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Research Question: Is there a communication gap between service delivery and external 

communication in a business-to-business company and what could be possible reasons for it? 

 

Purpose of the Research: The purpose of the research is to investigate if there is a communication 

gap faced by Alpha Inc. and elaborate on the reasons why it is there. This will be done by analysing 

the different standpoints from technicians, managers, sales personnel and customers. Although the 

focus is on the after sales service and the communication related to this, other aspects still need to be 

considered due to their influence. Furthermore, the developed triangle model is tested in order to find 

its applicability in a B2B setting and to propose possible solutions for reducing the communication 

gap. 

 

Method: To fulfil the purpose and gain an overall understanding of the communication process in 

Alpha Inc., research has been conducted from varying points of view. The main research method used 

was qualitative utilising semi-structured telephone and face-to-face interviews. A model has been 

developed that aided the analysis as well as the discussion of the empirical findings. 

 

Conclusions: Alpha Inc. experienced discrepancies in their internal, external and interactive 

communication processes. Due to the interdependencies in the IMC triangle model all aspects affect 

each other; however, the root cause of the miscommunication was traced back to internal 

communication between the company and the technicians. Limited contact between these actors can 

be seen as a reason for the resulting problems uncovered in the company.   
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1. INTRODUCTION 

Before coming to the research question and purpose, first the background of previous research about 

industrial services is presented, along with a short introduction of the case company. Therefore, it 

begins with a broad overview of the topic that gradually specifies on services in a business-to-business 

(B2B) setting. This later focuses on communication which is mentioned in the problem description 

and focused on in the thesis’ purpose. 

 
 

1.1 Background 

The marketing of services is different compared to physical goods due to their specific characteristics. 

According to Wilson, Zeithaml, Bitner and Gremler (2012, p.15) services are more likely 

heterogeneous (varying outcomes resulting from their uncontrollable aspects), intangible (cannot be 

illustrated or easily communicated), perishable (cannot be stored, replaced or resold) and inseparable 

(production and consumption take place at the same time; customer influences the outcome). 

Consequently, the authors conclude that services are more difficult to communicate within the 

company as well as to the customers. However, the service complexity can also be advantageous 

because it is harder or even sometimes impossible for the competition to copy a successful service 

marketing strategy. Grönroos (2007, p.12) claims that every company nowadays constantly provides 

some sort of service components, either solely or along with the sale of a physical good. He argues 

that it is important to invest in mutual beneficial relationships that evolve as a result of the on-going 

interactions between buyers and sellers (ibid., p.36). 

 

Compared to the consumer setting, the industrial area has several different characteristics that have to 

be considered. Jayawardhena, Souchon, Farrell and Glanville (2007) emphasise the main criteria for 

distinguishing industrial markets as typically having fewer customers and hence closer relationships 

between the actors evolve, which will also lead to more adapted and customised products. Gounaris 

(2005) further stresses the uniqueness of B2B services. The industrial complexity as well as the 

essential service characteristics consequently lead to a different B2B service marketing strategy (ibid.). 

Indeed scientific articles and models have been developed regarding service marketing and branding 

for the business-to-consumer (B2C) setting, but less has been done within the B2B context (Juntunen, 

Juntunen & Juga, 2011; Zhang & He, 2014). More research and new concepts are needed as industrial 

companies are changing the emphasis of their business from selling physical goods to rather supplying 

solutions (Biege, Lay & Buschak, 2012; Lay, Schroeter & Biege, 2009; Ulaga & Loveland, 2013). 

 

Although there is modest research, B2B services increase in importance due to competitive pressure 

and the possible opportunity of industrial services as a key to success (Panesar, Markeset & Kumar, 

2008). The authors conclude that industrial services are usually a composition of professional skills 

and qualifications in combination with supporting equipment. As a result of the close customer 

contact, the service provider can enhance and innovate the service continuously (ibid.). These close 

relationships could evolve among others through successful communication processes (Deeter-

Schmelz & Kennedy, 2004). In the industrial setting, persuasive selling is changing into negotiated 

buying, therefore, the customers are becoming more involved and influential in the communication 
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process (Lilien & Grewal, 2012, pp.176-177). The authors state that since customers are in control, the 

communication is ongoing for the B2B company. 

 

The thesis’ focus is on a multinational company that specialises in large industrial machines along 

with the related service. In order to keep anonymity, the company will be henceforth referred to as 

Alpha Inc. They operate in over 50 countries and have a strong position in their branch of expertise. 

Their headquarters is in central Europe but the thesis’ focus is on the Swedish subsidiary. This 

subsidiary has 40 employees of which 18 are technicians. Both their technicians and customers are 

dispersed across Sweden and another Scandinavian country. 

 

 

1.2 Problem Description 

Alpha Inc. is becoming aware that services are increasing in significance in the industrial setting they 

are operating in. Effective management of the previously unattended service processes represents an 

opportunity to get ahead and a possibility to increase their competitive advantage. This potential is 

also recognised by Alpha Inc.’s management since they realised the importance of communication 

during and after their service provision. The problem is the complexity of the interplay between the 

varying communication types, which is further impeded by the difficulty of service intangibility. 

Additionally, if ineffectively managed, it can hinder the functioning of the whole company through for 

example unsatisfied employees and customers. According to Deeter-Schmelz and Kennedy (2004), 

communication is one crucial aspect that can support the company in strengthening their relationships, 

which is especially necessary for B2B companies. The thesis explores and analyses communication 

both within and outside of Alpha Inc. to gain more knowledge in regards to the nature of services in 

the B2B setting. 

 

 

1.3 Research Question and Purpose   

Is there a communication gap between service delivery and external communication in a business-to-

business company and what could be possible reasons for it? 

 

The purpose of the research is to investigate if there is a communication gap faced by Alpha Inc. and 

elaborate on the reasons why it is there. This will be done by analysing the different standpoints from 

technicians, managers, sales personnel and customers. Although the focus is on the after sales service 

and the communication related to this, other aspects still need to be considered due to their influence. 

Furthermore, the developed triangle model is tested in order to find its applicability in a B2B setting 

and to propose possible solutions for reducing the communication gap. 
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2. THEORETICAL FRAMEWORK 

The relevant theory supporting the research topic involves the gap model of service quality with focus 

on the communication gap. In order to reduce this gap, both the five approaches and the service 

marketing triangle are discussed. The latter consists of all three types of communication and 

underlines the importance of internal communication. As a result, internal communication along with 

internal branding is described thereafter. All presented theories are unified at the end in the integrated 

marketing communication (IMC) triangle model, which can be used as an analytical tool. 

 

2.1 Service Quality Models and the Communication Gap 

During the last decades several frameworks were developed to measure service quality. Seth, 

Deshmukh and Vrat (2005) compare 19 models, including the technical and functional quality model 

as well as the gap model of service quality. They conclude that every model concentrates on one 

aspect of quality and that the result is affected by the nature of the service context. These authors stress 

that the wide variety of service quality models and the specific service characteristics further reflect 

the complexity of the topic. However, it has to be noted that all these models have been developed for 

the consumer setting (ibid.). 

 

Grönroos (2007, pp.73-76) proposes two dimensions of service quality from the customers’ point of 

view in his technical and functional quality model. On one hand, there is the technical quality that 

defines the actual outcome of the service and on the other hand the author recognises the functional 

quality that describes how the customer is receiving the technical quality. In order to align and manage 

expected and perceived service quality, Grönroos (2007, pp.74-76) states that a company needs to 

analyse both dimensions, which can be inhibited by the subjectivity and complexity of the functional 

quality. This gained in importance because of its potential to bind the customer through creating a 

competitive advantage (ibid.). He further concluded that both dimensions are dependent on each other 

and contribute to the total perceived service quality. 

 

Another model is the gap model of service quality (Parasuraman, Zeithaml & Berry, 1985) which was 

further developed by Wilson et al. (2012, p.103) and can be seen as an analytical framework for 

measuring and improving service quality (see Figure 1). The model examines the customer gap that 

occurs between customer’s expectations and the perceived service. When the customer experiences 

drawbacks in service quality the authors underline that at least one gap occurred. To minimise the 

main gap, four possible provider gaps are proposed. These contribute to potential misconceptions in 

the service delivery process and are clarifying where the service provider could find solutions for 

improving the service quality (ibid., p.103). One of the four provider gaps is the communication gap 

(Gap 4; highlighted in Figure 1) that occurs between service delivery and external communication to 

customers (ibid., p.368). It addresses the difficulty of insufficient external and possibly internal 

communication. If promises cannot be kept in the service encounters, the customers become 

unsatisfied and complaints occur. According to the authors, reasons for the gaps’ existence could be 

among others overpromising, discord between the different departments or misleading marketing 

communication. Service marketing communication should be managed since it ultimately forms the 

basis for customers’ perceived service quality (ibid., p.102). 
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Figure 1: Gap Model of Service Quality  

(source: Wilson et al., 2012; p.103) 

 

2.1.1 Five Strategies to Narrow the Communication Gap 

One approach to overcome the service communication gap (see section above) is suggested by Wilson 

et al. (2012, pp.376-389). Customers’ perception about the service is formed by the company’s 

messages and has to be in line with the actual service delivery. These authors propose five strategies to 

positively influence the gap: manage the service promise (1) and education (2), address service 

intangibility (3), manage customer expectations (4) as well as internal marketing communication (5). 

 

Since services tend to be more heterogeneous, a company should manage the service promises made 

by the different employees involved (ibid., p.379). The authors point out that information exchange 

between the different departments is needed to avoid over promising and ensure that everyone is aware 

of what can be delivered in reality.   To achieve customer satisfaction with a high level of perceived 

service quality, the customers need to be educated about their role and the service delivery process. 

Whether service problems are created by the customers themselves or not, the company will appear in 

a bad light and lose their competitive strength. Therefore, organisations should educate and inform 

customers by communicating, illustrating standards and explaining the service processes (ibid., p.386). 

 

Obstacles could also result from the characteristic that services are more intangible when compared to 

physical products. This can result in problems both towards the customers as well as inside the 

company. The service process and outcome is complex to describe and interpret. Communication and 

advertisement should attempt to clarify and display the service by making it more tangible (ibid., 
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p.377). Perceived service quality results from the comparison between expectations and the actual 

service delivery. The company and employees should be able to deliver on what their customers 

expect. In order to manage customer expectations, the authors stress the significance of setting a 

reasonable level through for example presenting choices or service guarantees (ibid., p.375). 

 

Communication regularly starts inside a company, and therefore managing internal communication 

and explicit internal rules are needed to spread a consistent message. If for instance the sales 

department is isolated from the employees that deliver the service, they cannot make realistic promises 

because they are not aware of what is possible to deliver. This might result in over or under promising 

and ultimately in widening the communication gap. The aim of these five strategies is to match service 

delivery and the external communication with the underlying prerequisite that all actors of the service 

marketing triangle are involved (ibid., p.376). 

 

 

2.2 The Service Marketing Triangle 

The service marketing triangle highlights the relevance of integrating the three main actors: the 

company, the employees and the customers to be able to create service quality (Thwaites, 1999). It is 

relevant to note that managers and full-time marketers, for instance the sales personnel, are part of the 

company while part-time marketers, such as the front line staff, are part of the employees in the service 

marketing triangle (Wilson et al., 2012, pp.18-19). There are often more part-time than full-time 

marketers, since marketing is done by everyone throughout the whole company (Grönroos, 2007, 

p.349). 

