the interviews, I was able to conclude that the stroke 

service acts somewhere between linkage and co-ordination phases. The consistent use of a 

service guarantee is probably best achieved when embedded in a chain in the co-ordination or 

full integration phases. In my case, the development of the service guarantee was a joint 

operation, but its implementation was carried out independently by each organisation. Due to 

differences in the approaches adopted, this led to some tensions in the chain. As such, it is 

important that there is a central approach not only in the development of the service guarantee 

but also in the implementation of the measures in order to realise and sustain the guarantee’s 

content in all the involved organisations. 

 

My research shows that beside power, culture and structure also mutual trust influences the 

effectiveness of an implementation. Trust among organisations is essential for the 

development and implementation of a joint service guarantee. Managing the integration 

necessary for the implementation of the service guarantee has been shown to be more of a 

process of deliberation and negotiation between organisations than one of ideology and 

prescription (Grenier, 2011). A lack of trust in this process could be a barrier and could block 

the necessary integration (Delnoij et al., 2002). Working together and jointly achieving 

successes can develop trust. However, miscommunications as a result of prioritising one’s 

own organisation, a lack of communication and uncertainty can all be barriers to integration 

and sources of distrust (Williams and Sullivan, 2009).  
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Five organisations delivering health care in two of the three phases of an integrated regional 

stroke service have developed and implemented a service guarantee. My research is based on 

the opinions of experienced practitioners working in these five organisations. As such, the 

external validity of the study is limited: the framework could be improved by conducting 

similar studies on integrated healthcare and on chains in general. Since the goal of my 

research was to determine the organisational enablers, I have included experienced managers 

and employees. In my research I did not use the opinions of patients and their relatives. 

Follow up research could study the expectations and preferences of this important group on 

the relevant aspects of the implementation for patients. By using qualitative research methods 

preferences concerning e.g. how to communicate and use a service guarantee could be 

researched. Furthermore research could be done on the actual effectiveness of service 

guarantees. Do they really contribute in improving the patient-centeredness and increasing 

patient satisfaction? This follow-up research could address the relationships between the 

enablers and actual results in terms of patient-centeredness and patient satisfaction. In a 

healthcare setting no research on this issue has been done till now. 
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Chapter 7. 
 

General Discussion  
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7.1. Introduction  

The aim of this dissertation is to gain insights into, and to offer practitioners clear guidance on 

the content and the implementation of a public service guarantee. To do so, first the content of 

a public service guarantee, and specifically the compensation as a part of this content, was 

systematically researched. Second, the enablers for the effective implementation of a service 

guarantee in a single organisation and in a service delivery network were studied. To do so I 

conducted five experiments involving a total of 2.441 Dutch students and (mainly) US-

citizens. Moreover, I conducted three studies using qualitative research among public service 

guarantee experts and managers responsible for implementing a service guarantee. In this 

General Discussion I give an overview of the main findings, contributions to theory, 

suggestions for further research and managerial implications. 

 

7.2. The study of the content of a public service guarantee 

The design of a service guarantee consists of three design elements: the scope, the 

compensation and the payout process. In studies for the Chapters 2, 3 and 4 the service 

guarantee characteristics of these three design elements were researched in order to find 

answers on the first research question: What should be the characteristics of a public service 

guarantee? (RQ1). And more in detail concerning the compensation: Does promising and 

offering a monetary service guarantee compensation in a public setting lead to increased 

customers’ evaluations? (RQ2) and What are the signalling and perceived justice effects of 

prosocial compensation?  (RQ3).	

 

Main findings 

To answer the first question, research involving public service guarantee experts was 

conducted. These experts determined the importance of characteristics of the three design 

elements and four additional characteristics. Concerning the scope, my research reveals that a 

multi attribute-specific type of guarantee (see Section 2.3.) is preferred above an 

unconditional satisfaction guarantee. This result is coherent with research conducted in 

private settings among customers (McDougall et al., 1998) and among Australian private 

organisations using service guarantees (McColl and Mattsson, 2011). This preference could 

be driven by the fact that an attribute-specific guarantee explicitly spells out for customers 

what is being covered. It helps customers in making the service failure verification process 

efficient by providing clear standards for identifying whether a failure has occurred (Meyer et 

al., 2014). The important characteristics of the scope of being easy to understand by 
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customers and employees and the scope addressing the most important aspects of the service 

for customers are also generally mentioned in marketing and services management literature 

(e.g. Fabien, 1997, 2005; Kandampully, 2001). The consequence is that the scope should be 

developed in close cooperation with customers. 

 

In the research for the Chapters 2, 3 and 4 I studied aspects of the compensation. My research 

among public experts (Chapter 2) showed two interesting differences with marketing and 

services management research in private sector settings. The first is that this stream of 

literature (e.g. Fabien, 2005; Hart, 1988; Hogreve and Gremler, 2009) states that 

compensation should be explicitly promised within a service guarantee and offered to 

customers. But the majority of the public experts (60 percent) indicated that offering 

compensation in case of a service guarantee violation was not desirable. The second 

difference is that marketing and services management literature (e.g. Fabien, 2005; Hart, 

1988) states that the amount of compensation should be considerable. Among the public 

experts however there was a strong consensus that the compensation should be limited in 

terms of financial value. These two differences between private settings and the preferences 

of the public experts could be caused by (1) the opinion of experts that collective means like 

taxpayers’ money should be spent on collective means (cf. Drewry, 2005) and not on 

compensating individual customers possibly leading to inequalities, (2) the fact that these 

experts were working for public organisations in monopolistic settings without market 

mechanisms making it, compared with the private sector, less important to have satisfied and 

loyal customers and (3) differences in the objectives of the experts for working with service 

guarantees: ‘improving reputation’, ‘empowering customers’ or ‘improving customer 

centeredness and customer satisfaction’ (see section 2.8).  

 

In the research for Chapter 2, the majority of public experts indicated that offering service 

guarantee compensation was not desirable. But, the question is whether customers think 

compensation is desirable and positively influences their evaluations. Therefore, I conducted 

research by means of five scenario experiments with participants in the role of customers. The 

discriminatory effects of explicitly promising and offering a small monetary compensation (a 

gift voucher of 5 euro/dollar) on customers’ evaluations were researched in public and private 

settings to find answers on the second research question. Combining the results of the 

Chapters 3 and 4 on the effects of monetary compensation, four main conclusions can be 

drawn. First, the results of the four experiments combined showed that offering a small 
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monetary compensation leads to more positive customers’ evaluations on distributive justice, 

procedural justice and post-recovery satisfaction and less negative emotions compared with 

neither promising nor offering compensation. This effect was similar in public and private 

settings. This shows that also in public settings offering customers a monetary compensation 

is an effective service recovery tool. It compensates for the perceived loss caused by the 

service failure and improves customers’ evaluations. This effect in public settings is in 

conformance with the results of earlier research in private settings (e.g. Grewal et al., 2008; 

Schoefer and Ennew, 2005). Apparently, the expected differences in public-private effects as 

a result of differences in customer-supplier relationships (see section 1.4.) did not appear.  

 

Second, explicitly promising compensation has positive signalling effects and leads to 

improved customers’ evaluations. The first experiment of Chapter 4 showed that an explicit 

promise to compensate leads both in the public and private settings to more positive 

evaluations of corporate image, perceived credibility and WOM-intent than not explicitly 

promising a compensation (however, there was no effect on CSR-image). These results are in 

line with research in private settings showing that service guarantees have a positive impact 

on perceived service quality and reduce perceived risk (e.g. Wirtz and Kum, 2001). Third, 

results of the two experiments in service recovery situations after a service guarantee violation 

(Chapter 3) showed that explicitly promising compensation had no effects on evaluations of 

distributive and procedural justice, negative emotions and post-recovery satisfaction. From 

this service recovery perspective it makes no sense to promise compensation. Fourth, for 

organisations not effectively implementing their service guarantee promising compensation 

can even be dangerous. Customers’ evaluations are very negative in ’double deviation’ 

situations where not only the initial service promise is violated but also the promise to 

compensate. This could lead to customers seriously damaging the organisation. 

 

Chapter 4 presents a study in which the effects of prosocial compensation on customers’ 

evaluations are researched. In the case of prosocial compensation the service guarantee 

compensation is not offered to the customer but to a charitable cause on behalf of the 

customer (a fixed cause or a cause of customers’ choice). It is a type of compensation that 

could fit well with public services, and could be effective because society and not individual 

customers are benefiting from the compensation. Combining the results of the three 

experiments for this study a picture emerges that prosocial compensation could be a good 

alternative for the traditional monetary compensation. From a signalling perspective on 
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potential customers, prosocial compensation helps the organisation to signal quality and show 

its CSR-engagement effectively. Prosocial compensation leads to more positive levels of 

corporate image, perceived credibility, WOM-intent and CSR-image as neither promising nor 

offering compensation. It leads to similar levels as a monetary compensation except for CSR-

image. Prosocial compensation is more effective in increasing this image than a monetary 

compensation. From a service recovery perspective prosocial compensation also seems to be 

an interesting practice, although a monetary compensation is even more effective. In the third 

experiment the effects of prosocial compensation on distributive justice; procedural justice 

and post-recovery satisfaction were compared with neither promising nor offering 

compensation. Also here prosocial compensation led to more positive customers’ evaluations 

of perceived justice and post-recovery satisfaction.  

