
In  today ’s  t rave l  and events 
i ndus t r i e s ,  mu l t i p l e  se rv i ce 
p r o v i d e r s  w o r k  t o g e t h e r  t o 
shape  un ique ,  complex  and 
m u l t i d i m e n s i o n a l  c u s t o m e r 
exper iences .  However ,  such 
connectedness can come at a cost. 
Within a network or ecosystem of 
service providers, a single service 
failure can have cascading effects 
on all stakeholders. Yet we still 
know l i t t le about the optimal 
strategies for service recovery in 
such networked contexts. Filling 
this gap in the literature, Dr Karin 
Weber and Professor Cathy Hsu 
of the SHTM shed light on how 
customers perceive and react 
to service failure and recovery 
measures in today’s complexly 
interlinked business environments. 
Their findings offer crucial guidance 
for travel and events practitioners 
on ensuring that customers are 
as satisfied as possible following 
service failure.

Ever More Connected
Whilst the customer–firm dyad was 
central to service scenarios in the 
early 2000s, the situation today 
is very different, with increasingly 
interconnected service providers, 
environments and dynamics. 
Service quality now depends on 
complex networks and ecosystems 
of interacting partners that share 
resources, tools and goals and 
whose fa i lures can have far-
reaching effects. Surprisingly, 
however, research has thus far 
failed to consider service failure 
(SF) and recovery measures in 
networked contexts. As a result, 
strategies for optimising service 
encounters in the modern world 
remain suboptimal. “The time 
has  come to  expand serv ice 
research”, say the researchers, “to 
understand the development of 
service systems, networks, and 
ecosystems”.

Travel experiences are a good 
example of networked service 
provision, as they involve a range 
of stakeholders – such as airlines, 
hotels and destinations – that 
collaboratively create value for 
travellers. Similarly, customer 
experiences in the rapidly growing 
events industry are shaped by 
mult ip le “ loosely connected” 
entities, such as event organisers, 
venues, sponsors and destinations. 
SF is fairly common in the events 
indus t ry .  “Mus ic  fes t iva ls  in 
particular are prone to failure,” 
say the authors,  “wi th wide-
ranging implications for the various 
stakeholders”. To date, however, 
no consensus has been reached 
on how to respond to SF in the 
networked environments of today’s 
travel and events industries.

Imagine the following scenario. 
A theatre company partners with 
a nearby restaurant  and tax i 
firm in return for meal discounts 
and reliable transportation after 
performances. However, their 
collaboration is disrupted by an SF 
caused by the taxi firm. When a 
service experience is coordinated 
in this way, how do network 
members determine which party 
or parties should undertake SF 
recovery and how to protect their 
respective reputations?

Dealing Fairly with 
Service Failure

Customers care about the source 
of SF recovery. They may even 
expect non-responsible entities to 
implement recovery, the authors 
tell us, “despite their potentially 
limited ability to do so”. Research 
has shown that firms can benefit 
f rom imp lement ing  ex te rna l 
recovery efforts, but only when 
they are unaffiliated with the party 
responsible for the SF. “An SF 

by one firm actually creates an 
opportunity to enhance customer 
evaluations of a different firm in 
a contiguous service experience”, 
the authors deduce. To explore 
this issue in more depth, they 
compared customers’ responses 
to  SF recovery implemented 
by di f ferent  part ies:  the f i rm 
responsible for the SF, a firm 
affi l iated with the responsible 
firm, a firm unaffiliated with the 
responsible firm, and multiple 
affiliated firms.

Cus tomers ’  responses  to  SF 
recovery may also hinge on their 
assessment of how fairly the SF 
has been dealt with. In general, 
customers who have experienced 
failure are looking for justice. 
This, say the researchers, “relates 
to customers’  percept ions of 
the fairness of actual outcomes 
or consequences”, such as the 
provision of monetary or non-
monetary compensat ion. The 
r e s e a r c h e r s  c o m p a r e d  t h e 
effectiveness of compensation 
ve rsus  a  s ince re  apo logy  in 
limiting customer dissatisfaction 
following SF. They also filled a gap 
in research by exploring whether 
and how customer responses to 
recovery efforts were affected by 
the severity of the SF.