 

The two aforementioned authors use the service marketing triangle to explain the process of marketing 

in relation to promises. Bitner (1995) utilises these ideas to highlight the significance of delivering 

promises as being crucial for creating relationships that are mutually beneficial. Through external 

marketing, the company can generate the right promises for the customers affecting their expectations 

and therefore if badly managed it could lead to gap 4 (Thwaites, 1999). The two-way communication 

is emphasised by Bitner (1995) because in certain situations customers are able to influence the 

promises that companies give them. This promise is then delivered through interactive marketing 

involving the customers and the employees. The role of part-time marketers is relevant at this stage in 

keeping promises as well as building relationships with the customers since these are created in each 

consecutive encounter (ibid.). The author also brings up the fact that customers affect the delivery of 

the promise by impacting the company’s productivity, service quality and fundamentally their own 

satisfaction. To ensure that customer expectations are met, internal marketing is required in which the 

management enables the part-time marketers to deliver on the promise. Employees need to be 

“recruited, trained, provided with tools and appropriate internal systems, and rewarded for good 

service” (ibid., p.247). 

 

2.2.1 Integrated Marketing Communication (IMC) 

Since more complex marketing communications exist nowadays, ensuring that customers receive 

unified messages from all the different channels is a great challenge for the company (Wilson et al., 

2012, pp.372-374). The service marketing triangle incorporating communication methods (see Figure 

2) illustrates that customers are targeted by two types of communication, the external and interactive. 
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The concept of IMC stresses that external and interactive communication must be coordinated to 

achieve uniformity among customer promises (ibid.). In order to achieve this, the authors conclude 

that internal marketing communication is necessary to make sure that the information that reaches the 

employees is “accurate, complete and consistent” (ibid., p.373). 

 

Figure 2: Communications and the Services Marketing Triangle  

(source: Wilson et al., 2012; p.372) 

 
Wilson et al. (2012, p.373) emphasise the need for IMC for B2B companies since they often do not 

implement effective internal communication even though numerous parts are in contact with the 

customers. This problem is aggravated by the fact that, frequently, various persons are in charge and 

affect the overall communication without coordination (ibid.). Madhavaram, Badrinarayanan and 

McDonald (2005) state that achieving IMC firstly requires and is dependent on internal integration. 

Full-time and part-time marketers need to communicate and share the necessary information in order 

to support brand identity (ibid.). IMC is the goal of many companies because they are aware that 

communicating the same messages adds value and could be seen as a prerequisite to success (Baker & 

Hart, 2008, p.330).  

 

2.2.2 Service Encounters 

Every encounter makes the service more tangible for the customer (Wilson et al., 2012, p.89) which 

therefore addresses service intangibility and is one of the five strategies to minimise the 

communication gap (see above). Service encounters, also known as the moments of truth, occur 

between the customer and the seller (company and the employees) as this is when the customer 

receives the service outcome (Grönroos, 2007, p.81). Many part-time marketers are not fully prepared 

to deal with customers’ needs and do not know how to respond effectively. Therefore, they need to be 

trained in order to benefit from these vital encounter moments (de Chernatony & Segal-Horn, 2003b). 

Furthermore, these employees might have low motivation and lacking responsibility affecting the 

outcome of the encounter (ibid.).  

 

Internal marketing 

Vertical communications 

Horizontal communications 

Employees Customers 

Company 

External marketing 
Advertising 

Sales promotion 

Public relations 

Direct marketing 

Websites 

Interactive marketing 

Personal selling 

Customer service centre 

Service encounters 

Servicescapes 
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According to Jayawardhena et al. (2007), industrial customers display their loyalty mainly towards the 

employees on a personal level, which is also supported by Gounaris’ (2005) conclusion that individual 

emotions develop among the cooperating actors. Therefore these bonds facilitate further business and 

are more unique for the B2B context due to fewer customers that add considerable value 

(Jayawardhena, 2010).  Soft process quality additionally strengthens the relationship among industrial 

actors and consequently, Gounaris (2005) additionally underlines the significance of choosing 

professional employees that can cope with customer communication. The author concludes that 

employee empowerment, motivation and clear work instructions can facilitate the service encounters 

in order to build long term relationships which are crucial in the B2B setting. 

 

 

2.3 The Importance of Internal Communication 

Internal communication is important since if it is ineffectively managed it could lead to inconsistency 

of messages towards the customers (Wilson et al. 2012, p.387). This is emphasised by the fact that it is 

necessary for organisation’s success (Kitchen & Daly, 2002; Welch & Jackson, 2007). With the initial 

authors building on this statement by pointing out that internal communication is also an antecedent to 

organisations’ existence and growth. Welch and Jackson (2007) observe the gaps in literature 

concerning internal communication and introduce their own definition for it as being “the strategic 

management of interactions and relationships between stakeholders within organisations across a 

number of interrelated dimensions” (ibid., p.193). 

 

Kitchen and Daly (2002) highlight that effective internal communication is vital when it comes to 

change management. Since this communication affects the organisation’s performance, it is necessary 

to be aware of the difficulties that can arise due to problems in this area. Among others, these include 

the risk of misinterpretation by the receiver of the information, the use of another language which 

could impact the effectiveness of the communication, and information that is transferred could be 

suppressed or inaccurate (ibid.). Gilsdorf (1998) has analysed and categorised different 

communication problems and arrived at the conclusion that around 20 percent of the problems could 

have been solved by having clear policies regarding internal communication. The author also states 

that having these rules in writing encourages the organisations to think more about how they are 

communicated to the employees. 

 

2.3.1 Internal Branding 

Internal communication, encompassing all employees, is crucial for fulfilling the obligation to internal 

branding (Baumgarth & Schmidt, 2010). According to de Chernatony, Drury and Segal-Horn (2003a) 

service has become a source of competitive advantage that a lot of large and successful companies are 

trying to keep as a unique part of their brand. Baumgarth and Schmidt (2010) as well as Sandbacka, 

Nätti and Tähtinen (2013) stress the importance of branding and company identity in the industrial 

setting. However, not many studies have been done in this field (Coleman, de Chernatony & 

Christodoulides, 2011; Leek & Christodoulides, 2011). Kotler and Pfoertsch (2007) support the fact 

that branding in the B2B context has to be addressed in a different way when compared to B2C. A lot 

of the research background is related to the goods sector and this information is what managers 

consider when they develop the company’s brand (de Chernatony et al., 2003a).  
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Baumgarth and Schmidt (2010) emphasise that besides the appropriate level of communication, tools 

should be enforced to strengthen the individual employee’s ties towards the company. Committed 

employees tend to attach to the brand and therefore fulfil the promises that the company might want to 

transfer to its customers (Punjaisri & Wilson, 2011). Sandbacka et al. (2013) also highlight the 

importance of combining and adapting communication at various company levels. Internal brand 

building activities should be as essential as external branding activities, such as employee and 

customer feedback surveys, since they are highly connected and need to be integrated (Baumgarth & 

Schmidt, 2010; Punjaisri & Wilson, 2011). 

 

Companies operating with goods and service delivery have their staff providing the corporate brand 

and core values to their customers (Punjaisri & Wilson, 2011). Internal branding is about the 

transformation of the brand promises that employees turn into reality, hence affecting customer 

expectations (ibid.). The service vision, the brand promise and consumer expectations, are areas that 

the staff need to understand to be successful brand builders, which can be improved through training 

(de Chernatony & Segal-Horn, 2003b). Within the service area, the authors emphasise that 

expectations can be developed through the service encounters (see above). This might be affected by 

the varying behaviour that the staff have, creating difficulties to ensure consistency in meeting 

customer expectations (ibid.).  
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2.4 IMC Triangle Model 

As a summary of the main theoretical concepts elaborated above, the authors of the thesis have 

developed an IMC triangle model for the B2B context (see Figure 3). It harmonises the service 

marketing triangle, IMC, internal branding, service encounters as well as five strategies to address the 

communication gap. 

 

  

Figure 3: IMC Triangle Model  

(Own illustration) 

The model is built on the theory of the service marketing triangle (see Section 2.2) by utilising the 

three actors: customers, employees and company. It also introduces three types of communication as 

opposed to the original three marketing types since this is the focus of the thesis. IMC, as a central 

concept, is in the middle of the triangle emphasising its connection to the whole model. Its aim is to 

communicate consistent messages to the customers through all channels, namely the company and the 

employees, which is achieved through the management of internal communication (as demonstrated 
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by the arrows in Figure 3). Furthermore, internal branding (see Section 2.3.1) occurs between the 

employees and the company and is facilitated by internal communication. The service encounters take 

place when the customer interacts with the company and the employees through both external and 

interactive communication. These are important to be considered in relation to the B2B characteristics 

as listed in Figure 3 under the customers section. In the industrial setting, there are usually fewer 

customers and therefore closer relationships occur as the actors mutually adapt to each other. It is also 

necessary to note that a B2B customer is a company and hence involves multiple individuals. 

 

The model further incorporates the five strategies (see Section 2.1.1) to overcome service 

communication challenges (as shown in the white boxes in Figure 3). Manage service promises and 

customer education, addressing service intangibility and management of customer expectations are all 

located under the customers section because both the company and the employees are involved in 

managing these aspects. They are facilitated through external and interactive communication while 

still utilising internal communication to enable consistency and effectiveness. These strategies are also 

dependent on each other and are therefore grouped together before reaching the customers. Manage 

internal marketing communication is located under internal communication showing that this strategy 

is more specific than the others as it does not involve service encounters. All of these strategies require 

coordination of the messages delivered to the customers which is achieved by internal communication. 

To sum it up, all aspects presented in the model are highly dependent and interlinked. The IMC 

triangle model can assist as an analytical tool to manage and detect communication related 

discrepancies. Ultimately, the proposed model is supporting the fundamental goal of minimising the 

communication gap.   
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3. METHODOLOGY 

The methodology chapter is written in chronological order to describe the evolving process of the 

research conducted. First, the overall research strategy is explained including a brief description of the 

company. This is followed by operationalisation of the theoretical concepts used for the primary data 

collection as well as a description of the secondary data.  There are also further aspects that form a 

significant part of the methodology and these are addressed towards the end of this chapter. Finally, 

the analysis method is presented to create a basis to answer the research question. 

 
 

3.1 Research Strategy 

The purpose of this research is to make an in-depth investigation of the communication process within 

different departments of a company that could be facing problems in this area. Due to the fact that the 

population is small and the main idea is to analyse relationships through the description of events, 

situations and interactions between the different actors in a company, a qualitative design was chosen. 

Different data collection approaches can be used with a qualitative research. With this, flexibility and a 

large variation in the results were expected (Cooper & Schindler, 2013, p.147). At the same time the 

researcher has the possibility to interact with the informants providing a better and wider extension of 

understanding the situations or processes (ibid.). 

  

3.1.1 Choice of Company 

To start with the investigation and as a pre-study for a possible thesis research field, the authors of the 

thesis attended the Högvarv Arbetsmarknadmässan at Mälardalen University in Västerås on February 

13
th
 2014. There, a group of companies was approached and asked for contacts where the future thesis 

proposal could be sent. In addition to this, a further online research for B2B companies whose 

business involved a physical good along with services was made. In order to find a suitable company, 

98 organisations were contacted by email (see Appendix 1). From these, three responded and 

expressed interest in the possible field of research. The two companies that were not chosen are 

located in Västerås and face-to-face interviews were done. Due to the distance of Alpha Inc.’s 

subsidiary, a phone interview was arranged in which three choices of the possible areas to investigate 

were presented. The analysis of Alpha Inc.’s communication fitted well with the research area the 

thesis authors were interested in and it was manageable within the time limit of the thesis. 