 

Finally concerning the third design element, the payout process, the experts’ opinion (Chapter 

2) was that the rules for applying compensation should be clear and when granted, it should 

be easy to receive the compensation. These results are congruent with marketing and services 

management literature (e.g. Fabien, 2005; Hart, 1988).  

 

Contributions to theory 

This part of my dissertation contributes to justice theory, signalling theory, service guarantee 

literature and CSR-literature. Justice theory (Adams, 1965) is a dominant theoretical 

framework applied in service recovery research in private settings (e.g. Crisafulli and Singh, 

2016; Schoefer and Ennew, 2005; Vázques-Casielles et al., 2010). Service recovery can be 

considered as an exchange in which the customer experiences a loss, while the organisation 

fulfils its ethical obligation by making up that loss by a recovery attempt in order to restore 

customer satisfaction (Mattila, 2001). Justice theory states that customers evaluate recovery 

fairness in interactional, procedural and distributive justice terms (e.g. Homburg and Fürst, 

2005; Martìnez-Tur et al., 2006; Orsingher et al., 2010; Vázques-Casielles et al., 2010). The 

relative impact of these three justice dimensions on post-recovery satisfaction depends on 

factors like the kind of failure, the service setting and characteristics of the customer and the 

customer-supplier relationship (e.g. Del Rìo-Lanza et al., 2008; Kwon and Jang, 2012; 

Mattila, 2001). Research in private settings has shown the positive relation between offering 

compensation, distributive justice and post-recovery satisfaction (e.g. Grewal et al., 2008; 

Schoefer and Ennew, 2005; Siu et al., 2013). My research contributes to the application of 

justice theory in service recovery settings in three ways. The first is that the research 
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presented in the Chapters 3 and 4 expands the scope from the private to the public domain. 

The research is the first using justice theory in public service recovery situations. It shows that 

there is also a positive relation between offering compensation and customers’ evaluations of 

perceived justice and post-recovery satisfaction in public settings. Thus justice theory seems 

to be as applicable in public as in private settings. The second contribution to justice theory is 

that it has expanded the scope of compensation from the traditional monetary types of 

compensation to the psychological type of prosocial compensation. Roschk and Gelbrich 

(2014) showed that an apology could function as an emotional benefit and psychological 

compensation for the customer. The research for Chapter 4 shows that also a non-monetary 

type of compensation like prosocial compensation can help restoring justice perceptions and 

post-recovery satisfaction. The third contribution to justice theory is that my research for 

Chapter 4 links justice theory to CSR. It confirms that justice theory is an important theory 

explaining the ethical effects of CSR on customers’ evaluations (Husted, 1998; Bolton and 

Mattila, 2015).  

 

This research shows that prosocial compensation also signals quality by increasing corporate 

image, CSR-image, perceived credibility and WOM-intent. It contributes to signalling theory 

(e.g. Bergh et al., 2014; Connelly et al., 2011; Karasek and Bryant, 2012; Spence, 1974; 

Zerbini, 2017). Signalling theory emerged from the study of information economics under 

conditions in which buyers and suppliers possess asymmetric information when facing a 

market interaction (Spence, 1974). This theory is concerned with deliberately reducing the 

information asymmetry between organisations and their customers. Important aspects of this 

theory are ‘signal observability’, ‘signal costs’ and ‘signal usefulness’ (Connelly et al., 2011). 

I have researched this last aspect in the context of service guarantees in public and private 

settings. Service guarantees are extrinsic cues considered by (potential) customers as ‘signals’ 

of quality (Erevelles et al., 2001). These signals could have an impact on perceived service 

quality and perceived risk (Kanpampully and Butler, 2001; Ostrom and Iacobucci, 1998; 

Wirtz and Kum, 2001). Research applying justice theory in service recovery settings has only 

used monetary types of compensation (e.g. Wirtz and Kum, 2001). The first contribution to 

signalling theory is that it has expanded the use of this theory from the private to the public 

domain. Again, it shows that signalling theory seems to be as applicable in public as in private 

settings. The second contribution of Chapter 4 to signalling theory is that it has expanded the 

scope of compensation from the traditional monetary types of compensation to the 

psychological type of prosocial compensation.  
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So far public service guarantee literature on the content of service guarantees has been 

descriptive. This stream of literature is also inconsistent towards promising and offering 

compensation (e.g. Barron and Scott, 1992; Kim, 2009). Experimental research involving 

customers is scarce in public management literature. The five experiments for the Chapters 3 

and 4 are the first investigating customers’ evaluations in public service failure situations. 

This research among customers contributes to using a service-dominant logic approach in the 

public domain to place customers, rather than products, policy makers or professionals, at the 

heart of service research, design and operations (Lusch and Vargo, 2014; Osborne et al., 

2015). Chapter 4 contributes to public and private service guarantee literature by introducing 

a new type of service guarantee compensation. Public service guarantee and service recovery 

literature generally uses monetary types of compensation. In many definitions it is stated that 

the compensation like refunds, discounts on future purchase, gift vouchers, and exchanging 

the goods or service has to be monetary for the customer (Blodgett et al., 1997, Grewal et al., 

2008; Homburg and Fürst, 2005; Maxham and Netemeyer, 2002; Tax et al., 1998). Chapter 4 

shows that also a psychological type of compensation could be used. 

 

Finally, this research contributes to CSR literature in two ways. First, it offers scholars and 

practitioners relevant information on a new and not before researched type of CSR-practice 

that can be used in public and private settings. Second, it is the first research connecting CSR 

literature with service guarantee literature. 

 

Further research 

Over the course of the three empirical chapters, three research questions were researched 

using different research methods. In these chapters the limitations of the research (methods) 

used and the suggestions for further research are mentioned. I here give avenues for further 

research on five issues. 

 

A first line of research could study the question what the optimal conditions are for explicitly 

communicating compensation. The question whether compensation should be explicitly 

promised in a service guarantee seems to be complex. From a signalling perspective, 

explicitly promising to compensate makes sense, it has positive effects on e.g. corporate 

image and perceived credibility (first experiment Chapter 4). However, in service recovery 

situations after a service failure it has no effects on perceived justice and post-recovery 
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satisfaction (last two experiments of Chapter 4). In these situations it makes no sense. Also, 

there is a potential danger in explicitly communicating compensation. In Chapter 3 the effects 

of a double deviation on customers’ evaluations were researched. This is a service guarantee 

situation where one or more promises are violated (first failure) and where also the promised 

compensation is not offered to the customer (second failure). Marketing and services 

management research has shown that more than half of all attempted recovery efforts 

reinforce dissatisfaction because of a failed service recovery (Casado-Díaz and Nicolau-

Gonzálbez, 2009). Results of the study reported in Chapter 3 showed that this double 

deviation had strong negative effects on customers’ evaluations of distributive justice, 

procedural justice, post-recovery satisfaction and strong positive effects on negative emotions. 

These results were similar for public and private settings and are in conformance with earlier 

research in private settings (e.g. Casado-Díaz and Nicolau-Gonzálbez, 2007, 2009; Gneezy 

and Epley, 2014). Customers could, actively and systematically, seek opportunities to criticise 

or damage the organisation. From this double deviation perspective it only seems to be sound 

to explicitly promise compensation when the organisation is sure she can avoid these double 

deviation situations. Future research could determine the conditions in which compensation 

explicitly (or not) has to be communicated. 

 

A second avenue for future research concerns the offering of compensation. The traditional 

view on service guarantees is that it contains one type of monetary compensation (see for an 

overview Hogreve and Gremler, 2009). The first question is whether alternative nonmonetary 

types of compensation (like the researched prosocial compensation) could be as effective as a 

monetary compensation. For example Thwaites and Williams (2006) showed that if a failure 

in service delivery can be directly resolved and/or monetary compensation would not solve 

the customer’s problem, then customers not always expect monetary compensation.  

Customers prefer monetary compensation in low-critical situations. In high critical situations, 

customers prefer that the organisation solve the problem (Webster and Sundaram, 1998). Also 

in a service recovery situation an apology can function as an emotional benefit and 

psychological compensation for the customer (Roschk and Gelbrich, 2014). This triggers the 

question whether a monetary compensation should be a standard design element of a service 

guarantee or that other more psychological types of compensation could also be used in 

service guarantees. The second question is whether a service guarantee, instead of having one 

type of monetary compensation for all failures, should not have a hybrid set of types of 

compensation depending on the type of failure made. The type of compensation has to match 
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the type of service failure to be effective (Roschk and Gelbrich, 2014). From this perspective 

a multi attribute-specific service guarantee with several promises could have a specific 

compensation per promise. Future research could study this hybrid compensation in a public 

service guarantee. 

 

In conformance with Crisafully and Singh (2016) I kept the interaction with the employee 

(interactional justice) intentionally constant in all five experiments in order to focus on the 

effects of compensation and the payout process. However, in daily practice differences in 

employee behaviour in service guarantee situations could influence the perceived justice (e.g. 