Novel Service 
Scenarios and Surveys

To empirically examine customer 
responses to SF and recovery 
measures, the researchers carefully 
designed and administered two 
online script-based surveys. In 
Study 1,207 participants were 
asked to imagine that they had 
arranged to attend an international 
music festival but subsequently 
encountered an SF in the form of 
an airline overbooking, a delayed 
flight or a missed flight connection. 

Quizzing Guests and 
Employees

I n  a n  e l e g a n t  t w o - p h a s e 
exper iment ,  the  researchers 
explored the nuanced relationships 
be tween  e l emen t s  o f  g r een 
atmospherics and the well-being, 
place dependence and behavioural 
intentions of hotel employees and 
guests. In Phase 1, focus group 
discussions with five hotel guests, 
five hotel employees and three 
hospitality management professors 
revealed seven important attributes 
of green indoor atmospherics, 
which were assigned to three 
major categories: green ambient 
condit ions (air quali ty, scent, 
natural light), green items (e.g. 
living plants) and green spaces/
areas (e.g. green rest areas).

Phase  2  was  a  f i e l d  su rvey 
conducted at luxury hotels in South 
Korean cities. Over 10 days, 253 
hotel guests with a mean age of 
35 were recruited from different 
indoor spaces in their hotels to 
complete a questionnaire. Data 
from 247 employees, aged 32.5 
on average, were also collected on 
site from the same luxury hotels. 
All of the participants completed 
a questionnaire that measured 
their mental well-being, place 
dependence and behavioural 
intentions.

Getting the Most from 
Green Atmospherics

A key novel contribution of this 
study lies in its categorisation 
of the attributes of green indoor 
atmospherics in luxury hotels 
into green ambient conditions, 
green items and green spaces/
areas. The researchers found that 
these constructs influenced the 
formation of mental well-being, 
place dependence and behavioural 
intentions among hotel guests 
and hotel employees. Supporting 
s t imulus  organ ism response 
theory, this finding highlights “the 
role of green indoor atmospherics 
in inducing guests’ and employees’ 
mental well-being perception”, say 

the researchers, “which leads to 
increased place dependence and 
behavioural intentions”.

Menta l  wel l -be ing and p lace 
dependence not only direct ly 
triggered behavioural intentions 
but also indirect ly inf luenced 
b e h a v i o u r a l  i n t e n t i o n s  b y 
maximising the influence of green 
indoor atmospherics. Through 
targeted efforts to enhance mental 
well-being and place dependence, 
say the authors, hotels could 
optimise their use of green ambient 
conditions, green items and green 
spaces/areas. “This will fortify the 
effect of these concepts in building 
guest and employee intentions to 
remain with the hotel, say positive 
things about the hotel, and have 
loyalty to the hotel.”

The power of green atmospherics 
to make guests feel healthy and 
happy, and the pivotal role of 
mental well-being, highlights a 
unique opportunity for hotels. 
“Offering mental well-being to 
hotel guests and hotel employees 
is a vital step for the increased 
intentions to remain with the 
hotel, say positive things about the 
hotel, and be loyal to the hotel”, 
clarify the authors. Managers could 
diversify their efforts to enhance 
guests’ and employees’ well-being 
by, for example, improving social 
interactions for guests through 
le isure fac i l i ty  d iscounts and 
strengthening social relationships 
between colleagues through team 
building activities.

The final noteworthy finding is 
that of the three dimensions of 
green atmospherics, green ambient 
conditions most strongly influenced 
guests’ well-being, whereas these 
three dimensions had more or less 
equal effects on the mental well-
being of employees. “It is thus 
essential for luxury hotel proprietors 
to focus more on fortifying the 
ambient conditions within the hotel 
and its performance in order to 
attain a stronger level of mental 
well-being among their guests”, 
note the researchers. Additionally, 
at a similar level of mental well-

being, guests more actively built 
behav iou ra l  i n t en t ions  than 
employees did.