 

 

3.2 Primary Data Collection 

As a process of choosing which company to work with, a phone interview was conducted (see 

Appendix 2) with the Chief Executive Officer (CEO), Chief Financial Officer (CFO), and Service 

Manager of Alpha Inc. This made it possible to discuss the on-going situation inside the company and 

their difficulties in more detail. The next step was a face-to-face interview with the CFO and Service 

Manager at the subsidiary in Sweden. The meeting consisted of a semi-structured interview (see 

Appendix 3) to gain a deeper understanding of the problems within the company and discuss possible 
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paths to proceed with the investigation. In order to clarify the interview procedure, another phone 

meeting with Alpha Inc. was arranged (see Appendix 4). 

 

After the second meeting, the attention was focused on the communication process related to the after 

sale service including the involved actors. The primary data collection method chosen was semi-

structured interviews, through which in-depth information could be retrieved from the informants, 

such as opinions, descriptions or examples regarding their area of expertise. The aim of this type of 

method is to remind the interviewer about the main areas that need to be discussed during the 

interview and that require an answer by the interviewee (Fisher, 2010, p.175). The semi-structured 

interviews were designed based on the theoretical framework along with the IMC triangle model. The 

concepts involved were defined and divided into ten different areas that were further operationalised 

(see Table 1). Through operationalisation, definitions are converted into variables that can be 

measured through different data collection methods like interviews (Cooper, 2013, p.195). Based on 

these areas, a set of questions was created for the technicians, the sales representative, managers and 

customers. 

 

 

Table 1: Operationalisation of Concepts used in Interviews and Actors Involved  

 

Areas 

 

Definitions 

 

Technicians 
(see Appendix 

5) 

Sales and 

Managers 
(see Appendix 

6 and 7) 

 

Customers 
(see Appendix 

8) 

1. Internal 

Communication  

Communication among the 

employees and the company 

(Wilson et al., 2012, pp.372-

373). 

x x  

2. External 

Communication 

Exchange of information 

between company and customers 

(ibid.). 

 x x 

3. Interactive 

Communication 

Interaction amid employees and 

customers (ibid.). 

x  x 

4. Internal branding 

 

Planned promotion of brand 

values and employee training 

inside the organisation (Punjaisri 

& Wilson, 2011). 

x x (x)
a
 

5. Integrated 

Marketing 

Communication 

(IMC)  

Ensuring consistent messages 

are delivered to the customers, 

through the management of 

internal communication (Wilson 

et al., 2012, p.373). 

x x x 

6. Manage service 

promises 

Coordination of messages 

towards the customer and 

consistency in delivery of the 

promise (ibid., p.380). 

x x x 

                                                 
a
 Even though this area does not involve customers, questions were asked to evaluate internal branding from the 

customers’ perspective. 
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7. Manage customer 

education 

Strategic planning of customer 

guidelines and roles in regards to 

the service process (ibid., 

p.385). 

x x x 

8. Address Service 

Intangibility 

Strategies to make the service 

more tangible (ibid., p.377). 
x x x 

9. Manage 

customer 

expectations 

Clarifying and building 

customer expectations (ibid., 

p.383). 

x x x 

10. Manage internal 

marketing 

communication 

Align consistent and effective 

channels of communication 

inside the organisation (ibid., 

p.387). 

x x  

 
To proceed with the interviews, after the company was contacted, a list was provided with the names 

of the individuals that were available and willing to participate in the research. The questions were not 

given to any of the informants in advance so that a more spontaneous answer could be received as well 

as to avoid rationalisation. Five technicians were interviewed with the same semi-structured interview 

questions (see Appendix 5). A second set of questions was designed specifically for the sales 

representative (see Appendix 6) as well as for two managers (see Appendix 7). The next questions 

were directed at the four customers contacted (see Appendix 8). Every list of questions was slightly 

adapted to each of the interviewees depending on the circumstances such as knowledge and time 

constraint. Furthermore, to familiarise the informants with the subject, general questions were asked 

first followed by more in-depth ones. 

 

Before the interviews, the informants were contacted by email to inform them about the date, time, 

duration and the aim of the phone interview. One week later they were called and interviewed. As 

Cooper and Schindler (2013, p.153) explain interviews can be conducted in person having several 

benefits such as the opportunity to observe and record nonverbal and verbal behaviour. Nonetheless, 

interviews can also be done by phone, and this provides the chance to perform more interviews within 

the same time frame. Some of the benefits of a phone interview are that informants can be contacted 

within a broader geographic area, travel expenses can be circumvented, and the informants can have a 

more familiar environment, which could increase the quality of the interview (ibid.). Also, there are 

more possibilities to obtain access to interviewees who could not find the time to participate in a face-

to-face interview (Fisher, 2010, p.185). 

 

Following Fisher’s (2010, p.186) proposal of not scheduling more than five interviews per day, the 

authors of the thesis chose to have approximately three interviews per day for six days, which lasted 

an average of thirty minutes each.  It is important not to over-schedule interviews to maximise 

attention and facilitate the elaboration of possible follow up questions (ibid., p.186). At the beginning 

of these interviews anonymity and confidentiality was guaranteed as well as permission for recording 

was requested. According to Fisher (2010, p.80), anonymity refers to the protection of the informant’s 

identity, and confidentiality refers to the secrecy that the authors keep about the origin of their sources, 

which is necessary to be clarified to them. To conceal the informants’ identity and to protect the 

disclosure of confidential information throughout the thesis, it was decided to assign each of the 

interviewees with a specific code in the findings and analysis section. The codification for the 
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interview protocols (IP) was designed as the following: T, Technicians; C, Customers; S, Sales 

Representative and M for Managers. Since 12 individual interviews were conducted in total, each of 

them was assigned a specific letter in alphabetical order. The result of this can be read as follows IPT 

A, B, C, D, E, for the technicians; IPC A, B, C, D for customers, IPS for the sales representative and 

IPM A, B for the managers. The three initial interviews with Alpha Inc. were assembled and codified 

as Interview Protocol Initial (IPI). 

 

  

3.3 Secondary Data Collection 

A secondary data collection method was chosen to gather information from various sources by using 

Mälardalen University’s library searching system, and Google Scholar search engine. Primarily 

articles from scientific journals were used as a theory basis for this thesis because as Fisher (2010, 

p.95) explains most of the up-to-date research can be found in them. This information usually needs 

two or more experts that have approved the paper before it is accepted for publication increasing the 

reliability of the information (ibid.). 

 

 

3.4 Ethics 

In order to be ethical, anonymity of the case company name as well as the interviewees was retained 

throughout the thesis. This means that access to information such as the names and the contact 

information was restricted as is suggested by Cooper and Schindler (2013, p.34). Oral consent for 

recording the interview was requested in advance. It was explained to the interviewees that this was 

needed to be able to write interview protocols and it was clarified that this would not be revealed to 

the public and the company, hence retaining their anonymity. Recording, aids in complete 

documentation and facilitates the analysis (Fisher, 2010, p.81). The participants were told that the 

interviewers are working independently from Alpha Inc. to receive honest answers and avoid 

deception. 

 
 

3.5 Reliability and Validity  

To assure reliability of the questions used for the semi-structured interviews, reputable sources were 

used for the theoretical framework and analysis, like models and concepts written by professional 

researchers in the field of this thesis. A measure is reliable when it presents the same consistent 

results. It should be free of random errors and has to be trustworthy (Cooper & Schindler, 2013, 

p.260). Questions used during an interview should provide the results expected by the authors even 

when they have been conducted under different times or conditions (ibid.). Validity ensures that the 

intended aspects are measured (ibid., p.257) and therefore questions were developed for each 

respective area of the study. The semi-structured interviews gave the opportunity to the interviewers to 

control and redirect the conversation if needed.  

 

Since the questions were asked on the spot, the interviewees could not prepare their answers in 

advance and therefore were more likely to give honest and unbiased answers. During the interviews, 
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personal opinions were sure to be clarified and understood in the same way. The authors of the thesis 

handled reliability of the answers by discussing each of the informant’s answers. The aim was to 

assure that the same interpretation of the answers was achieved in order to avoid mistakes in the 

analysis. Additionally, when misinterpretations occurred, further questions were asked to clarify and 

explain the intended purpose of the question. 

 
 

3.6 Limitations 

Due to the time constraint, this thesis investigation is limited to one subsidiary of Alpha Inc., which 

provides the opportunity to conduct an in-depth study of the communication process. The focus was 

on the after sales process since this is where the company is facing most of its communication 

problems. Nevertheless, it is acknowledged that other encounters between the actors also influence 

this process and will therefore, still be considered just in less detail. A qualitative research strategy 

was chosen which could pose certain limits but it facilitates the purpose of this research. Due to their 

geographical dispersion, five phone interviews were performed with the technicians, four with the 

customers, one with the sales representative and two with the managers. This made it more difficult to 

interpret the body language resulting from the lack of nonverbal evaluation. Additionally, the use of 

English in the interviews could pose as a language barrier. Another limitation was the size of the 

interviewee sample, which depended on the willingness and language of the participants. Furthermore, 

Alpha Inc. provided the authors of the thesis with a list of possible contacts and this hindered among 

others the possible control of the interviewees’ openness, their age, and length of working time at the 

company. 

 

 

3.7 Analysis Method 

To simplify the analysis, the empirical findings were divided into ten areas that correspond to the areas 

involved in the IMC Triangle Model. This data was collected through semi-structured interviews from 

which the significant information was chosen. The frequency of the answers was measured and 

grouped, following a content analysis strategy. Content analysis is a useful approach when there is a 

large amount of information to analyse (Fisher, 2010, p.202). The areas involved in the IMC triangle 

model were connected in the discussion, which was further supported by the cross-references within 

the thesis. This process was used to help the reader link the information easily. The system followed in 

this study is called axial coding, which refers to the procedure where codes are organised, categorised 

and further connected through their similarities (ibid., p.201). 
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4. FINDINGS AND ANALYSIS 

The basis for this section of the thesis is the interviews conducted with Alpha Inc.’s main actors: the 

technicians, sales representative, managers and their customers. The answers from all the interviewees 

are combined under the specific areas they relate to in order to gain a full understanding of the 

situation from the different perspectives. These ten areas analysed correspond to the IMC triangle 

model. As an introduction to the findings, information from the initial meetings (see Appendix 2-4) 

with the company is presented to provide a background. 

 

Alpha Inc. operates in a B2B setting and sells industrial products along with services. This is 

supporting Grönroos’ (2007, p.12) claim that all companies provide some service components. Alpha 

Inc.’s products consist of large immobile industrial machines and their after sales service comprises of 

maintenance and repair of these machines, which is performed by their technicians. There are three 

main types of machines, and therefore three groups of specialised technicians that initially require a 

complex one year training
1
. As a result of this high introductory cost and the headquarters’ decision, 

there are a limited number of technicians
2
. The technicians are disconnected from the subsidiary 

because they constantly travel from one customer to another to provide the after sales service. 

Consequently, they may become isolated and lose the connection to the corporate culture. The 

managers believe that the technicians tend to build relationships with the customer operating the 

machine rather than with fellow employees
3
. Alpha Inc. uses an IT system for scheduling the 

technician’s time, which is usually done by the three in-house planners responsible for each technician 

group. This system is also used to log and keep record of all the customer cases
4
. In order to enhance 

the functional quality, how the service is executed, there was a training one year ago at the subsidiary 

to improve technician’s communication toward customers
5
. 

 

One characteristic of the industrial context is that the actors usually develop closer relationships due to 

the smaller number of customers (Jayawardhena et al., 2007). Resulting from this, Alpha Inc. has 

more service encounters in both external and interactive communication. This increased contact bears 

the opportunity to adapt and customise the product and service according to customers’ feedback 

(ibid.).  Especially in the after sales service, the technicians have many encounters with the customers 

where they receive feedback and might have to adjust and innovate their service delivery. One attempt 

to collect customer feedback is a customer survey that is done twice per month by the headquarters. 