Homburg and Fürst, 2005), emotions and customer satisfaction. For example Björlin Lidén 

and Skålén (2003, p. 52) showed that employees in a hotel setting relied too much on offering 

guests a monetary compensation after a problem instead of relying on their empathic and 

responsive behaviour leading to decreased levels of guest satisfaction. McQuilken (2010) 

showed that the effort for solving a problem employees display in a 100% satisfaction 

guarantee context have an impact on customers’ evaluations. McQuilken et al. (2013, p. 48) 

concluded from their research: ‘It is clear from our findings that guarantee compensation 

alone will not atone for the dissatisfaction caused by a negative service experience’. Follow-

up research in public service guarantee settings could investigate what the effects of 

differences in employee behaviour are on customers’ evaluations of service guarantees. 

 

In order to find similar service settings in public and private sectors, I used direct-exchange 

situations where customers directly had to pay for their product. However, in the public 

domain services are also offered where customers do not have to pay because they are (partly) 

financed through taxpayers’ money. Additional research could be conducted in these non-

direct exchange situations. Customers’ evaluations of a compensation being promised and 

offered after a service guarantee violation could differ in these non-direct-exchange situations 

because the service was perceived by the customer to be ‘for free’. 

 

Finally, my study on the design of a service guarantee (Chapter 2) was conducted within a 

Dutch context with Dutch service guarantee experts. This Dutch setting could have an impact 

on the outcomes of my research. The public setting for service guarantees could be different 

in other countries.  The main objective for introducing service guarantees in The Netherlands 

was to improve performance to customers, however in other countries this could be to justify 

government performance or because of pressure from national governments. In the 
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Netherlands a bottom up approach was used, in other countries a national service guarantee 

framework was imposed on public organisations (see section 1.2.) and finally in The 

Netherlands it is possible to offer public customers compensation after a failure. These 

national differences could have an impact on the national experts’ opinions towards the 

content of a service guarantee. Further research by replicating the research in other countries 

or conducting a multinational study in countries that use public service guarantees would 

increase the external validity of my findings.  

 

Managerial implications 

An effective public service guarantee sets clear standards for customers and employees, it 

creates team spirit and pride, it generates customer feedback, it promotes focus on customers, 

improves performance to customers and increases customer satisfaction (based on Hart, 1988; 

McCollough, 2010). It could contribute in creating public customer-supplier relationships 

with citizens as customers with more power, similar to the private sector, as was the original 

intention of the UK Government for implementing public service guarantees named Citizen’s 

Charters (see also section 1.2.). But in order to achieve these effects it is important that 

service guarantees are properly designed. Chapter 2 offers an overview of the important 

service guarantee characteristics. A public service guarantee should be a multi attribute-

specific guarantee with specific promises that can be checked by customers. The promises 

reflect the most important service attributes for customers. The research as presented in the 

Chapters 3 and 4 offers guidance concerning service guarantee compensation. Compensation 

should always be offered after a service guarantee violation since this has positive effects on 

perceived justice and post-recovery satisfaction.  

 

In Chapter 4 prosocial compensation is studied as an alternative for the traditional monetary 

compensation. It shows that prosocial compensation also improves customers’ evaluations 

and on top of this has a positive effect on CSR-image. In this way service guarantees could 

contribute to not only fulfilling the ethical obligations to compensate customers but also to the 

philanthropic obligations of organisations by offering money to good causes. These results of 

the Chapters 2, 3 and 4 could be translated into a set of guidelines for the content of public 

service guarantees. Organisations developing a service guarantee could use this for the design; 

organisations already using a service guarantee could use it to review and improve their 

current service guarantee. 
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7.3. The study of the effective implementation of a public service guarantee 

Having studied the content of service guarantees in public settings, the last two research 

questions of this dissertation focussed on the effective implementation of a public service 

guarantee that increases customer centeredness of the organisation and improves customer 

satisfaction: What are the enablers for effectively implementing a public service guarantee by 

a single organisation? (RQ4) and What are the enablers for effectively implementing a public 

service guarantee by a service delivery network? (RQ5). In other words, I studied the 

implementation by looking at a single organisation as well as a network situation.  

 

Main findings 

In Chapter 5, I researched the enablers for implementing a service guarantee in a single 

organisation. Enablers are elements of processes, structures or states that are necessary 

antecedents to an effective implementation of a service guarantee (Kashyap, 2001). The 

research involving public service guarantee experts resulted in the Public Service Guarantee 

Implementation (PSGI)-Framework. The research for a service delivery network involving the 

managers of a stroke service resulted in the Network Framework. The clusters of both 

frameworks and their similarities and differences are presented in Table 19. When comparing 

both frameworks, three main conclusions can be made. The first conclusion is that there are 

many similarities between the clusters ‘Leadership’, ‘Empowerment of employees’ and 

‘Continuous improvement’ of the PSGI-Framework and the clusters ‘Strategy and managerial 

commitment’, ‘Employee focus’ and ‘Patient focus’ of the Network Framework. The labels of 

these clusters are different but the enablers in them have many similarities. When analysing 

the three clusters of the PSGI-Framework, five organisational ‘key enablers’ emerge for the 

implementation on an organisational level. These are (1) top management commitment (e.g. 

having a vision on the customer and customer orientation, commitment for and actively 

promoting the service guarantee), (2) linking the service guarantee to the strategy (e.g. service 

guarantee implementation as a part of a broad customer-centric program, positioning the 

service guarantee as an instrument to improve service quality), (3) active involvement and 

empowerment of employees (e.g. active involvement in implementation, commitment to the 

content of the service guarantee, authority to act, possibilities to deviate from standard 

procedures), (4) active customer involvement (e.g. customer research, use of customers’ 

wishes and expectations) and (5) continuous reflecting, learning and improving (e.g. use of 

feedback mechanisms, measuring the realisation of promises, improvement of operations).  
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The full scope of the enablers for implementing a service guarantee on an organisational level 

shows that it is not a quick fix but it takes time. All stakeholders (e.g. management, 

employees and customers) have to be actively involved. The picture emerges that 

implementing a service guarantee is not a standalone initiative, but should be part of a broader 

customer centeredness initiative like Total Quality Management (TQM). The enablers have 

many similarities with the five principles of TQM: customer focus, process focus, teamwork, 

employee participation and continuous improvement (Murray and Chapman, 2003). This 

could lead to the idea that a TQM-approach may be necessary to implement a service 

guarantee effectively.  

 

Table 19. Comparing the PSGI-Framework and the Network Framework 
PSGI-Framework Network Framework  

Cluster: Leadership Cluster: Strategy and managerial 
commitment 

Clusters with many similarities in both 
frameworks 

Cluster: Empowerment of employees Cluster: Employee focus 
Cluster: Continuous improvement Cluster: Patient focus and Sub cluster: 

Continuous improvement  
 Cluster: Chain chemistry Two additional specific network 

clusters for the network framework Cluster: Chain characteristics 
Cluster: Steering and managing the 
project  

Two additional clusters on project 
management and project organisation 

Cluster: The way of implementation 
 

The second conclusion is that, on top of the enablers on a single organisational level, there are 

several network-specific enablers influencing the effectiveness of the implementation (see 

Table 19). These are represented in the two clusters ‘Chain chemistry’ and ‘Chain 

characteristics’ of the Network Framework. The cluster ‘Chain chemistry’ concerns trust 

between partners, willingness to cooperate, putting the chain before the interests of the 

individual organisation and having one organisation in the lead. The cluster ‘Chain 

characteristics’ consists of enablers like the structure of the chain and the extent of 

integration. Especially these two clusters show that implementing a service guarantee in a 

network offers additional challenges compared with a single organisation. Differences in 

leadership, policy, priorities and culture between organisations can make an implementation 

in a network setting more difficult.  

 

The third conclusion is that in the Network Framework two additional clusters of enablers 

(‘Steering and managing the project’ and ‘The way of implementation’) were identified that 

were not included in the PSGI-Framework. In the PSGI-Framework some enablers on this 

issue are part of the ‘Leadership’ cluster, but the focus has not been directed towards this 
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aspect. In the single case study leading to the Network Framework there was also a focus on 

the specific project-organisation and way of implementation. Although these enablers are not 

specific clusters in the PSGI-Framework these enablers are nonetheless important for a single 

organisation during the service guarantee implementation. 

 

Contributions to theory 

This research contributes in four ways to theory. First, both the PSGI-Framework and the 

Network Framework are an extension to public service guarantee literature. Both research 

based frameworks are the first addressing the enablers for implementing a public service 

guarantee. Second, the PSGI-Framework, although developed in a public setting, could 

contribute to marketing and services management literature. As explained in section 1.5, 

beside the anecdotal papers and the case studies on enablers there is only one research-based 

paper on the common mistakes of implementing service guarantees (McColl and Mattsson, 

2011). Based on 22 interviews with ten private organisations using a service guarantee a list 

with the most important mistakes was developed. In Table 20 an overview is given of the nine 

mentioned common mistakes and these are related to the five organisational key enablers 

found in this dissertation (see first conclusion of the main findings in this section). 

