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realistic and achievable. They should also be measurable so employees can compare their perfor-
mance against them.

Establishing customer service goals and objectives begins with the customer and his or her point 
of view. Thus, it is the customers who determine what aspects of service are important, how well the 
company currently provides those services, and what additional services they would like. In addition to 
getting the input of their customers on these aspects, companies will often compare their service-level 
performance against the performance of their toughest competitors. Thus, if a start-up airline sought 
to develop customer service objectives, it might consider benchmarking its performance against Virgin 
Atlantic Airlines (Crawley, U.K.), a company known for its attention to enhancing customer service.26

CUSTOMER SERVICE MEASUREMENT
After a company has established its customer service objectives, what measures should it use to assess 
service quality? Some of the measures a restaurant might consider would be the number of customer 
complaints received or, alternatively, compliments from comment cards. It might also solicit direct 
feedback on cleanliness, service promptness, courtesy of all staff, and waiting time.

Data collected using the wrong measures or measures that are simply easy to collect will be  
misleading and may not indicate what is truly important to customers. For example, a call center  
may choose the number of calls processed in any given time period as a measure of customer service 
quality. Nevertheless, “number of calls handled” may not necessarily reflect customer service quality if 
no assessment of customer satisfaction is considered. In fact, this measure could perversely encourage 
call personnel to do what is necessary to get off the line quickly, including providing abrupt or unhelp-
ful service to callers. That is, the measures used to assess quality should indicate to employees what 
their focus should be. Therefore, the measures of customer service should be sufficient in both scope 
and number, reflect customer perceptions of service quality, and send the right message to employees 
about what, in the company’s view, is and is not good-quality customer service.30 Some of the com-
monly used measures, listed in Table 12.1, are based on the dimensions of customer service that we 
discussed earlier in this section.

SERVICE FAILURES AND RECOVERIES
A service failure occurs when an organization’s service performance fails to meet the customer’s 
expectations. Despite the best efforts of an organization, service failures will occur. Examples of 
service failures include late deliveries, delivering incomplete or incorrect orders, and damaged or lost 
products. A service recovery is an effort by the organization to appease dissatisfied customers such 
as offering them refunds, credits, discounts, apologies, or free items or services. The success of a ser-
vice recovery hinges on the strength of the relationship between the customer and the organization 
and the severity of the service failure. If the customer has had a long-standing relationship with the 
organization and has been satisfied with the past service performance by the firm, his or her satisfac-
tion can often be quickly restored with prompt service recovery efforts. Yet, a customer who tends to 
focus more on the transaction and has no prior relationship with the organization may require more 
immediate or expensive service recovery efforts. Consider a situation in which an airline overbooks a 
flight or cancels it outright, causing customers to spend the night in a local hotel or even on the floor 
of the terminal. A service recovery in this instance may be impossible.32

TABLE 12.1: Commonly Used Customer Service Measures31

CUSTOMER SERVICE DIMENSION MEASURE

Time •  Order fulfillment or order cycle times

•  Inquiry response times

Reliability •  Perfect and complete orders

•  On-time deliveries

Communication •  Customer complaints

•  Order status information communicated

Convenience •  Ease of the returns process

•  Response times to emergency situations

Service failure: 
the result of an 
organization’s failure 
to meet customers’ 
expectations for service 
performance

Service recovery: an 
effort by the organization 
to appease dissatisfied 
customers such as 
offering them refunds, 
credits, discounts, 
apologies, or free items 
or services

Customer Service 
Objectives