The questions are standardised and hence not adapted to a specific country. Through this, Alpha Inc. 

identified that the customers complain mainly about the waiting time for the after sales service as well 

as the length of the delivery for the spare parts. However, the managers concluded that the questions in 

the survey could lead to misinterpretations and that the results are not clearly interpretable since 

customers only rate the service from one to ten
6
. 

 

The company’s policy is that standstill machines take the first place in priority and therefore already 

scheduled maintenance has to be moved due to the limited number of technicians and the long 

distances they have to travel
7
. The communication gap addresses the insufficient internal as well as 

external communication (Wilson et al., 2012, p.103). When inconsistent promises are made, the 

customer does not receive the same messages in the service encounters by the technicians and the 

company. To address and reduce the communication gap all areas have to be analysed and combined. 
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4.1 Area 1: Internal Communication 

Internal communication is the interaction between the company and its employees; in this case, the 

focus was the technicians, the sales representatives and the managers. These actors were questioned 

about the frequency and channels of their communication. Given that internal communication is 

related to internal branding and management of internal marketing communication, the informants 

were also enquired about internal meetings. Feedback from managers is a tool that can be used for 

improvement, hence, they were also asked in regards to this subject.  

 

The technicians were enquired about how often they communicate with other technicians and their 

manager. All of them
8
 said that they speak more with each other at least once per day, which is more 

than they do with their manager. Both managers
9
 interviewed stated that they regularly talk with the 

technicians. However, face-to-face communication is a difficult task because the technicians are rarely 

at the subsidiary. One of the managers expressed that “sometimes it is half a year before I can see him 

[a particular technician]”
10

. Many of the technicians need to travel quite far to be able to visit the 

subsidiary because of the large distance between them and the office
11

. 

 

In relation to the level of communication between the technicians and the sales personnel, the opinions 

were divided between the technicians. Four of them
12

 indicated that they do not speak with the sales 

personnel very often, maybe once a month or only when the sales personnel call them. However, 

another technician
13

 stated that he communicates up to ten times a week with the sales personnel. The 

sales informant nonetheless said that he does not have much contact with the technicians and if he 

does, it is regarding the status of installation processes
14

. Overall, all technicians
15

, the sales 

informant
16

 and the managers
17

 interviewed coincided in their preference for the phone as a primary 

communication channel. Some of them
18

 also included the use of email to communicate with each 

other as well as face-to-face communication when the opportunity is present. 

 

Alpha Inc. holds different types of meetings, such as team, staff and one-on-one meetings. Three 

technicians
19

 criticised them by stating that these usually address the company’s financial situation as 

well as possible changes within the company but that there is no real commitment to proceed with 

these changes. When it comes to team meetings, one interviewee
20

 suggested that the possibility to 

express criticism about the service meetings would be beneficial. Both managers
21

 explained that the 

staff annual meeting for the entire company takes place twice a year, and sometimes there are service 

team meetings directly after. One manager supported the fact mentioned by the technicians that in the 

annual meetings the economic situation of the company is discussed and further added that more 

general information is also presented
22

. Regarding annual one-on-one personal meetings with their 

manager, three of the technicians
23

 interviewed, who have been working for the company for more 

than ten years, indicated that during this time they have had one meeting with their manager. In 

contrast to their answers, both managers
24

 interviewed stated that the technicians have a one-on-one 

meeting every year where they discuss various subjects including their salary. The managers schedule 

these meetings and set a deadline to contact all the technicians, but sometimes this has to be moved 

forward because of the difficulties to meet the technicians at a specific time. Additionally, the sales 

representative explained that he has informal meetings almost on a daily basis with employees in the 

subsidiary
25

. 
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The informants were also asked how often they receive feedback from their manager within a month. 

One of the managers
26

 interviewed stated that there are difficulties to give feedback to the technicians 

because the subsidiary does not receive valuable feedback from the customers. Additionally, he 

acknowledged that reviews towards the technicians are deficient and this should be improved. The 

service meetings where most of the service personnel meet, includes subjects regarding the after sales 

service, communication and general feedback can be given. All technicians
27

 agreed that they do not 

get enough feedback, and one of them
28

 pointed out that they only get it when something goes wrong. 

Another technician added that he would like to know more about how to improve his work. 

Concerning the feedback received by the employees located at the subsidiary, the sales informant 

reported that he has contact with his manager every day because their task allows them to work 

together on a daily basis
29

. One manager stated that feedback is only delivered if requested; it is 

unclear if it would be given otherwise
30

. The other manager interviewed also indicated to have close 

contact with his manager due to their relationship at the office. Nonetheless, the manager expressed 

that even though they have contact, no constructive feedback has been received in a long time and 

therefore more would be appreciated
31

. 

 

Wilson et al (2012, p.387) explain that internal communication is important because if properly 

managed, it allows the actors to be consistent with the messages delivered to the customers. By 

managing internal communication, Alpha Inc. will increase the possibilities of ensuring a clear and 

consistent message inside the company. This can later be exercised through external and interactive 

communication. Given that the technicians rarely meet each other, they could have difficulties 

concerning the after sales service. Internal communication is crucial to fulfil the obligation to internal 

branding (Baumgarth & Schmidt, 2010). Through meetings and constant communication, the company 

could accentuate the brand and reach common goals that could improve the service delivery. As Bitner 

(1995) explains, employees need to be rewarded for their good service. Alpha Inc. is lacking an 

appropriate system for delivering and receiving reviews. By providing feedback, the company could 

provide incentives and motivate the technicians to improve their work regularly. 

 

 

4.2 Area 2: External Communication 

The area of external communication concerns the company, involving full-time marketers and 

managers as well as the customers. Both customers and office employees were asked about the 

frequency of communication and through which channels they communicate with each other. In 

addition, customers were enquired about their updated contact information since this is part of the 

information needed by the company to reach its customers. 

 

The interviewed customers were questioned about the amount of information they receive from Alpha 

Inc., the channels used as well as the sender. The opinions were very diverse and there was no real 

consensus. One customer stated that he receives information through emails nearly every week, and 

once a month a newsletter from the headquarters
32

. Another one indicated that he gets information 

from the company once or twice a month and he was not entirely sure if this was sent from the 

subsidiary or the headquarters
33

. However, the most notorious discrepancy was when a different 

customer affirmed to receive constant information several times a week from the subsidiary
34

. A 

manager stated that the company has two different magazines sent out by the headquarters
35

. One 
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magazine presents internal information specifically for employees and the other has news that 

concerns both employees and customers. All the customers and the sales representative interviewed 

agreed to have some type of contact with each other after the sale, but not very often
36

. The company’s 

webpage is not used by any of the customers interviewed
37

. 

 

Customers were enquired about the frequency of meetings that they have with Alpha Inc. Three of 

them
38

 agreed that they have a meeting with the company at least once a year. Customers
39

 also 

affirmed that they provide updated contact information to the company so that the technicians know 

whom to approach when they arrive. One customer stated that when he contacts the company to 

request service, he provides his contact information to enable the technician to communicate with him 

prior to the technician’s arrival
40

. One manager focused on the difficulties that may emerge when there 

are communication related problems within the customer’s own company since these cannot be fully 

controlled by Alpha Inc. Depending on the size, the customer that contacts Alpha Inc. may not be the 

same person as the one that is in direct contact with the technician. Information within the customer’s 

company may not be transferred between the different employees and therefore misunderstandings can 

arise that affect the service outcome
41

. 

 

Wilson et al. (2012, p.103) explain that a communication gap might arise between service delivery and 

external communication. Alpha Inc. uses different communication tools including personal meetings, 

emails and printed magazines. Nonetheless, there is no clear consent on how often and from which 

sender customers receive information. By improving the external communication, the company could 

narrow the communication gap and as Bitner (1995) states, affect customer’s expectations as well. 

Magazines could assist Alpha Inc. in making the service more tangible for their customers. As Wilson 

et al. (2012, pp.376-389) explain, external communication is one of the approaches that helps to 

address this difficulty.  

 

 

4.3 Area 3: Interactive Communication 

Interactive communication involves the technicians and the customers. It is supported by the messages 

given in the internal communication between the company and the technicians. Through interactive 

communication, service encounters are established. For this reason, customers and technicians were 

questioned about the level of contact they have with each other. 

 

Regarding the level of closeness that the technicians have with the customers, all technicians 

interviewed agreed that each customer is different and therefore they tend to have closer relationships 

only with some of them
42

. Nonetheless, three technicians
43

 expressed that they have better connection 

with the company than with the customers by stating for example that they “can speak more freely 

with the manager”
44

. One of the managers added that there are written rules for the technicians to 

communicate with the customers, however he believes that these are not always followed
45

. All 

customers expressed to have closer contact with the technicians but they also mentioned to be in 

contact with the sales department
46

. 

 

The technicians at Alpha Inc. are part-time marketers that deliver promises and build elongated 

relationships with customers through the consecutive service encounters between them. These long-
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term relationships are crucial in the B2B setting (Gounaris, 2005). Grönroos (2007, pp.73-74) explains 

that service encounters influence the technical and service quality. This means that the technicians at 

Alpha Inc. affect the outcome of the service and how the customers receive it. Wilson et al. (2012, 

p.89) stated that with every encounter the service becomes more tangible for the customer. Since these 

develop customer’s expectations (ibid., p.375), closer and continuous contact with the customers is 

desirable for Alpha Inc.  

 
 

4.4 Area 4: Internal Branding 

For the area of internal branding the interviewed technicians, sales representative and managers were 

asked about the company’s values, social events, communication training and if they feel like part of 

their team or Alpha Inc. Internal branding is facilitated by internal communication since both occur 

between the company and the employees.  

 

All technicians
47

 interviewed were unable to define what Alpha Inc. stands for. It was mentioned that 

there is barely any introduction for new employees regarding the company values
48

. All technicians 

had varying answers and a high uncertainty was observable. In comparison, the sales representative
49

 

and one manager
50

were able to specify the company values. Both referred to the company’s code of 

conduct that defines what the company stands for and what is expected from the employees
51

. 

Although the other manager was aware of this, a high level of uncertainty was obvious about how to 

define the values
52

. Notwithstanding that everyone in the company is supposed to have a printed 

booklet with the values, he remarked that probably not many employees are aware of them
53

. All 

interviewed customers associate Alpha Inc. with good quality
54

. Additionally, one interviewee also 

stressed innovation as a company value
55

. 

 

In regards to the communication training that took place last year for the technicians, 80 % of the 

technicians interviewed agreed that the communication is good but it has to be improved in general
56

. 

Hence, 40 % suggested that this three day training should be shorter in time
57

 and especially the role 

plays were criticised as being “childish”
58

, “silly”
59

 and “not very beneficial”
60

. This is exemplified by 

an interviewee who expressed that technicians develop “special personalities”
61

 resulting from their 

isolation from the subsidiary. One technician complained that such trainings are not useful if there are 

no follow ups afterwards
62

. Furthermore, two informants said that it was too noticeable which 

colleagues had communication related problems as well as that such trainings would be more useful 

for sales personnel than technicians
63

. Nevertheless, two technicians
64

 felt that their communication 

improved slightly afterwards and they especially enjoyed the social get-together in the evening
65

. To 

sum it up, most technicians would prefer not to have new communication trainings. Whereas some 

said that if there would be a new one, then it should be rather on a personal level
66

 or multiple shorter 

trainings with concrete and compromised content
67

. Only one customer
68

 interviewed was aware that 

this communication training took place, however, all customers interviewed did not recognise any 

change in the technicians’ behaviour after the training was done
69

.  