 

Table 20. Comparing common mistakes and organisational key enablers 
Common mistakes (McColl and Mattsson, 2011) Organisational key enablers (this dissertation) 
1. Inadequate or non existent pre-launch market research 
(customers, industry standards, competition, legal 
environment) 

Customer research provides input for the enabler active 
customer involvement. Other sources are not included in 
the enablers 

2. Unclear definition of the role of the service guarantee Integrated in linking the service guarantee to the strategy 
3. Inadequate testing of alternative promises among 
customers 

Not included in the enablers 

4. Inadequate organisation-wide involvement of key 
managers 

Integrated in management commitment 

5. No full knowledge of staff members of procedures for 
processing a guarantee claim 

Is a part of active involvement and empowerment of 
employees  

6. Lack of consultation with key functional managers Integrated in management commitment 
7. Lack of CEO commitment Integrated in management commitment 
8. Ambiguous assignment of responsibility for on-going 
management of the guarantee (no use of phases of 
feedback and review) 

Integrated in continuous reflecting, learning and improving 

9. Absence of performance evaluations (e.g. number of 
payments) 

Integrated in continuous reflecting, learning and improving 

 

When comparing the common mistakes (column 1) and the organisational key enablers 

(column 2) there seems to be a large overlap. But there are also some differences. The 

common mistakes 1 (‘inadequate or non existent pre-launch market research’) and 3  

(‘inadequate testing of alternative promises among customers’) are missing in the 
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organisational key enablers. On the other hand, several employee-related key enablers are 

missing in common mistake 5 (‘no full knowledge of staff members of procedures for 

processing a guarantee claim’). This seems to justify the conclusion that this research also 

could contribute to the know-how on implementing service guarantees in private settings. 

Third, the Network Framework contributes to both public and private public service guarantee 

literature by lifting the service guarantee concept from the current studied level of the single 

organisation to the level of a service delivery network jointly organising one customer 

journey. Since organisations are organising themselves in service delivery networks more and 

more often (Tax et al., 2013), a network service guarantee could become more frequently 

used and become more important in the future. Fourth, Chapter 6 contributes to 

implementation science in healthcare (e.g. Damschroeder et al., 2009; Moullin et al., 2015). It 

expands implementation research on integrated care services (Wensing et al., 2006) and 

managed networks (Tremblay et al., 2016) that is often focussed on innovations in specific 

pathways like asthma, cancer, heart failure and stroke (Greenhalgh et al., 2004) in order to 

improve medical outcomes. This research is focussed on a quality management innovation in 

such a network in order to improve patient satisfaction. It offers a holistic overview of the 

organisational conditions (enablers) that have to be in place in order to implement a service 

guarantee effectively.  

 

Further research 

Over the course of the two empirical Chapters 5 and 6, two research questions were 

investigated using different qualitative research methods. In these chapters the limitations of 

the research (methods) used and the suggestions for further research are mentioned. I here 

give some avenues for further research on three issues. The first concerns the development 

and validation of a new framework. The PSGI-Framework offers a strong basis depicting the 

enablers influencing the effectiveness of an implementation. However the research of McColl 

and Mattsson (2011) and my research for Chapter 6 offer a limited number of additional 

possibly relevant enablers. In a follow-up research an even more complete framework could 

be built that is validated by testing it in several organisations. A second interesting avenue for 

further research is comparing the PSGI-Framework and the Network Framework with 

commonly used excellence models. Examples of these models are the Excellence Model of 

the European Foundation for Quality Management (EFQM) and the framework for The 

Malcolm Baldrige National Quality Award (Assif and Gouthier, 2014; Bou-Llusar et al., 

2005; Gouthier et al., 2012; Murray and Chapman, 2003) or the Path to Customer Centricity 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 139PDF page: 139PDF page: 139PDF page: 139

 139 

(Shah et al., 2006) and Service Excellence (Assif and Gouthier, 2014; Gouthier et al., 2012). 

An additional interesting next step could be to research the positive relationship between the 

enablers and the results within an organisation as Bou-Llusar et al. (2005) have done for the 

EFQM-Model. Finally it would be interesting to research the effects of organisational 

characteristics like size, type of public agency and the way of financing the organisation on 

the importance of certain enablers.      

 

Managerial implications 

An important condition for achieving the objectives of an improved customer centeredness 

and customer satisfaction is a properly implemented service guarantee with all the important 

enablers in place. This research resulted in PSGI-Framework for a single organisation and a 

Network Framework for a service delivery network using one shared service guarantee. Both 

frameworks consist of a number of organisational enablers that could be addressed and put in 

place to make a service guarantee implementation effective. Both frameworks could be 

translated into checklists or audit tools to assess strengths and weaknesses in the 

implementation of a service guarantee. Results of such an assessment show management the 

necessary measures to take and help in deciding how to implement the service guarantee. 

Using such a checklist in a pre-implementation phase could show top management what it 

takes for the organisation and have a well-informed decision to start implementing a service 

guarantee. Such a checklist could also be used in a post-implementation phase to determine in 

an audit to what extent the organisation supports an already implemented service guarantee. 

 

7.4. Building bridges between public and private sectors 

The main objective of this dissertation was to shed light on service guarantees in the public 

domain. Doing so made it possible to build a bridge between public and private management 

scholarship. Based on past research on performance management (Hvidman and Calmar 

Andersen, 2013) and decision-making practices (Nutt, 2006) showing that public management 

is not similar to private management, there was the expectation that this could also be the case 

for designing and implementing a public service guarantee. Public-private differences in 

customer-supplier relationships, funding, control and ownership (e.g. Boyne, 2002; Bozeman, 

1987) could cause these differences. This dissertation makes it possible to reflect on the 

similarities and differences between the two settings. 
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Based on literature stating that public and private customer-supplier relationships are different 

(see Sections 1.4. and 1.5.), there seemed to be a need to conduct additional research in public 

settings. The results however show that despite these possible public-private differences, there 

are many similarities in the design of public and private service guarantees. Note that this 

conclusion is based on scenarios with direct-exchange situations where the public customers 

had to pay directly for the services instead of services being payed through taxpayers’ money. 

Because of differences in funding and control between public and private organisations (e.g. 

Boyne, 2002; Bozeman, 1987) there were possibly also public-private differences in the 

implementation of a public service guarantee. The results of the research presented in the 

Chapters 5 and 6, however, showed that the enablers of the PSGI-Framework and the 

Network Framework did not show public-specific enablers like for example political 

involvement. It seems that also concerning the implementation there are many public-private 

similarities.  

 

These results support the notion that public customer relationships and public management 

are becoming more and more similar to private settings (Van der Walle, 2016). The increasing 

commercialisation of public services, and the introduction of many private management and 

customer service innovations (like service guarantees), may have shifted customers’ 

expectations to levels similar to those found in the private sector (Clarke et al., 2007; 

Needham, 2006). Also customers’ experiences in private settings might influence their service 

expectations (Clarke et al., 2007). Therefore, public organisations increasingly approach 

citizens as customers (Aberbach and Christensen, 2005) in order to satisfy their needs 

(Vigoda, 2002). This development shows the necessity to build bridges between public 

management literature on the one hand and marketing and services management literature on 

the other hand.  

 

7.5. Conclusion 

This dissertation provides theoretical insights and empirical data on public service guarantees. 

Moreover, it provides practitioners valuable guidelines for working with service guarantees in 

order to increase the customer centeredness of their organisation or network and improve 

customer satisfaction. By combining the results of the five empirical chapters it becomes clear 

that a careful design and implementation of a service guarantee is as important in the public 

sector as it is in the private sector. Implementing a service guarantee is not a fad, a marketing 

trick, or one of the many action points of a management agenda. A good public multi-attribute 
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specific service guarantee contains several specific promises, is based on customers’ 

preferences and contains an explicit or implicit promise to compensate customers. Customers 

receive compensation after a service guarantee violation. This can be in terms of a monetary 

compensation, a prosocial compensation or another type of psychological compensation. 

Compared with a monetary compensation, this prosocial compensation has the additional 

advantage of contributing to the CSR-image of the organisation.  

 

To make sure the service guarantee is used in a coherent way and service guarantee violations 

and even worse double deviations are prevented, all the important enablers should be 

addressed during the implementation. A service guarantee implementation should not be a 

standalone project but is part of a major change program towards customer centricity using a 

holistic management approach like TQM or Service Excellence. This eventually could lead to 

a service guarantee that really acts as a signal of quality to potential customers and improves 

customer-supplier relationships.  
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Summary 

This dissertation focuses on the concept of service guarantees used in public settings. In a 

service guarantee an organisation explicitly promises specific levels of service, or even total 

satisfaction, to its customers. It also promises that when this first promise is violated, the 

customer will be compensated. The concept has received much attention in private settings, 

but although service guarantees are also used in public settings there are no research-based 

guidelines for the content and implementation of a public service guarantee. In this 

dissertation the characteristics of an effective public service guarantee are determined first. 