Green Hotels and 
Beyond

This insightful study identifies 
mental well-being as a key driver of 
the influence of green atmospherics 
in hotels on behavioural intentions, 
particularly those of guests. The 
findings also indicate a clear need 
to tailor strategies for promoting 
green atmospherics to different 
groups. “To effectively enhance 
mental well-being and behavioural 
intentions”, conclude the authors, 
“luxury hotel proprietors should 
deve lop and use tac t ics  that 
are different for guests and for 
employees”. The insights afforded 
by this study also have exciting 
implications for creating green 
atmospherics in other indoor 
service settings, such as restaurants 
and cruise ships.

POINTS TO NOTE
•	Hotels are increasingly incorporating 

“green atmospherics” into their 
indoor spaces to meet demand for 
sustainable hospitality.

•	Different attributes of green indoor 
atmospherics can enhance the 
mental well-being, place dependence 
and behavioural intentions of hotel 
guests and employees.

•	Green ambient conditions such as 
air quality, scent and natural light 
had the greatest positive impact on 
guests’ mental well-being.

•	Hotels should carefully tailor their 
use of green indoor elements to 
target groups (e.g. guests and 
customers).
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They were then presented with one 
of four external recovery scenarios, 
i n  w h i c h  t h e  r e c o v e r y  w a s 
implemented by either an airline 
alliance partner (affiliated recovery 
f i rm) or  a  hote l  (unaf f i l ia ted 
recovery firm) and the recovery 
outcome was either compensation, 
in the form of an upgrade, or an 
apology. The participants rated 
their satisfaction with, intention to 
recommend via word of mouth 
and repeat purchase intention 
regarding the recovery firm.

Study 2 extended this consecutive 
two-f i rm context to an event 
experience created by several 
serv ice  prov iders .  Seasoned 
fes t iva l -goers  were asked to 
imagine that they had purchased 
t i cke t s  fo r  a  mus i c  f es t i va l , 
along with transportation to and 
accommodation at the festival site, 
before encountering an SF. Splitting 
the participants into six groups, 
the authors measured the effect 
of SF severity (minor problems 
encountered at the festival versus a 
cancelled flight) on the participants’ 
evaluation of the event organiser, 
venue, sponsor and destination.

In  S tudy  2 ,  the  resea rche rs 
also compared the participants’ 
responses to recovery implemented 
by the responsible party, namely 
t h e  e v e n t  o r g a n i s e r  ( w h i c h 
provided compensation in the form 
of a partial ticket refund/donation 
to a nat ional chari ty),  versus 
recovery implemented jointly by all 
four entities (which provided either 
compensation, i.e., a free concert 
ticket, or an apology). Again, the 
participants’ satisfaction, word of 
mouth recommendation intention 
and repeat purchase intention were 
recorded.

Compensation for 
Customers

As expected, Study 1 revealed 
h i ghe r  cus tomer  r a t i ngs  fo r 
sa t i s fac t ion ,  word  o f  mouth 
intention and repeat purchase 
intention for the recovery firm that 

was unaffiliated (versus affiliated) 
with the firm responsible for the 
SF. In general, customers preferred 
to be compensated than to receive 
an apology, but affiliated firms 
had the most to gain from offering 
compensation. “A tangible goodwill 
gesture is more effective than a 
simple apology if a firm wants 
to take advantage of an SF by 
another service provider”, add the 
researchers. For example, hotels 
could extend checkout t imes 
for guests with delayed flights 
to minimise negative customer 
responses.

S t u d y  2  c o n f i r m e d  t h a t  S F 
severity also impacted consumer 
evaluations. In the high-severity 
scenario, the event organiser 
(responsible for the SF) received 
particularly low ratings relative to 
the other three entities involved 
i n  t he  expe r i ence  c r ea t i on . 
Surprisingly, however, consumer 
eva lua t ions  and  behav iou rs 
were not more positive following 
external recovery by affi l iated 
entities than following internal 
recovery by the entity to blame 
for the SF, the event organiser. 
According to the researchers, this 
suggests that costly efforts made 
by aff i l iated f irms to appease 
frustrated customers may not result 
in “more favourable consumer 
evaluat ions of and behaviour 
toward the entities implementing 
such external recovery measures”.