 

Since the communication training last year was only for technicians, the sales representative
70

 as well 

as one of the managers
71

 did not attend. Besides that, the sales representative had communication 

trainings at his department once or twice a year at the headquarters
72

. One of the managers was aware 

of some unsatisfied technicians regarding this communication training
73

. As an improvement, it was 
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suggested to group the technicians differently next time since most that have worked at Alpha Inc. for 

over two decades were in one group
74

. It was said that such trainings are useful for improving the 

communication but that next time it would be planned by the Swedish subsidiary itself rather than by 

the headquarters
75

. Even though this manager stated that follow ups are important, this was missing in 

the training
76

. When it comes to soft skills training like communication towards the customers, there 

have been around three to four trainings over the last ten years. Although the manager agreed that such 

trainings are necessary, they are hard to organise in practice
77

. 

 

The answers regarding if more social events would be useful varied across the interviewed 

technicians: two technicians said that it would be nice to have more social meetings
78

, whereas another 

technician said he does not want to have more social events
79

. As an explanation for this, one 

interviewee said that it is difficult to arrange due to their geographical dispersion
80

. These social events 

usually start with company information and include some kind of team building activities
81

. One 

manager stressed that they want to make sure that the employees do not isolate themselves
82

. 

Additionally, one technician mentioned that the biggest group of the technicians is organising extra 

social events but that the two other groups are not as willing to participate
83

. 

 

When asked if the technicians feel like a part of the team or the company, four said that since they 

mainly work by themselves, they consider themselves as relatively independent
84

. They stated that 

they belong rather to their small technician subgroup than to the Swedish subsidiary or Alpha Inc. 

worldwide. The sales representative supports this view by agreeing that he feels more attached to his 

corresponding team at the company
85

. Nevertheless, he along with the managers expressed that they 

also belong to the company Alpha Inc. Sweden because they work at the subsidiary
86

. They all have a 

lot of contact with other employees including those from different departments. 

 

According to Punjaisri and Wilson (2011) companies operating with goods and service deliveries have 

their staff providing the corporate brand and core values to their customers. Furthermore, due to the 

B2B characteristics, branding in the industrial context has to be addressed in a different way when 

compared to B2C (Kotler & Pfoertsch, 2007). Provided by the fact that service encounters take place 

in interactive and external communication, the company and employees are the actors that 

communicate Alpha Inc.’s values towards the customer. Since these interactions are on a more 

frequent and closer basis in the B2B setting, the soft process quality (Gounaris, 2005) of the 

technicians and company is of higher importance when compared to the B2C context. 

 

In order to become successful brand builders, employees have to understand the service vision, the 

brand promise and consumer expectations (de Chernatony & Segal-Horn, 2003b). Hereby, internal 

brand building activities should be as relevant as external branding activities because they are 

connected and need to be integrated (Baumgarth & Schmidt, 2010; Punjaisri & Wilson, 2011). To be 

able to communicate company values in external branding, internal branding activities like social 

meetings of Alpha Inc. have to spread these values via internal communication. This aids the 

technicians, managers and sales personnel to understand Alpha Inc.’s goals and ultimately act as brand 

representatives. Due to the characteristics that services tend to be more heterogeneous, service 

employees need to be trained to benefit from these crucial interactions (de Chernatony & Segal-Horn, 

2003b; Wilson et al., 2012, p.15). From the customers point of view, service quality of the encounters 

consists of the functional and the technical dimension (Grönroos, 2007, pp.73-74). One attempt to 

improve the process was the communication training for the technicians as well as the trainings for the 
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sales department. These help Alpha Inc. to analyse both service quality dimensions: the actual 

outcome, namely the technical quality but even more importantly the functional dimension, which is 

the process of how the customer receives the technical quality. 

 
 

4.5 Area 5: IMC 

IMC is based on internal communication which is closely related to the coordination of consistent 

messages in external and interactive communication. The interviewees were asked what they would 

improve in the current communication process as well as how they treat feedback from the customers. 

 

When questioned if the technicians would change the communication process, three informants would 

prefer to have more frequent contact with the company either through emails or physical meetings, 

however they agreed that these meetings would be hard to arrange
87

. In comparison to the technicians, 

the sales representative would not change the quantity of communication itself, he would rather 

improve the process of how messages are transferred inside Alpha Inc.
88

 Therefore he further 

suggested integrating checklists for the communication process
89

 in order to record what has been 

actually said in the meetings. Similarly one manager mentioned that customers should be better 

informed so that they develop appropriate expectations concerning the after sales service
90

. 

 Additionally, another manager would like to hear more feedback from the technicians about what they 

experience at the customer’s site. This manager is especially interested in ideas for improvements for 

their working situation because usually the communication is one sided from the managers towards the 

employees
91

. This is supporting the need for a better IMC because one technician stressed that if he 

has ideas for service improvements, he just shares them with his closest colleagues
92

. One of the 

interviewed managers noticed that there is no financial incentive for the technicians to share new ideas 

although these would be highly beneficial to improve their work
93

. 

 

Three interviewed technicians
94

 reported that they seldom get feedback from the customers and two 

affirmed that if they get it then it is only negative feedback
95

. Furthermore, one technician mentioned 

that he tells the customers to call the manager when there are complaints
96

. All technicians pass on 

feedback to their manager
97

 and one interviewee stated that even when he receives praise, he only 

reports the complaints
98

. One manager stated that smaller complaints are transferred to them as well as 

the sales personnel but for more serious problems the customers complain to the sales personnel
99

. 

Both interviewed managers were not aware of any instructions of how to treat feedback that 

technicians get from the customer
100

. One manager claimed that everyone in the company can save 

customer complaints in their system
101

. However, he further added that the IT system is not able to 

compare all complaints in order to analyse them. Besides this, one manager would like to hear more 

feedback from the technicians and is therefore planning to arrange workshops in the future to ensure a 

constant communication flow between all three actors
102

. 

 

Sometimes the customers report their feedback regarding the technician’s work to the company that 

should transfer it back to the technicians over internal communication
103

. When it comes to feedback 

from the customer through the company, the technicians emphasised that it is really seldom
104

. One 

interviewed technician concluded that he does not get much feedback from the customer through his 

manager because the current customer survey is not functioning as a valuable tool
105

. He further 

stressed that his manager can only recognise when he made mistakes in his job based on customer 
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complaints
106

. One interviewee mentioned that it is difficult to recognise how serious the customers 

take this survey
107

. In line with this, both managers criticised the lag between the time the service was 

completed and the related survey took place
108

. Due to the delayed survey the customers sometimes do 

not remember the specific after sales service and therefore just state their overall opinion
109

. A 

manager also mentioned that the questions asked are sometimes ambiguous and could be 

misinterpreted
110

. All interviewed customers expressed that they only let Alpha Inc. know when they 

have negative feedback which is usually reported to the service manager over the phone, email or in 

person
111

. The sales representative supports the fact that customers usually only notify him when 

something went wrong
112

. He usually passes feedback to the responsible employee or depending on 

the subject, discusses it in team meetings. Nonetheless, there is no official form for how to treat 

feedback
113

. 

 

Full-time marketers and part-time marketers should communicate and share information to create a 

strong brand identity (Baker & Hart, 2008, p.330). All three main actors of the service marketing 

triangle have to be integrated since when they communicate different messages, misconception can 

occur and lead to the communication gap (Thwaites, 1999; Wilson et al., 2012, p.375). Considering 

the complex characteristics of the after sales service, the absence of the technicians in the subsidiary 

and missing forms for how to treat communication (like feedback from customers), it is difficult to 

spread messages equally among all actors of Alpha Inc. Although feedback is seen as a meaningful 

aspect by the managers, no clear instructions are given towards the employees and customers. For 

IMC, external and interactive communications, which are based on internal communication, should be 

homogeneous in order to transfer a consistent message (Wilson et al., 2012, p.373). This need is 

stressed by the technicians’ wish to have more frequent contact with the company as well as the sales 

representative´s idea for checklists to make the communication more tangible. Crucial service 

encounters occur more often in the industrial setting and achieving IMC is dependent on internal 

integration of the actors in contact with the customers (Madhavaram et al., 2005; Wilson et al., 2012, 

p.373). Therefore the management of Alpha Inc. has to incorporate the technicians and the company to 

achieve integrated communication.  

 

 

4.6 Area 6: Manage Service Promises 

Managing service promises is interlinked to the management of customer expectations because those 

should be realistic in order to create the right expectations. The sales informant and managers were 

questioned if everything that is promised is written down during the meeting with customers. To gain 

an understanding from the customer’s perspective, the customers were asked whether they feel that 

Alpha Inc.’s technicians deliver on what has been expressed. The technicians were enquired if they 

fulfil these promises, which then enable comparison with the customers’ statements.  Technicians 

were also asked what kind of complaints the customers had and therefore uncover the areas where 

promises were not kept. 

 

The sales representative stated that the sales personnel attempt to note down everything during the 

meeting with the customer but that this is not always achieved completely in reality
114

. He is aware of 

the problems that can arise when information is not written down as he further added that “it is always 

an area for interpretation”
115

. Meaning that customers can misinterpret what the sales employee has 
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promised. One manager went further and suggested that the customers might want better conditions 

after the contract was signed by claiming things that have not been previously discussed
116

. 

 

Two customers thought that technicians deliver on the promises made by the sales personnel. Their 

answers included that all Alpha Inc.’s employees communicate the same information
117

, and that they 

do not over promise but the technicians can be unsure sometimes about fixing the machine
118

. Most 

technicians have initially agreed that they deliver on what has been promised
119

. Two technicians 

stated that the sales personnel do not claim too much such as the problem being fixed immediately
120

 

and that the customers understand when the technicians cannot be there right away
121

. In contrast, 

three technicians believed that sales personnel occasionally over promise
122

 and that they do not 

always write everything down which can cause problems afterwards
123

. One even stated that they 

“promise too much because they do not know what exactly we can deliver”
124

. In regards to knowing 

what has been promised, it was mentioned that they do not really know
125

 and that it is not easy to get 

that information
126

. As a result, two technicians revealed that they would prefer to have more contact, 

for example through meetings with the sales personnel in order to properly understand what has been 

promised
127

. One technician also stated that it is enough if his manager knows
128

 while another is 

already told this through his service manager
129

. 

 

In regards to customer complaints, 80% of the technicians stated that they mainly received complaints 

about their own work and less concerning the company in general
130

. A technician confirmed the 

results from the customer survey by mentioning that customers want machines to be fixed quicker and 

spare parts to arrive faster
131

. Another technician heard customers complain about him being unable to 

fix or provide maintenance for other machines from Alpha Inc. that he is not educated for
132

. Lastly, 

three technicians had complaints from customers related to communication. This included that 

customers do not like calling the front desk and want to talk to the technicians directly
133

 as well as 

complaining about the waiting time before receiving this call
134

. 

 

One of the reasons for this is that services are heterogeneous since they are performed by humans and 

therefore the outcome varies (ibid., p.15). This means that there is a higher need for coordination as 

usually the sales department states what the other employees will deliver on and therefore they need to 

know what has been promised. Furthermore, this is supported by the service marketing triangle which 

illustrates that promises are set by the company who also needs to enable part-time marketers to fulfil 

them (Bitner, 1995). Some of the technicians interviewed pointed out the problems with not knowing 

what has been promised. Therefore, they want and require more contact and hence better internal 

coordination. Nevertheless, the customers interviewed claimed to be satisfied that the promises are 

fulfilled although they had some complaints regarding the service. Since Alpha Inc. is a B2B 

company, they have closer contact with their customers than B2C companies meaning that customers 

are able to influence the promises as well as their delivery. 
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4.7 Area 7: Manage Customer Education 

To gain information regarding the management of customer education, the interviewees were asked 

slightly different questions with the aim to see if the customers understand their role. The sales 

representative and managers were enquired about who explains the after sales service to customers, 

technicians were questioned if customers seemed unsure, and customers were asked if they knew the 

after sales process. 