One of the design elements of a service guarantee is compensation. The dissertation identified 

the effects of monetary and prosocial compensation on customers’ evaluations and compares 

the effects to a situation without compensation. In the case of prosocial compensation it is not 

the customer who receives the compensation, but compensation is donated by the organisation 

to a charitable cause on behalf of the customer. Organisational aspects of implementing the 

concept are investigated next. The dissertation reveals the enablers for effectively 

implementing a public service guarantee by a single organisation and by a service delivery 

network. For researching the content and implementation of a public service guarantee, a 

multi method approach was used including five experiments involving Dutch students and 

US-citizens as well as qualitative research methods like Delphi, concept mapping, focus 

group, case study with in-depth interviews and inductive analysis based on Grounded Theory.  

 

The General Introduction (Chapter 1) describes the concept of service guarantees used in 

public and private settings. The focus of this dissertation is presented followed by the five 

research questions. The first focuses on the content of a service guarantee, the second and 

third on the effects of monetary and prosocial service guarantee compensation on customers’ 

evaluations. The last two research questions focus on the enablers for effectively 

implementing a service guarantee in a single public organisation and in a public service 

delivery network. In the last two sections also the differences between the public and private 

sectors are discussed that possibly have an effect on the content and implementation of a 

public service guarantee. 

 

Chapter 2 describes the results of a Delphi study researching the characteristics of the 

content of a public service guarantee. Based on a literature study a list with potential 

important service guarantee characteristics of the scope, the compensation and the payout 

process was developed. In three voting rounds, an expert panel of 37 public service guarantee 
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experts determined the importance of these characteristics. Results concerning the scope 

showed that ideally a public service guarantee is easy to understand by employees and 

customers and is specific and easy for customers to check whether the promised service levels 

are met. The scope is focused on the most important aspects of the service provision for 

customers. A multi attribute-specific guarantee is preferred, while an unconditional 

satisfaction guarantee is rejected. Concerning the compensation, the amount should not be 

considerable. There was much less consensus among the experts on other characteristics. For 

example about 60% of the experts had the opinion that offering compensation in case of a 

service guarantee failure was not desirable. Concerning the payout process, results showed 

that there should be clear rules with respect to the application of the compensation and if 

offered, it should be easy to receive.  

 

Chapter 3 focuses on the compensation in a public service guarantee. Monetary 

compensation is a strategy commonly used in private settings, but less so in public settings. 

Ultimately, it is customers that determine if compensation is effective in improving their 

evaluations. Therefore an experimental study was conducted consisting of two vignette 

studies (Dutch students N=157; US-citizens N=937) researching the discriminatory effects of 

promising and offering monetary compensation in public and private service recovery 

settings. I measured customers’ perceived distributive justice, procedural justice, negative 

emotions and post-recovery satisfaction. The results showed that compensating customers for 

a service failure led to more positive evaluations than not offering compensation. Explicitly 

promising compensation had no effects on perceived justice and post-recovery satisfaction in 

service recovery settings. However, promising compensation and not offering it (a double 

deviation) led to a strong decrease in all customers’ evaluations. Despite differences between 

public and private customer-supplier relationships, these effects were similar in the public and 

private settings researched. 

 

Chapter 4 describes the results of a second study on service guarantee compensation. The 

effects of prosocial compensation on customers’ evaluations were researched. In the first 

experiment researching the signalling effects on potential customers (US-citizens N=603) the 

effects of promising no compensation, a monetary compensation and two types of prosocial 

compensation (fixed cause and cause chosen by customer) were researched. This experiment 

showed that both prosocial compensation and a monetary compensation had more positive 

effects on corporate image, perceived credibility and word-of-mouth (WOM)-intent than not 



516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM516437-L-bw-Thomassen-SOM
Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018Processed on: 16-1-2018 PDF page: 163PDF page: 163PDF page: 163PDF page: 163

 163 

promising any compensation. For these three dependent variables prosocial and monetary 

compensation had similar effects. However, prosocial compensation had more positive 

signalling effects on corporate social responsibility (CSR)-image than a monetary 

compensation. There were no differences between the public and private settings. This study 

showed that explicitly promising compensation had positive signalling effects in a situation of 

potential customers seeing a service guarantee on the website. In two additional experiments 

(Dutch students N=148; US-citizens N=633) the perceived justice effects of offering 

compensation were researched in service recovery situations again comparing prosocial 

compensation with a monetary compensation and a situation where neither compensation was 

promised nor offered. Results showed that prosocial compensation led to improved 

customers’ evaluations of perceived justice and post-recovery satisfaction compared with 

neither promising nor offering compensation. However, offering a monetary compensation 

led to even better customers’ evaluations than prosocial compensation. These last two 

experiments thus showed that offering monetary and prosocial compensation had positive 

effects on customers’ evaluations. This study showed also that prosocial compensation could 

be an interesting new CSR-practice since it contributes to CSR-image and fulfilling the 

philanthropic as well as the ethical responsibilities of the organisation.  

 

Chapter 5 describes the results of a concept mapping study with an integrated Delphi study 

determining the enablers for the effective implementation of a service guarantee in a single 

public organisation. A total of 45 experts have cooperated in this research. Based on a 

literature review a list with potential enablers was developed. In three voting rounds experts, 

who had worked with public service guarantees in the Netherlands, selected the most 

important enablers. This list was the basis for the following step in which experts individually 

clustered the enablers. Next a clustering and graphical presentation of the enablers was 

developed using multidimensional scaling analysis (ARIADNE software). This led to the 

Public Service Guarantee Implementation (PSGI)-Framework. This framework consists of 

three clusters, ten sub clusters and a total of 44 enablers. The clusters are ‘Leadership’, 

‘Empowerment of employees’ and ‘Continuous improvement’. It shows that implementing a 

service guarantee requires a structured change management process that addresses both 

structures/systems and cultural aspects.  

 

Chapter 6 describes the results of a single case study researching the enablers for the 

effective implementation of a public service guarantee in a service delivery network. For 
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customers being serviced by several organisations in one customer journey it makes sense that 

they are offered one service guarantee instead of one guarantee per involved organisation. 

Since this practice is still rare, a single case study of a healthcare network for service after 

suffering a stroke consisting of five organisations was used. Relevant documents were studied 

followed by individual semi-structured interviews with all managers responsible for the 

implementation of the service guarantee. Interview transcripts were analysed using Glaser’s 

approach to inductively develop a framework of these enablers. This resulted in a Network 

Framework of seven clusters with a total of 27 enablers. Three clusters are similar to those of 

the PSGI-Framework; two are on the specific way of implementing and the project 

organisation. There are also two specific clusters (‘Chain chemistry’ and ‘Chain 

characteristics’) typically important for the effective implementation of a service guarantee in 

a network context. This shows that implementing a network service guarantee could even be 

more difficult than one for a single organisation. 

 

The General Discussion (Chapter 7) reflects on the results of the Chapters 2-6. Combining 

the results it becomes clear that a public service guarantee should preferably have a multi 

attribute-specific design with several specific promises. These promises reflect the aspects of 

service important to customers. Therefore it is important to involve customers in designing 

and implementing a service guarantee. It could also contain an explicit formulated 

compensation. This could be a monetary or a prosocial compensation. The advantage of using 

prosocial compensation is that it contributes to the organisation’s CSR-image and to fulfilling 

philanthropic and ethical CSR-responsibilities. This research has proven that promising to 

offer compensation but not offering it leads to extreme negative customers’ evaluations. 

Therefore, a well-structured implementation that takes time and effort is of great importance. 

Preferably, a service guarantee is not implemented as a standalone concept, but as a part of a 

larger customer-centric change process. A service guarantee is not a goal in itself, but a means 

to improve the customer-centricity of the organisation, signal service quality to (potential) 

customers and strengthen customer relationships. Similar to private settings, a service 

guarantee in a public setting can be a powerful concept to realise these goals, but 

organisations should not be too light-hearted in the decision to start implementing it.    
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Samenvatting 

Dit proefschrift richt zich op het gebruik van servicegaranties in de publieke dienstverlening. 

Een organisatie belooft haar klanten in een servicegarantie specifieke servicelevels of zelfs  

volledige klanttevredenheid. De servicegarantie geeft tevens aan dat als deze beloften niet 

waar worden gemaakt de klant hiervoor wordt gecompenseerd. Dit concept heeft aandacht 

gekregen in de commerciële/private dienstverlening, maar ondanks het feit dat het ook in de 

publieke dienstverlening wordt gebruikt, zijn er geen op onderzoek gebaseerde richtlijnen 

voor de inhoud en het implementeren van publieke servicegaranties. In dit proefschrift 

worden eerst de ontwerpkenmerken van een publieke servicegarantie vastgesteld. Een van de 

elementen van een servicegarantie is de compensatie. Deze is diepgaand onderzocht door de 

effecten van een financiële en een pro-sociale compensatie op de klant te bepalen. In het geval 

van pro-sociale compensatie is het niet de klant die de compensatie ontvangt maar deze wordt 

door de organisatie namens de klant aan een charitatieve instelling gedoneerd. Hierna worden 

de organisatie-aspecten van het implementeren van een servicegarantie onderzocht. De 

factoren die bijdragen aan een effectieve implementatie van een servicegarantie worden 

onderzocht voor een enkele organisatie en een netwerk van dienstverlenende organisaties. 