The results also showed that the 
kind of compensation offered 
should be carefully considered. 
Study 2 revealed that offering a 
free ticket to a concert in the future 
actually increased the frustration 
of non-local festival-goers, who 
had already made travel  and 
accommodation arrangements. In 
contrast, Study 1 showcased the 
advantages of immediate and/or 
flexible compensation offered by 
airlines and hotels. “In a festival 
context,” conclude the authors, 
“any external recovery offered by 
affiliated stakeholders should not 
only be of similar value but also be 
immediate and flexible in nature”.

Spearheading Service 
Recovery

M o v i n g  b e y o n d  t h e  d y a d i c 
business–consumer interactions 
of the past, this study breaks new 
ground by examining SF and 
recovery measures in a networked 
world. Its results provide much-
needed guidance for modern travel 
and events practitioners seeking 
to limit customer dissatisfaction 
following SFs caused by various 
stakeholders. To optimise their 
recovery s t ra teg ies ,  network 
members should carefully consider 
SF sever i ty,  choose the r ight 
party or parties to implement 
recovery and determine the most 
appropriate type of compensation. 
As the researchers note, these 
insights may be particularly relevant 
in “extraordinarily challenging 
business environments” such as 
those created by the COVID-19 
pandemic.

POINTS TO NOTE
•	In today’s connected world, service 

failure can have far-reaching effects 
when firms jointly offer unique event 
experiences, such as music festivals.

•	Recovery from service failures is 
crucial to maintain goodwill and 
positive customer evaluation in 
complex networked environments.

•	Compensation is more effective 
when provided by a firm not directly 
linked to the one responsible for 
service failure.

•	Firms that step in to respond to 
service failures should offer tangible 
compensation that is flexible and of 
immediate use.
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In 2022, 85 years since PolyU was 
established, alumni of the School’s 
mainland China programmes 
have come together to share 
their experiences, strengthen 
their friendships and create new 
opportunities – all in line with the 
University’s mission “to learn and to 
apply, for the benefit of mankind”.

Alumni  celebrated PolyU’s 
85th anniversary at two events 
organised by the SHTM Mainland 
Alumni Network. The first, held 
on 19 February, was the Alumni 
Development Forum. This event 
was organised by the Network’s 
South China Chapter at Foshan 
Funyard Hotel and supported by 
numerous alumni volunteers, some 
of whom had travelled halfway 
across China to attend. The aim 
of the Forum was to promote 
exchange between alumni on the 
latest industry developments and 
innovation in career planning.

Kicking off the Forum was a 
Doctor of Hotel and Tourism 
Management (D.HTM) Salon. 
Twenty-three D.HTM students 
shared ideas with the programme’s 
director, Dr Qu Xiao, on advancing 
tourism education and industry 
development in China. In the 
afternoon, more than 60 SHTMers 
d iscussed new ways for  the 
Network to empower and inspire 
young alumni to start up their own 
businesses.

In line with this vision, the Network 
announced the establishment 
of a Youth Co-creation Club and 
Innovation and Entrepreneurship 
Platform to serve alumni, the 
industry and society. More welcome 
news was shared dur ing the 
Forum’s dinner, when Mr Elton Sun, 
President of the SHTM Mainland 
Alumni Network, announced 
the launch of two new funding 
schemes to support young students 
in mainland China – “Passing on 

the Torch” and “The Enlightened 
Wisdom Mentorship Scheme”.

Together We 
Excel

T h e  s e c o n d  a n n i v e r s a r y 
celebration organised by the 
Mainland Alumni Network with the 
support of alumni volunteers was a 
reunion event themed “Meet the 
Future, Gather in Suzhou”. Despite 
COVID-19 restrictions, more than 
80 PolyU alumni from across the 
country came together in Suzhou 
on 15 July 2022.

Kicking off the reunion, Mr Elton 
Sun gave a speech on innovation in 
the volatile world of post-pandemic 
tourism. He reminded his audience 
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