 

The sales representative said that the after sales process is explained to the customers by the sales 

department during the project meeting
135

. Both managers stated that it is described by them and the 

sales personnel who are present at this meeting
136

 while one of them further added that the after sales 

process is written down for the customer
137

. The other manager mentioned that if there are some 

problems or misunderstandings among the employees, they solve it by communicating with each 

other
138

. This is also the meeting when the sales representative confirmed that they explain “the big 

picture”
139

 to the customers and define the after sales process “very closely, all the steps”
140

. One 

manager and the sales interviewee agreed that there are guidelines to be followed
141

. A manager 

explained that Alpha Inc. is working with improving the after sales process by accompanying machine 

orders with four different documents
142

. These are used to clarify who is responsible for what and to 

ensure that everyone knows what is said to the customers
143

. This educates not only the employees but 

also the customers because they also receive one of these documents. All this illustrates that it is 

mainly the sales personnel and managers who are responsible for explaining the after sales to the 

customers. 

 

Two technicians and the sales representative agreed that the amount of customer education depends on 

the customer’s experience. The sales representative stated that new customers are not used to the way 

they work and therefore require more explanations
144

. This is supported by the technicians’ statements 

that new customers are a bit uncertain
145

 and that the process needs to be explained to them a lot
146

. 

They also agreed that not as much education is needed for more experienced customers
147

. This shows 

that both the sales and the technicians are involved in educating the customers. Of the technicians 

interviewed, 60% stated that the customers do not seem unsure about the after sales process
148

. A 

technician expressed that out of ten customers maybe one is a bit hesitant
149

, while another stated that 

customers do not seem confused after he arrives
150

. Additionally, they thought that the process was 

well explained during the sale
151

, that Alpha Inc. is clear on what they require from the customers
152

 

and how they should act if they are unsure
153

. In contrast, one technician believed that it is difficult to 

make customers understand that the technicians only work with their specific machines and are unable 

to provide service for the others
154

. 

 

All customers interviewed understood the process when something went wrong with their machines. 

They knew that they are supposed to call the office at Alpha Inc., receive a case number and 

afterwards get a call from a technician
155

. Having the case numbers means that everything that has 

been done is recorded by Alpha Inc. in their IT system
156

. Half of the customers also mentioned that 

they do not always need a technician when contacting the company. One customer suggested that they 

try to fix the problem over the phone first
157

 and another that sometimes they just need spare parts
158

. 

Two customers interviewed stated that they were satisfied with the after sales process
159

; nevertheless 

some problems were brought up. Half of the customers complained about the waiting time before the 
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technicians call them back
160

. One technician also addressed this issue and emphasised the need to 

make customers understand why they have to call the office after which most customers accept it
161

. 

 

Educating customers is important in order for them to fulfil their roles correctly and therefore make 

the service effective. If customers do not understand the service process, it could lead to their 

dissatisfaction (Wilson et al., 2012, p.385). This was illustrated by the importance of comprehending 

the reasons for calling the office instead of individual technicians. Communicating to customers 

facilitates their education (ibid.) and since both the sales and the service departments communicate 

with customers, they are in a position to teach them about the after sales process. This education is 

started by the sales personnel but can be further clarified by the technicians, which is especially 

significant for new customers that require more guidance. 

 
 

4.8 Area 8: Addressing Service Intangibility 

Interview questions enquired for the management of service intangibility build up on the ones asked 

regarding customer education (see section above) since these two areas are interlinked. The managers 

and sales representative were asked if they believe the customers understand the after sales service and 

if there are any misinterpretations. Technicians were questioned if they have guidelines for providing 

the after sales service. Finally, the customers were enquired if all of Alpha Inc.’s employees explain 

the after sales process correctly. 

 

The sales interviewee stated that customers usually understand the process but that sometimes there 

are misinterpretations depending on how complicated the system is
162

. He also suggested that these 

can arise if something is not written down
163

. Furthermore, since the customer is a company, a 

manager mentioned that information at the customer’s site can get lost since not all of their employees 

write down what Alpha Inc. tells them
164

. Therefore he emphasised the importance of educating the 

customer’s employees. 

 

A manager has recently developed a process model for the technicians so that they all follow the same 

steps when arriving at the customer
165

. All technicians interviewed agreed that they have guidelines for 

providing the after sales service
166

. One technician suggested that all have the same instructions but it 

does not mean that everyone follows them
167

. Another technician stated that these guidelines were 

received from the service manager and enforced in the last service meeting
168

, while a different one 

affirmed that it was made clear during the training
169

. In contrast, a technician was under the 

impression that the guidelines were explained in meetings long time ago and that it is common 

sense
170

. This shows that all technicians are aware of the guidelines for providing the after sales 

service and these also make the service more tangible for the technicians as well as for the customers. 

 

When asked about the after sales process in detail, 60% of the technicians agreed that they call the 

customer before arriving
171

 while all of them knew that they have to announce themselves after they 

arrive
172

. The technicians also made it clear that this process can slightly differ depending on the 

customer size as some smaller customers do not have an office where they can declare their arrival. 

One technician brought up the fact that the process is more formal at bigger customers
173

. When 

leaving, 60% of the technicians were aware of signing and going through the report with the 

customer
174

 while the remaining two technicians only stated one of these steps without mentioning the 
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other
175

. One technician suggested that it is necessary to see if the machine is working before he 

leaves
176

. The technicians interviewed concurred that the report is comprised of mainly technical 

parts
177

. They also stated that if they get non-technical feedback from the customer, they pass it onto 

their managers but do not include it in the report
178

. In contrast, one technician explained that non-

technical feedback can be written into the report in a special area which the customer does not see
179

. 

This supports a manager’s claim that he gave the technicians instructions to write feedback into the 

service report
180

. He added that this is usually not inscribed when he receives them
181

. The customers 

were questioned if they feel that all Alpha Inc.’s employees explain the after sales process so that it 

corresponds to what the employees actually deliver and all of the interviewees agreed
182

. They stated 

that Alpha Inc.’s employees “always try to explain on my level”
183

 and that there are no 

misunderstandings
184

. 

 

Functional quality, the process in which the service is delivered, may be inhibited by the intangibility 

of the service (Grönroos, 2007, pp.73-74). Long term relationships with customers, which are 

necessary in the B2B setting, can be facilitated by having clear work instructions (Gounaris, 2005). 

These instructions for technicians as well as the after sales documents that are given to both the 

employees and customers contribute to making the service more tangible and henceforth 

understandable. Apart from this, the process is explained to the customers by both the sales and 

service departments. More tangible after sales service could also lead to the improvement of the 

functional quality and therefore result in an overall higher service quality.  

 

 

4.9 Area 9: Manage Customer Expectations  

The interviewed actors were asked questions regarding the clarification and building of customer 

expectations. Thus, the customers were requested to rate the company’s service performance and the 

actors were also enquired if they experienced a gap between actual service delivery and customer 

perceptions. This area is closely linked to the management of promises, in particular to customer 

complaints. 

 

The customers were asked to rate Alpha Inc. according to their service satisfaction on a scale from one 

to ten (with ten being the highest). Three
185

 gave the company a seven and one customer an eight
186

. 

Overall, the interviewees were satisfied with Alpha Inc.’s quality and stated that they “can trust 

them”
187

. The interviewed technicians were consulted if they thought that customers had different 

expectations regarding the after sales service. Most disagreed, since they concluded that they share the 

same goal to repair the machines as fast as possible
188

. One technician remarked that because most 

customers work with Alpha Inc. for over a decade they usually know the process and what they can 

expect from the after sales service
189

. Nevertheless, three customers criticised the limited opening time 

of the company which should be adapted to the customers that operate on a 24/7 basis
190

. One of the 

managers emphasised that Alpha Inc. considered the option of having a service agreement which 

would include among others extended telephone support
191

. However, since the customers are not 

prepared to pay additional fees for this, the company removed the idea
192

. Related to this, one manager 

further noticed that the customers have in general quite high expectations which Alpha Inc. is trying to 

fulfil
193

. He further illustrated that “if you give them the hand, they take the whole arm”
194

.  

 



 

 

28 

 

Managing a realistic level of customer expectations is inhibited by the characteristics that services are 

intangible and perishable, which means that they cannot be stored or replaced when compared to 

physical products (Wilson et al., 2012, p.15). Therefore, Alpha Inc. is facing obstacles in controlling 

their customers’ expectations because the technicians’ intangible after sales service cannot be stored 

and is dependent on where they and the customers are located. The customer is expecting prolonged 

opening times in order to receive the service when needed. Moreover, to set correct expectations, 

realistic promises to the customers should be made, as well as setting the right level of internal 

marketing to enable the part-time marketers to deliver on these promises (Bitner, 1995; Wilson et al., 

2012, pp.376-389). As mentioned by one of the managers, the service agreements, which they tried to 

offer in the past, would help to create an appropriate level of customer expectations that the part-time 

marketers can actually deliver on. However, this has to be financially covered by the customers.   

 

 

4.10 Area 10: Manage Internal Communication 

One strategy to address the communication gap is the management of internal communication which is 

based on internal branding as well as internal communication. The interviewed technicians, sales 

representative and managers were asked about communication rules inside the company as well as the 

transfer of new information and changes. 

 

All interviewed technicians reported that there are no specific communication rules inside Alpha Inc.’s 

Swedish subsidiary
195

. Due to the small subsidiary size, the company’s employees know each other 

quite well and one interviewed technician as well as one manager concluded that rules would probably 

slow down the efficiency of internal communication
196

. Nevertheless, 60% agreed that compared to 

the Swedish subsidiary the headquarters has more formal rules when it comes to the communication 

process
197

. The managers supported the technicians’ opinion that there are no written down 

communication rules in the subsidiary
198

. On the contrary, the sales representative indicated that there 

is a code of conduct including how to communicate towards the involved actors
199

. He added that this 

comes from the headquarters and varies from country to country depending on where the different 

subsidiaries operate in.  

 

The sales representative is informed about changes in the company either by phone or through 

meetings where the technical as well as the commercial parts are explained by a salesperson from the 

headquarters
200

. Likewise, the technicians interviewed are either informed by a newsletter from the 

subsidiary, the headquarters or by meetings that take place a few times per year in the subsidiary
201

. 

There seemed to be disagreement about how often or from which senders the technicians receive 

newsletters. Additionally, 60% would like to receive more information regarding company news in 

Sweden either by email or through meetings
202

. One interviewed technician that works more often in 

the subsidiary expressed to be well informed thanks to the proximity of his colleagues
203

. Depending 

on the type of information, one of the managers stated that he receives news directly from his boss
204

. 

Both managers explained that they have a meeting twice per month about changes and plans for the 

next two weeks
205

. The results of those meetings are sent by email to all employees in the company. 

 

Communication usually starts inside a company, therefore clear internal standards are needed in order 

to spread consistent messages to the outside (Wilson et al., 2012, pp.376-389). In the case of Alpha 

Inc., the technicians and one manager supported the view that due to the subsidiary’s size no clear 
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internal standards are needed which makes the process according to them more efficient. The sales 

representative however mentioned the code of conduct which contains clear internal communication 

standards. This has been addressed by Gilsdorf (1998) who concluded that 20% of different 

communication problems could be solved by clear internal communication rules and policies. 