Voor dit onderzoek naar het ontwerpen en implementeren van een publieke servicegarantie 

zijn verschillende onderzoeksmethoden gebruikt waaronder vijf experimenten met 

Nederlandse studenten en VS-burgers en verder kwalitatieve onderzoeksvormen zoals Delphi, 

concept mapping, focusgroep, case studie met diepte-interviews en een inductieve analyse 

conform Grounded Theory.  

 

De introductie (Hoofdstuk 1) beschrijft het concept van servicegaranties dat wordt gebruikt 

in zowel de commerciële als publieke dienstverlening. In de volgende paragrafen worden de 

focus van dit proefschrift en de vijf onderzoeksvragen behandeld. De eerste richt zich op het 

ontwerp van een publieke servicegarantie, de tweede en de derde op de effecten van een 

financiële en een pro-sociale compensatie op de klant. De laatste twee onderzoeksvragen 

richten zich op factoren die van invloed zijn op het effectief implementeren van een 

servicegarantie in een publieke organisatie en een netwerk van organisaties in de publieke 

sector. In de betreffende paragrafen komen de verschillen tussen de publieke en private 

sectoren aan de orde die mogelijk een effect hebben op het ontwerp en de implementatie van 

een publieke servicegarantie. 
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Hoofdstuk 2 beschrijft de resultaten van een Delphi studie gericht op het ontwerp van de 

inhoud van een publieke servicegarantie. Op basis van een literatuurstudie is een lijst met 

mogelijke kenmerken van de belofte, de compensatie en het compensatieproces van een 

servicegarantie ontwikkeld. Een panel bestaande uit 37 publieke servicegarantie experts heeft 

vervolgens in drie stemronden het belang van deze kenmerken vastgesteld. De resultaten met 

betrekking tot de belofte laten zien dat de inhoud idealiter gemakkelijk te begrijpen moet zijn 

voor medewerkers en klanten, concreet is en door klanten gemakkelijk te controleren is of de 

beloften wel/niet zijn waargemaakt. De beloften hebben betrekking op de voor de klant 

belangrijkste aspecten van de dienstverlening. Dit onderzoek laat zien dat een servicegarantie 

met meerdere specifieke beloften de voorkeur heeft, een volledige tevredenheidsgarantie heeft 

dit niet. De omvang van de compensatie dient beperkt te zijn. De experts zijn echter minder 

eensgezind voor wat betreft de compensatie. Bijvoorbeeld 60% van de experts is van mening 

dat het niet gewenst is om klanten een compensatie te bieden in het geval van het niet voldoen 

aan de beloften in de servicegarantie. De experts zijn ten aanzien van het compensatieproces 

van mening dat er concrete regels voor de aanvraag van een compensatie zouden moeten zijn 

en als deze er is, dan moet de ontvangst ervan gemakkelijk zijn voor de klant. 

 

Hoofdstuk 3 richt zich op de compensatie in een servicegarantie. Financiële compensatie 

wordt algemeen gebruikt in de commerciële, maar veel minder in de publieke dienstverlening. 

Het zijn uiteindelijk de klanten die kunnen aangeven of een compensatie helpt bij het 

verbeteren van hun ervaringen. Vandaar dat een experimenteel onderzoek is uitgevoerd 

bestaande uit twee vignettestudies (Nederlandse studenten N=157; VS-burgers N=937) om zo 

de afzonderlijke effecten van het beloven en aanbieden van een financiële compensatie te 

bepalen. Dit is gemeten in situaties waarin fouten in de dienstverlening zijn gemaakt in 

publieke en private dienstverlening. De afhankelijke variabelen waren: ervaren 

rechtvaardigheid, negatieve emoties en tevredenheid na een servicefout. De resultaten laten 

zien dat het aanbieden van een compensatie aan klanten na een fout leidt tot een meer 

positieve waardering dan als er geen compensatie wordt aangeboden. De compensatie 

expliciet beloven heeft geen effect op de afhankelijke variabelen. Echter, een compensatie 

beloven en deze vervolgens niet aanbieden (een tweede fout na de initiële servicefout) leidt 

tot een sterk negatief effect op alle variabelen. Ondanks de verschillen tussen klantrelaties in 

publieke en private settings zijn deze effecten gelijk in de onderzochte publieke en private 

scenario’s.  
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Hoofdstuk 4 beschrijft de resultaten van een tweede studie met betrekking tot de compensatie 

in een servicegarantie. Hierin zijn de effecten van pro-sociale compensatie op klanten 

onderzocht. Deze vorm van compensatie is niet eerder onderzocht. In het eerste experiment, 

gericht op de signaaleffecten op potentiele klanten (VS-burgers N=603), zijn de effecten van 

het niet beloven van compensatie, een financiële compensatie en twee vormen van pro-sociale 

compensatie (een vast goed doel en keuze van het goede doel door de klant) vastgesteld. Dit 

experiment laat zien dat het beloven van een financiële en pro-sociale compensatie dezelfde, 

maar meer positieve effecten heeft op het bedrijfsimago, de geloofwaardigheid van de 

organisatie en de intentie tot mond-tot-mond reclame dan geen compensatie beloven. Pro-

sociale compensatie heeft echter een meer positief effect op het imago van maatschappelijk 

verantwoord ondernemen (MVO) dan de financiële compensatie. Er waren hierbij geen 

verschillen tussen de onderzochte publieke en private scenario’s. Deze studie laat zien dat het 

expliciet beloven van pro-sociale en financiële compensatie positieve signaaleffecten heeft. In 

twee aanvullende experimenten (Nederlandse studenten N=148; VS-burgers N=633) zijn de 

effecten van compensatie op de ervaren rechtvaardigheid en tevredenheid onderzocht. In 

situaties van een servicefout zijn de effecten van het aanbieden van financiële en pro-sociale 

compensatie vergeleken met die van het niet beloven en niet aanbieden van compensatie. De 

resultaten laten zien dat pro-sociale compensatie leidt tot een meer positieve ervaren 

rechtvaardigheid en tevredenheid dan geen compensatie beloven en aanbieden. Echter, een 

financiële compensatie aanbieden leidt tot nog positievere resultaten op deze variabelen dan 

een pro-sociale compensatie. Deze twee laatste experimenten laten zien dat het aanbieden van 

pro-sociale compensatie na een servicefout positieve effecten heeft op de klant. Dit onderzoek 

toont aan dat pro-sociale een interessante praktijk in het kader van MVO kan zijn daar het 

zowel bijdraagt het MVO-imago, aan het vervullen van de filantropische als de ethische 

verantwoordelijkheden van de organisatie. 

 

Hoofdstuk 5 beschrijft de resultaten van een concept mapping studie met een geïntegreerde 

Delphi studie voor het bepalen van de factoren van invloed op het effectief implementeren 

van een servicegarantie in een publieke organisatie. In totaal hebben 45 Nederlandse experts 

die met publieke servicegaranties hebben gewerkt, aan dit onderzoek bijgedragen. Op basis 

van een literatuur studie is een lijst met mogelijke factoren ontwikkeld. Experts hebben 

vervolgens in drie stemronden de belangrijkste factoren vastgesteld. Deze vormden de basis 

voor de volgende stap waarin de experts op individuele wijze de factoren hebben geclusterd. 

Vervolgens is een clustering en grafische weergave hiervan ontwikkeld met gebruikmaking 
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van een multidimensionale scaling analyse (ARIADNE software). Dit heeft geresulteerd in 

het Publiek Service Garantie Implementatie Model. Dit model bestaat uit drie clusters, tien 

sub clusters en in totaal 44 factoren. De clusters zijn ‘Leiderschap’, ‘Empowerment van 

medewerkers’ en ‘Continue verbetering’. Het model laat zien dat een servicegarantie 

implementeren om een gestructureerd veranderproces vraagt waarin zowel aandacht is voor 

structuur/systemen als de cultuur.   

 

Hoofdstuk 6 beschrijft de resultaten van een casestudie waarin de factoren voor de effectieve 

implementatie van een servicegarantie in een netwerk van serviceorganisaties zijn onderzocht. 

Voor klanten die door meerdere organisaties in één klantreis worden geholpen, is het zinvol 

dat er één servicegarantie voor de hele klantreis is in plaats van een servicegarantie per 

organisatie. Daar deze praktijk nog niet veel voorkomt, is gekozen voor een enkele casestudie 

betreffende een netwerk bestaande uit vijf medische instellingen voor de behandeling van 

patiënten met een beroerte. Relevante documenten zijn bestudeerd waarna individuele 

semigestructureerde interviews hebben plaatsgevonden met alle managers verantwoordelijk 

voor de implementatie van de servicegarantie. De interviewtranscripten zijn vervolgens 

geanalyseerd conform de aanpak van Glaser om zo op inductieve wijze een model van de 

factoren te ontwikkelen. Dit heeft geresulteerd in een Netwerk Model bestaande uit zeven 

clusters en 27 factoren. Drie clusters zijn gelijk aan het Publiek Service Garantie 

Implementatie Model, twee hebben betrekking op de wijze van implementatie en project 

organisatie. Het model bevat ook twee netwerk specifieke clusters die van belang zijn voor de 

implementatie van een netwerk servicegarantie (‘Keten chemie’ en ‘Keten karakteristieken’). 