Additionally, such written down rules would support and enhance the thinking of how it would be best 

to communicate internal rules (ibid.). The nescience of these displays the need for calling attention to 

all employees of Alpha Inc. so that everyone is aware of the existence of these rules and can act 

according to them. Furthermore, the technicians did not feel well informed about the news in the 

subsidiary and therefore internal newsletters and emails have to be sent more frequently. 

 

In order to contrast the interviewees’ responses, the questions were constructed in an interrelated and 

similar approach for all informants. This provided an overview of all involved actors in the 

communication process from different angles. As elaborated above, there seemed to be agreement in 

some aspects, whereas it also became obvious that due to varying statements of the interviewees, 

miscommunications exist. 
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5. DISCUSSION 

In this section, the IMC triangle model is utilised in order to elaborate on the empirical findings. This 

discussion is divided into three parts consisting of internal aspects, communication towards the 

customer, and the effect of service promises on customer education and expectations. The reason for 

this structure is to begin at the foundation and build up the IMC triangle model as well as emphasise 

all interlinks, first between certain areas and then as a whole.  

 
 

5.1 Internal Aspects 

 

 

 

 

 

 

 

 

 
 

Starting at the base of the IMC triangle model, the interaction between company and employees is 

discussed comprising of the internal communication, internal branding and the management of internal 

marketing communication (see Figure 4). These three areas are interdependent especially since they 

involve the same actors and place importance on internal communication in achieving IMC. Inefficient 

or lack of communication in this section can lead to the communication gap. 

 

One of the biggest obstacles that Alpha Inc. faces in relation to communication is the fact that their 

technicians are geographically dispersed over Sweden, always travelling and are rarely at the 

subsidiary. This means that they do not have much contact with the employees in the office which is 

supported by the fact that they mainly communicate with each other rather than with their managers 

and the sales personnel. As a result, technicians are disconnected from the subsidiary and do not feel 

like a part of the company but rather as a part of their individual technician team. Therefore, they can 

be seen as having a weaker corporate culture when compared to the managers and sales personnel 

working at the office that feel they are part of the company. The managers and sales personnel have 

more formal, social and personal meetings with other employees making it easier to spread and be 

submerged in the corporate culture. Nevertheless, there is still the possibility of miscommunications 

between the sales personnel and managers which means that also within Alpha Inc. communication 

related gaps can occur. 

 

Company-wide meetings involving all actors as well as service meetings for the technicians take place 

twice a year. Apart from this, Alpha Inc. organises an annual social event. These meetings and event 

are limited in number due to the geographical dispersion of the technicians. They are important for 

improving internal communication and especially the latter for building stronger relationships between 

the employees and the company. Henceforth, this aids in creating team spirit and a sense of belonging. 

The communication training that Alpha Inc. organised a year ago has been criticised by the technicians 

 

Figure 4: Internal Aspects of the IMC Triangle Model 

(Own illustration) 
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and needs to be improved next time. Since service is heterogeneous, part-time marketers need to be 

trained in order to deliver on what has been promised and consequently fulfil customer’s expectations. 

Trainings and education of the employees can also be used to achieve consistency of messages 

directed towards the customers through the management of internal communication. 

 

Technicians have complained that they do not get enough feedback from the managers and that they 

do not have annual one-on-one meetings with them. On the other hand, the two managers stated that 

they do have these meetings. This could improve the communication and strengthen technician’s 

relationship with their managers since it is the only time they physically meet without others. This is 

also when they could evaluate the technician’s performance, give them feedback and set goals for 

them which is a crucial aspect for the technician’s motivation and for building up their company 

commitment. Additionally, the two managers interviewed also stated that they receive very limited 

feedback even though they have closer contact to their managers. Thus, there is a problem with 

acquiring enough feedback within the whole company meaning that there are inadequate opportunities 

for the employees to improve their performance. 

 

With regards to ideas for improvement that the technicians may have, it was discovered that these do 

not get passed onto the managers and are just shared among a few technicians that have a closer 

relationship. This means that new suggestions are not even spread among all the technicians creating a 

gap within this group of employees. One of the managers has stated that he would like to hear these 

ideas but is also aware that there are no incentives for this. In order to make sure that these 

improvement suggestions do not get lost and instead are shared amongst everyone in the company, 

Alpha Inc. needs to develop a system for dealing with this as well as educate all their employees about 

it. They could provide incentives to encourage employees to share their ideas. Some of these are very 

meaningful as they could lead to a better functioning company as well as make the employees feel 

more involved. 

 

Internal communication is achieved mainly over the phone meaning that this primarily just involves 

two people. Thus, messages may get lost since they are not shared with everyone and there could also 

be time lag before all employees receive the necessary information. Some messages need to be spread 

at the same time to everyone for which methods such as meetings, newsletters and emails can be 

utilised. There was confusion and disagreement among the interviewees regarding the newsletters 

suggesting that Alpha Inc.’s employees are not properly informed about how they will receive 

company information. There are no clear strategies concerning how to spread this news to the 

employees which is especially necessary when the technicians are so physically distant. This is further 

supported by the fact that over half of the technicians interviewed want to receive more company 

information. 

 

One manager and the sales representative brought up the code of conduct in the interview that includes 

the rules for internal communication, while the rest of the interviewees were not aware of these rules 

inside the subsidiary. This means that they are not properly communicated to the technicians and are 

more likely to remain within the subsidiary. The same can be said about the company values that most 

of the employees at the subsidiary were able to identify. The code of conduct has to be clarified for all 

employees of the company so that they understand and follow it. For services in B2B companies, the 

company and especially the employees are in charge of building up the brand for the customers, 

making it vital for them to be educated and aware of these values. As a result, internal branding is a 
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prerequisite to external branding in the same way that internal communication is a precondition to 

consistent external and interactive communication. 

 

Internal communication is an important part of internal branding that needs to be managed in order for 

both the company and the employees to communicate the same messages towards the customers. Both 

these sets of actors also need to make sure that they address service intangibility, educate and make 

realistic promises to the customers and therefore fulfil their expectations. To achieve this goal, internal 

communication needs to function well to ensure that the employees are enabled to do their job 

effectively and that no information gets lost. Alpha Inc.’s internal communication is lacking in some 

areas which need to be improved in order to reduce the gap between service delivery and external 

communication. Currently, the communication gap exists due to the limited contact between the 

company and the employees which is seen in the fact that company information is not spread 

effectively. Another reason is that employees are not made aware of the values and do not have such a 

strong corporate culture, meaning that they cannot accurately fulfil their role as brand builders. 

 

 

5.2 Communication towards the Customer 

 

 

 

 

 

 

 

 
 

This section of the model (see Figure 5) includes the external and the interactive communication. Here 

is where the customer, involving their managers and machine operators, interact with Alpha Inc.’s 

employees and the company. Within external communication, the company communicates to the 

customers among others through magazines and meetings. Alpha Inc.’s webpage does not seem to be 

exploited enough since the customers interviewed stated that they rarely visit it. This is a tool that the 

company could use to reach and educate customers aiding in setting their expectations. When it comes 

to the level of communication between the customers and the sales department, there were some 

discrepancies. The sales representative affirmed to have close contact with the customers regarding the 

projects but only one of the customers interviewed agreed with this. In addition, the after sales service 

is sometimes explained to the customer by only one of the actors. This creates an area for possible 

misunderstandings for the customer. By improving internal communication between the sales 

representatives and the managers, the message given to the customer can be consistent, and therefore 

avoid a possible negative influence from the customer regarding the service outcome. The service 

encounters can assist in managing customer education and expectations. 

 

Regarding the interactive communication, Alpha Inc. faces the difficulty that the after sales service is 

heterogeneous. If the technicians have not received sufficient information from the company or the 

customers, it can influence the service quality. In some cases if a problem occurs in the interactive 

 

Figure 5: Communication towards the Customer from the IMC Triangle Model 

(Own illustration) 
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communication, customers use external communication channels to forward the concern back to the 

company, and whereas other times, criticism is given directly to the technicians. 

One of the gaps uncovered is the insufficient customer feedback gathered for example by the 

headquarters through the customer survey. The managers as well as the technicians criticised it 

because of the ambiguous questions that could be misunderstood by the customers as well as the fact 

that sometimes customers are questioned too late. Therefore, the usefulness of this survey to get 

customers’ feedback is debateable. Moreover, it does not provide a valid basis for the managers to 

give feedback to the technicians and hence improve the service quality. Customers do not contact only 

one specific individual when they have feedback, they can talk to the technicians on site, call the 

managers or sales personnel. Currently there is no clear system regarding how feedback should be 

handled and transferred, and therefore, this valuable feedback may be dispersed among different 

actors. In order to prevent any of it getting lost, there is a need for a well-functioning IMC.  

 

When customers require service, they should contact the company through external communication. 

This is transmitted to the technicians, through internal communication, who later on contact the 

customer through interactive communication. Since the message involves these different actors, the 

process becomes long and sometimes the information can be misinterpreted. Hence, many of the 

customers would like to avoid the external communication by directly talking to the technician to get 

what they perceive as a faster service. However, the customers have to be educated that this process is 

necessary for their problems to be recorded by Alpha Inc. with a specific case number. This makes the 

process easier when similar problems arise and to keep a record of what has been done. Given that 

Alpha Inc. operates in a B2B setting, their customers are firms where multiple individuals are 

involved. This means that there may be communication problems within the customer’s organisation 

that would inhibit service quality. The internal communication on the customer’s side can be 

addressed through customer education.  

 

To outline the discrepancies, Alpha Inc. is not effectively utilising external and interactive 

communication to manage their contact with the customers. The webpage is not being used enough 

and the messages delivered by the sales representatives, the managers and the technicians are 

incongruent. Internal communication seems to be inconsistent, and therefore, neither technicians nor 

the company are in sync to deliver the same messages to the customers in the service encounters. In 

addition, customers may be faced with communication gaps of their own that Alpha Inc. cannot 

entirely control, and this can lead to an increase in customer complaints. Moreover, due to the absence 

of a system to evaluate these complaints, Alpha Inc. cannot really work towards improving their 

service. In order to reduce miscommunications, all actors within the company need to receive and 

share the same messages and in particular ensure that this is clearly and evenly communicated to all 

the technicians. Subsequently, external and interactive communication has to be coordinated by the 

company and employees internally. 
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5.3 Effect of Service Promises on Customer Education and Expectations 

 

 

 

 

 

 

 

 

 
 

 

 

 

 
The customer should be targeted by four related strategies to reduce the communication gap (see 

Figure 6). Managing service promises by the company and the employees is more difficult due to the 

intangibility of the after sales service. All service encounters and tools, such as newsletters, make the 

service more tangible and set an appropriate level of customer expectations. The repair and 

maintenance can be done by different technicians implying that the customer receives various 

messages on a recurrent basis. The sales representative concluded to have only limited contact with the 

technicians and also one of the managers would prefer to receive more feedback from them. Some 

technicians interviewed expressed that the sales personnel sometimes over promise and therefore the 

technicians would prefer to have more meetings with the sales department as well as the managers. 

This clearly displays miscommunication and inconsistency of promises made towards the customer in 

the after sales service. Furthermore, the technicians do not exactly know what has been promised in 

the meetings and sometimes the customers’ even claim more compared to what has been actually said, 

therefore internal communication is important so that the customers cannot influence too much.  

 

The differing promises made can lead to insufficient customer education. The customer is educated 

about the intangible after sales service through external and interactive communication. Especially 

new customers, who do not know their role and responsibility in the service, need to receive clear 

instructions from the company and the employees. Hence, these messages should be homogenous to 

prohibit misunderstandings. Additionally, the sales representative recognised that the customers 

misinterpret or even demand more than what has been promised in the meetings. To avoid such 

discrepancies, to make promises more tangible and also to educate the customer better, future 

communication checklists to retain what has been said in the sales process and the related service seem 

to be a useful tool. 