Dit  zou kunnen betekenen dat het implementeren van een servicegarantie binnen een netwerk 

nog moeilijker is dan voor een enkele organisatie. 

 

De discussie (Hoofdstuk 7) reflecteert op de resultaten van de Hoofdstukken 2-6. Door het 

combineren van de resultaten ontstaat het beeld dat de belofte in een publieke servicegarantie 

bij voorkeur bestaat uit meerdere concrete beloften. Deze hebben betrekking op de voor de 

klant belangrijke aspecten van de dienstverlening. Daarom is het belangrijk om klanten te 

betrekken bij het ontwerp en de implementatie van een servicegarantie. Een  publieke 

servicegarantie kan een expliciet geformuleerde compensatie bevatten. Dit kan een financiële 

maar ook een pro-sociale compensatie zijn. Het voordeel van het gebruik van een pro-sociale 

compensatie is dat deze bijdraagt aan het MVO-imago en helpt aan de filantropische en 

ethische verplichtingen te voldoen. Dit onderzoek toont aan dat een compensatie beloven, 
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maar vervolgens niet aanbieden leidt tot een zeer negatieve klantbeoordeling. Vandaar dat een 

goed gestructureerde implementatie die tijd en inspanning vraagt van belang is. Bij voorkeur 

wordt een servicegarantie niet ‘los’ geïmplementeerd, maar als een onderdeel van een 

omvangrijk verandertraject in het kader van klantgerichtheid. Een servicegarantie is geen doel 

op zich maar een middel om de klantgerichtheid van de organisatie te vergroten, om zo een 

hoge kwaliteit uit te stralen naar (potentiele) klanten en om de band met klanten te versterken. 

Een servicegarantie kan een krachtig concept zijn om deze doelen te realiseren, maar 

organisaties zouden de beslissing om er een te implementeren niet te lichtvaardig moeten 

nemen. 
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Appendix I - Service guarantee definitions 	

In this appendix to section 1.1. an overview of 20 service guarantee definitions used in 

literature is presented in alphabetical order of the (first) author. Since the term ‘service 

charter’ is often used in public management literature, three definitions (1, 17 and 18) use this 

term. 

 

1. Charters are, essentially, a formal contract between the public service provider and their 

customers (Aldridge and Rowley, 1998 p. 27). 

2. A service guarantee promises the customer that if the service delivery system does not 

meet certain performance standards, the customer is entitled to an economic and/or 

noneconomic payout (Baker and Collier, 2005 p. 197). 

3. A service guarantee is a formal commitment by a service provider designed to reduce a 

customers’ loss in the event of a service failure (Berman and Mathur, 2014 p. 108). 

4. A service guarantee is a tool to systematize and formalise the recovery process (Björlin 

Lidén and Skålen, 2003 p. 37). 

5. Service guarantees are a formalised recovery technique that is used for dealing with 

service failures and learning from the experience (Björlin Lidén and Sandén, 2004 p. 2). 

6. A service guarantee is a tangible manifestation of the reliability of the service (Boshoff, 

2002 p. 292). 

7. A service guarantee can be represented as a promise to the customer and is often 

advertised as such (Callan and Moore, 1998 p. 60; Kashyap, 2001 p. 1). 

8. A service guarantee is a kind of warranty that promises a particular level of service to a 

customer and compensation if that level of service is not achieved (Chen et al., 2009 p. 

584). 

9. Service guarantees, in essence, are “a policy, expressed or implied, advertised or 

unadvertised, that commits the operation to making its guests happy” (Evans et al., 1996 

p. 57, Kashyap, 2001 p. 1). 

10. A service guarantee is an explicit commitment to the customer concerning all or part of 

the service process, generally including compensation for the customer if the commitment 

is not honoured (Fabien, 2005 p. 33). 

11. Dienstleistungsgarantien können als Versprechen eines Anbieters definiert werden, dass 

dieser die Voraussetzungen zur Erbringung einer bestimmten Leistung besitzt oder eine 

bestimmte Leistung oder einzelne Leistungsbestandteile in der vom Kunden gewünschten 

Qualität liefert (Fliess and Hogreve, 2007 p. 238; Hogreve and Sichtmann, 2009 p. 347). 
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12. A guarantee is simply a statement explaining the service customers can expect (the 

promise) and what the company will do if it fails to deliver (the payout) (Hart et al., 1992 

p. 20; McDougall et al., 1998 p. 278; Levy, 1999 p. 4; Kashyap, 2001 p. 1; McQuilken 

and Robertson, 2011 p. 953). 

13. A service guarantee is a set of two promises. The first is a promise to provide a certain 

level of service. The second is a promise to compensate the customer in a particular way if 

the first promise is not met (Hays and Hill, 2006 p. 754). 

14. A service guarantee is an explicit promise on the part of the service provider to satisfy 

customers in the performance of a service (Hocutt and Bowers, 2005 p. 8). 

15. A service guarantee is an explicit promise made by the service provider to (a) deliver a 

certain level of service to satisfy the customer and (b) remunerate the customer if the 

service is not sufficiently delivered (Hogreve and Gremler, 2009 p. 324; Van Vaerenbergh 

et al., 2014 p. 45). 

16. Service guarantees are written promises of service performance declared through 

advertising and company literature, making offers of compensation if promises are not 

honoured (McColl and Mattsson, 2011 p. 451). 

17. Service charters are in essence a quality assurance strategy that offers a type of consumer 

guarantee (McGuire, 2002 p. 494). 

18. Service charters list the rights that citizens can expect from public institutions and 

introduce – especially in European continental countries – the notion of putting citizens or 

users first (Torres, 2006 p. 159). 

19. A service guarantee is an extension of a product warranty, but in a service setting (Wong 

et al., 2009).  

20. Service guarantees are formal promises made to customers about the service they will 

receive (Zeithaml and Bitner, 1996 p. 458; McCollough and Gremler, 2004 p. 58; 

McCollough, 2010 p. 28). 
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Appendix II. Vignettes for manipulations of dependent variables 

This appendix to Chapter 3 gives an overview of the vignettes used in the two experiments. 

 
Sector Vignettes 
Municipality (study 
1) 

‘In a month your driving license is expired. You have been at the municipality office to apply for a 
new one (costs approximately 40 euro). After a couple of days you receive a message that it is ready 
for pickup and you go to the municipality office.’  

Visa governmental 
organisation (study 
2) 

‘In a month you have to be in another country for which a travel visa is required which costs you 
approximately 40 dollar. You have ordered it by internet. After a couple of days you receive a 
message that it is ready for pickup at the office (about 20 minutes drive from home) and you go to 
the office.’  

Internet store (study 
1 and 2) 

‘You have made an online order on the web shop of the only store that offers this product (costs 
approximately 40 euro/dollar). It is a gift for a friends’ birthday next month. You have indicated that 
you want to collect the parcel at a pick up point. After a couple of days you receive a message that it 
is ready for pickup and you go to the pick up point (study 2: about 20 minutes drive from home).’ 

All scenarios Followed by…. ‘Now you are at the desk, and the employee informs you that the driving 
license/package/visa (dependent on study and scenario) is not there. The employee checks the system 
and informs you that it is still on its way. It will be available tomorrow’. Only in the four 
‘compensation promised’ scenarios a service guarantee with an explicit compensation was visible 
behind the desk: ‘We keep our promises, if not, you’ll get a gift voucher worth 5 euro/dollar’. Only in 
the four ‘compensation offered’ scenarios the customer received proactively a gift voucher. The 
scenario ends with the customer leaving the hypothetical building. Participants then answer a number 
of questions related to the dependent variables. 

 

 

Appendix III. Scales for dependent variables  

This appendix to Chapter 3 gives an overview of the dependent variables used.  

 
Severity of failure  
 

(1) How would you rate the importance of the service failure? 
(1=unimportant 7= extremely important) 

Distributive justice 
(study 1 α = 0.76; study 2 
α = 0.91) 

(1) The compensation for the inconvenience is fair 
(2) I did not receive what I deserve (R) 
(3) The outcome I received was not fair (R) 
 (1=strongly disagree, 7=strongly agree) 

Procedural justice 
(study 1 α = 0.88; study 2 
α = 0.89) 

(1) The organisation used a good procedure to solve my problem 
(2) If I was an employee of that organisation, I would have acted similarly 
(3) I felt taken seriously 
(1=strongly disagree, 7=strongly agree) 

Negative emotions 
(study 1 α = 0.90; study 2 
α = 0.95) 

(1) How annoyed would you be? 
(2) How irritated would you be? 
(1=not at all, 7=extremely so) 

Post-recovery satisfaction 
(study 1 α = 0.75; study 2 
α = 0.94) 
 

(1) Overall, how satisfied or dissatisfied did this experience make you feel? (1=very 
dissatisfied, 7=very satisfied) 
(2) How well did this service experience meet your needs? (1=not at all, 7=absolutely yes) 
(3) Overall, I am very satisfied with this experience. (1=strongly disagree, 7=strongly agree) 

Realism of scenario (1) To what extent do you think this was a realistic situation?  
(1=not at all realistic, 7=very realistic) 
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Appendix IV. Scales and items used in three experiments  

This appendix to Chapter 4 gives an overview of the scales/dependent variables used in the 

experiments 1 and 2A&B. 

 
Dependent variable Used in 

experiment 
Items 

Corporate image 1 (a) Negative - positive 
(b) Unfavourable - favourable 
(c) Bad - Good 
(d) Dislike - Like 
(7 point scale) 

Credibility 1 (a) I have sincere doubts about the ability of the Internet store/visa governmental 
organisation to keep its promises (R) 
(b) There would be no risk in dealing with this Internet store /visa governmental 
organisation 
(c) I would feel very confident in dealing with this Internet store/visa 
governmental organisation 
(d) I am confident in the ability of this Internet store/visa governmental 
organisation to perform as promised 
(1=strongly disagree, 7=strongly agree), scales are separately presented for both 
sectors 

WOM-intent 1 (a) I would say positive things about this Internet store/visa governmental 
organisation to other people 
(b) If someone talks negatively about this Internet store/visa governmental 
organisation I would argue against it 
(1=most unlikely, 7=most likely), scales are separately presented for both sectors 

CSR-image  1 (a) This Internet store/visa governmental organisation is a social responsible 
organisation 
(b) This Internet store/visa governmental organisation is concerned about the 
well-being of society                         
(c) I think this Internet store /visa governmental organisation has legitimate 
interest in improving society 
(d) Contributing to society appears important to this Internet store/visa 
governmental organisation   
(1=strongly disagree, 7=strongly agree), scales are separately presented for both 
sectors 

Severity of service 
failure 

2A&B (a) How would you rate the importance of the service failure? 
(1=unimportant, 7= extremely important) 

Distributive justice 2A&B (a) The compensation for the inconvenience is fair 
(b) I did not receive what I deserve (R) 
(c) The outcome I received was not fair (R) 
 (1=strongly disagree, 7=strongly agree) 

Procedural justice 2A&B (a) The organisation used a good procedure to solve my problem 
(b) If I was an employee of that organisation, I would have acted similarly 
(c) I felt taken seriously 
(1=strongly disagree, 7=strongly agree) 

Post-recovery 
satisfaction 

2A&B (a) Overall, how satisfied or dissatisfied did this experience make you feel? 
(1=very dissatisfied, 7=very satisfied) 
(b) How well did this service experience meet your needs? (1=not at all, 
7=absolutely yes) 
(c) Overall, I am very satisfied with this experience.  
(1=strongly disagree, 7=strongly agree) 

Realism of the 
scenario  

1, 2A&B (a) To what extent do you think this was a realistic situation?  
(1=not at all realistic, 7=very realistic) 
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Appendix V. Main and interaction effects of three experiments  

This appendix to Chapter 4 gives an overview of the main and interaction effects of the 

experiments 1 and 2A&B. 

 

Experiment 1. Signalling Effects – US-citizens 
Dependent variable Main/interaction effect 
Corporate image compensation F(3,595) = 4.78, p = .003 
 sector F(1,595) = 0.83, p = .363 
 compensation x sector F(3,595) = 0.82, p = .484 
Credibility compensation F(3,595) = 6.28, p = .000 
 sector F(1,595) = 0.04, p = .843 
 compensation x sector F(3,595) = 1.86, p = .136 
WOM-intent 
 

compensation F(3,595) = 7.06, p = .000 
sector F(1,595) = 2.80, p = .095 
compensation x sector F(3,595) = 0.03, p = .991 

CSR-image compensation F(3,595) = 15.13, p = .000 
 sector F(1,595) = 6.21, p = .013 
 compfensation x sector F(3,595) = 0.84, p = .474 

 

Justice Effects: Experiment 2A– Dutch students & Experiment 2B – mainly US-citizens  
 Dependent variable Main/interaction effect 
 Experiment 2A Experiment 2B 
Distributive justice compensation F(2,142) = 13.10, p = .000 F(3,588) = 38.02, p = .000 

sector F(1,142) = 2.57, p = .111 F(1,588) = 3.79, p = .187 
compensation x sector F(2,142) = 0.82, p = .445 F(3,588) = 1.53, p = .205 

Procedural justice compensation F(2,142) = 9.41, p = .000 F(3,588) = 46.62, p = .000 
sector F(1,142) = 1.48, p = .226 F(1,588) = 2.06, p = .152 
compensation x sector F(2,142) = 0.85, p = .431 F(3,588) = 2.54, p = .056 

Post-recovery satisfaction compensation F(2,142) = 3.09, p = .049 F(3,588) = 36.71, p = .000 
sector F(1,142) = 0.29, p = .591 F(1,588) = 1.24, p = .266 
compensation x sector F(2,142) = 0.86, p = .425 F(3,588) = 0.73, p = .534 
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Appendix VI. Summary of Ms and SDs for the dependent variables  

This appendix to Chapter 4 gives an overview of the Ms and SDs for the dependent variables 

of the experiments 1 and 2A&B. 
  
Experiment 1. Signalling Effects – US-citizens 

Dependent variable Compensation Customers’ evaluations 
total  

(N = 603) 
internet store  

(N = 293) 
travel visa  
(N = 310) 

M SD M SD M SD 
Corporate image no compensation (NC) 5.41 1.06 5.28 .96 5.56 1.15 

gift voucher (GV) 5.76 .90 5.82 .80 5.72 .97 
fixed cause (FC) 5.73 1.09 5.71 1.24 5.75 .96 

 cause of customers’ choice (CCC) 5.86 1.14 5.81 1.03 5.91 1.26 
Credibility no compensation (NC) 4.52 .95 4.42 .81 4.63 1.09 
 gift voucher (GV) 4.93 .99 5.09 .83 4.80 1.09 
 fixed cause (FC) 4.99 1.11 4.91 1.15 5.06 1.09 
 cause of customers’ choice (CCC) 4.96 1.18 5.02 1.12 4.89 1.26 
WOM-intent No compensation (NC) 4.09 1.26 3.99 1.16 4.21 1.36 

gift voucher (GV) 4.67 1.24 4.56 1.18 4.75 1.28 
fixed cause (FC) 4.67 1.35 4.61 1.37 4.73 1.33 
cause of customers’ choice (CCC) 4.71 1.41 4.61 1.41 4.81 1.42 

CSR-image no compensation (NC) 4.62 1.14 4.41 1.14 4.86 1.11 
 gift voucher (GV) 4.95 1.13 4.82 1.03 5.05 1.20 
 fixed cause (FC) 5.37 1.11 5.25 1.15 5.47 1.08 
 cause of customers’ choice (CCC) 5.40 1.20 5.38 1.10 5.41 1.30 
 

Experiment 2A. Justice Effects – Dutch students  

Dependent variable Compensation Customers’ evaluations 
total  

(N = 148) 
internet store  

(N = 76) 
municipality 

(N = 72) 
M SD M SD M SD 

Distributive justice gift voucher (GV) 4.31 1.28 4.63 1.27 4.16 1.28 
fixed cause (FC) 3.08 1.32 3.07 1.21 3.10 1.45 
cause of customers’ choice (CCC) 3.40 1.28 3.61 1.07 2.99 1.58 

Procedural justice gift voucher (GV) 5.14 1.44 5.54 1.20 4.94 1.53 
fixed cause (FC) 3.91 1.42 3.84 1.23 3.99 1.63 
cause of customers’ choice (CCC) 4.43 1.54 4.58 1.36 4.12 1.86 

Post-recovery 
satisfaction 

gift voucher (GV) 3.25 1.39 3.38 1.45 3.19 1.37 
fixed cause (FC) 2.60 1.18 2.48 .86 2.74 1.46 
cause of customers’ choice (CCC) 2.96 1.28 3.10 1.19 2.67 1.44 

 

Experiment 2B. Justice Effects – mainly US-citizens  

Dependent variable Compensation Customers’ evaluations 
Total (N=596) Internet store 

(N=298) 
Travel visa 

(N=298) 
M SD M SD M SD 

Distributive justice no compensation (NC) 2.13 1.17 2.05 1.22 2.21 1.21 
gift voucher (GV) 3.88 1.57 4.01 1.48 3.77 1.64 
fixed cause (FC) 3.25 1.50 3.01 1.54 3.47 1.44 
cause of customers’ choice (CCC) 3.47 1.62 3.35 1.59 3.61 1.65 

Procedural justice no compensation (NC) 2.85 1.36 2.75 1.35 2.95 1.36 
gift voucher (GV) 4.75 1.41 4.93 1.33 4.59 1.47 
fixed cause (FC) 3.91 1.55 3.65 1.64 4.17 1.42 
cause of customers’ choice (CCC) 4.17 1.37 4.03 1.38 4.32 1.35 

Post-recovery 
satisfaction 

no compensation (NC) 1.77 1.01 1.74 1.05 1.81 .98 
gift voucher (GV) 3.54 1.66 3.61 1.63 3.49 1.70 
fixed cause (FC) 2.85 1.61 2.67 1.70 3.03 1.51 
cause of customers’ choice (CCC) 3.02 1.56 2.91 1.54 3.14 1.59 
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