 

The promises made and the management of customer education will influence the level of customer 

expectations. When the messages are governed in a consistent manner, then the customer can form a 

suitable level of expectations which can be fulfilled by Alpha Inc. This is however inhibited by the 

intangibility of the service, since even successfully aligned messages can be misunderstood. 

Customers that call the company get a case number so information is written down and they also 

sometimes get instructions over the phone on how to repair the machine on their own. The more 

 

Figure 6: Customer Related Strategies of the IMC Triangle Model 

(Own illustration) 
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experience the customer has in a long term relationship, the better he can imagine the service and 

knows what to expect. 

 

A customer complaint demonstrates broken promises, lacking customer education and/or unfulfilled 

customer expectations. Customers might not understand why the technicians cannot check on other 

machines when they are already there. To address these complaints, customers have to be educated 

about technician’s knowledge as well as their fixed schedule. If they require maintenance or repair of 

further machines, it has to be clarified that it is their responsibility to inform the company in advance. 

The interviewed customers additionally criticised the waiting time when calling, as well as the wish to 

be able to reach the company and employees after the official opening hours. This likewise illustrates 

insufficient customer education which resulted in an exaggerated level of expectations. They should be 

taught that the waiting time is dependent on their specific problem and the availability of technicians. 

If they request to have extended opening hours, they have to accept a higher price for financing this 

extra service. When customers are educated, the tangibility of the service as well as homogeneous 

promises in IMC are achieved, and therefore the customers are more likely to set an appropriate level 

of expectations. 

 

A manager expressed that he gave the technicians instructions to note down customer feedback in the 

service report, however, all technicians agreed that it is primarily for technical information. This 

inhibits the wish of the managers to hear more customer feedback through the technicians. It seems 

like this misunderstanding of what exactly should be recorded in the service report contributes to 

losing an important opportunity of using this as a medium to gather customer feedback. Although the 

planned workshops might be a good occasion to receive technicians’ feedback, this will be rather 

general and not related to a specific customer. Clarifying the use of the reports, as well as 

implementing clear guidelines concerning how to treat feedback from all actors, would open new 

possibilities for Alpha Inc. concerning service improvements. 

 

In addition, one manager stated that their computer system is not able to compare all customer 

complaints. This unfortunately prevents the company from analysing customer opinions. Feedback has 

to be transferred, gathered as well as properly analysed to find the root causes.  When the main reasons 

for complaints are visible, the IMC and internal communication can be adapted. The aim is to enhance 

homogeneous promises and modify customer education. Despite some specific negative feedback, 

most customers were satisfied with the after sales service in general and gave the company an average 

grade of seven in the interviews. This can be translated into the fact that the communication in the 

service encounters by the company and employees is quite homogeneous. 

 

To sum it up, there are several discrepancies for Alpha Inc. in the IMC triangle model related to 

managing customer expectations and education, service intangibility and service promises. 

Inconsistent messages from the company and employees correspond to broken promises. The 

inconsistent messages have led to insufficient education and therefore resulted in an unrealisable level 

of customer expectations. Negative feedback and complaints provide clear evidence for this 

discrepancy. Those problems contribute to the communication gap between service delivery and 

external communication in the after sales service. The company should analyse the situation 

backwards: evaluate the complaints and adapt the customer education to set the right expectations.  
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6. CONCLUSIONS AND RECOMMENDATIONS 

To summarise, the lack of internal communication and limited contact between the actors within 

Alpha Inc. has led to various difficulties. These include the detachment of the employees from the 

company and weak corporate culture, and henceforth, fragile brand affiliation of the part-time 

marketers. Especially due to the physical distance of the technicians, constant effective internal 

communication is crucial for the company’s success. Communication between the company and its 

employees, as well as within these two groups, is vital for enabling these actors to provide consistent 

messages to the customers through service encounters. 

 

For the after sales service, communication with the customers can take the form of both interactive and 

external. Due to the B2B characteristics, a vast variety of individuals is involved in this 

communication process making the IMC management more complex and necessary. Discordant 

promises created in the service encounters lead to inconsistent customer education as well as result in 

unrealisable level of customer expectations. This is further inhibited by service intangibility. 

 

The IMC triangle model is an analytical tool used to illustrate that the three actors as well as all related 

aspects need to be integrated in order to reduce the communication gap. However, the gap model of 

service quality, and hence, the communication gap have been developed for the B2C setting. 

Therefore, to apply the IMC triangle model, the gap has to be adapted to the industrial context itself 

since it involves less external communication. Thus, interactive communication has to be included in 

this analysis. This model is not pinpointing the exact starting point of the communication related 

problems but it identifies all areas affected. There might be warning signs that a company is facing a 

communication gap, for instance customer and employee complaints or unbalanced information flow. 

All the miscommunications have to be analysed in order to see if they are related and to be able to 

identify the root cause. Once this is detected, the company can begin to implement improvements, 

consequently creating a chain reaction affecting the whole IMC triangle. 

 

In the case of Alpha Inc., the root cause for their communication difficulties can be traced back to the 

weak internal management and structure. This can be amended, for instance by integrating the 

technicians into the company through increased contact using a broader channel, creating guidelines as 

well as encouraging feedback exchange. Ergo, improved communication between company and 

employees will lead to harmonious messages in the service encounters. Henceforth, the company 

makes realistic promises which are communicated to the technicians, enabling them to deliver on 

customer expectations. Internal communication facilitates coherent customer education since it is 

provided by the sales personnel, managers and the technicians. Educated customers are able to 

understand the intangible service better as well as set an appropriate level of expectations. These are 

easier to be fulfilled, and therefore customer satisfaction rises resulting in less customer complaints. 

Ultimately, this diminishes the communication gap. 
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7. SUGGESTIONS FOR FUTURE RESEARCH 

In order to generalise and develop the IMC triangle model, it is needed to apply it to more B2B 

companies in different contexts, industries and/or countries. Moreover, this could be achieved through 

in-depth studies of the dependencies and relationships brought up in the model. Managerial experience 

will help to adapt and improve the practical implications as well as come closer to finding the root 

cause of communication related problems faced by the company. Further studies should especially 

involve the importance of internal communication in B2B companies that provide services. Through 

the incorporation of additional concepts, the scope of this model would also be broadened. The model 

is applicable to the industrial setting in order to reduce the communication gap. However, the gap 

model of service quality was developed for the B2C area, indicating the need for future research. Since 

this thesis focuses on a B2B company, it would be beneficial to incorporate for example the business 

network theory. By expanding the model and including all the involved actors, an overview of the 

business environment is possible to achieve. 
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APPENDICES 

 

Appendix 1: Example of an e-mail sent to B2B companies 

Dear Mr. W.,
b
 

 

We are three students who are currently studying International Business Management at Mälardalens Högskola 

in Västerås. Since it is our last semester, we will be writing our bachelor thesis starting in April. Our motivation 

and interest area is directed towards Service Marketing, especially in business to business companies. We 

believe that a good service marketing strategy can add value to the core product. 

 

Here are some proposed questions to research however we are flexible according to your needs and interests: 

- What are the most important criteria or aspects of service as perceived by your customers? 

- How can we improve a service recovery strategy to make it efficient by fulfilling customers' expectations? 

- Are there any possible service gaps that need to be closed to be more successful? 

- Can we find a way to improve customer satisfaction through service? 

 

Working with Alpha Inc. would create mutual benefit, for both the company and for us as students. It would 

provide you with extra knowledge about your customers and possibility to improve your customer service.  Since 

we want to expand our knowledge and gain experience, we do not expect any monetary compensation. 

 

If working within the company is not possible, we would at least like to have the opportunity to interview 

someone who works in relation to this area and include you in our research. 

Thank you in advance for your consideration, we are looking forward to hear from you. 

 

Best regards, 

Michelle Villavicencio, Sabine Müller and Veronika Šafářová. 

 

Appendix 2: Questions for the first interview with Alpha Inc. 

Interview 1 

Date 2014-02-28 

Form of interview Phone interview 

Interviewees CEO, CFO and Service Manager (Alpha Inc.) 

Questions 

 

A.) Introduction followed by a brief description of the company and the subsidiary. 

 What kind of products and services does Alpha Inc. provide in general and at the Swedish 

subsidiary? 

 In which countries are you present? How many subsidiaries? 

 How many employees are working for the subsidiary? How many of them are dealing with service? 

 

B.) The thesis authors explain the suggested research topics (see Appendix 1) for the thesis and discuss 

in which field the company is interested. 

 Are you currently facing any service related problems in your subsidiary? 

 Do you have any difficulties in regards to understanding your customers’ expectations? 

 Did you implement any tools to measure customer satisfaction? 

 How do you deal with service failure? Do you have a service recovery strategy? 

 When is it possible to have a meeting and discuss these issues in more detail? 

                                                 
b
 Referred to as Mr. W. in order to keep anonymity 
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Appendix 3: Questions for the second interview with Alpha Inc. 

Interview 2 

Date 2014-04-04 

Form of interview Face-to-face interview 

Interviewees CFO and Service Manager (Alpha Inc.) 

Questions 

 

A.) Detailed company and processes description. 

 Could you tell us some information about the company’s and the subsidiary’s background and 

history? How many total employees does Alpha Inc. have? 

 Do you monitor customer satisfaction (get customer feedback) and if so, how? Are there any areas 

that need to be improved according to the customers? 

 Can you describe the service that your company provides to the customers? What about the after 

sales service process? 

 

B.) Discussing possible approaches for the thesis regarding service and communication. 

 How do you communicate with your employees (e.g. technicians)? Through what channels? 

 Do you have meetings with the technicians, sales personnel and/or customers? How often are these 

meetings? 

 Do you have any communication related trainings with your employees? 

 Does your company have any IT system and how does it work? Who is able to access it? What 

information does it provide? Is it only for your subsidiary or is for the whole company? 

 

C.) Do you want us to keep the company name anonymous in our thesis?   

 

Appendix 4: Questions for the third interview with Alpha Inc. 

Interview 3 

Date 2014-04-22 

Form of interview Phone interview 

Interviewees CEO and CFO (Alpha Inc.) 

Questions 

 

A.) Further questions about the communication process. 

 When do you let the customers know that you have changed the time of a meeting or a technician 

visit? 

 What different kind of changes did you introduce recently that are related to communication? 

 How often do technicians receive training regarding their soft skills (e.g. about communicating with 

the customers) and when was the last training? What did it involve? 

 Do the technicians have contact with each other? Are they able to use the IT system to 

communicate with each other and with other employees? 

 

B.) Questions regarding the interviews with technicians, sales personnel and customers. 

 When are we able to start interviewing the technicians? How many can we interview? 

 Are we also able to interview some of the customers and/or sales managers?  

 When will you able to provide us with the list of contacts? Are we able to use English? 

 

C.) Further questions: 

 Is it possible to show us the customer surveys you send out and the results? 

 Since these questions for the customer survey are developed by the headquarters, are they adapted 

before being sent to customers in different countries/regions around the world or are they the same?  
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 Have you analysed in which regions in Sweden do most problems with the machines occur? In 

which regions are most of your customers and the technicians located? 

 Do you segment your customers according to their profitability? Which are your most important 

customers? 

 Are we able to contact another subsidiary of Alpha Inc. in a different country to see what they do to 

deal with internal communication? Or does the company already utilize a benchmarking strategy in 

this regard? If so, can you provide us with this information? 

 You showed us this model about the after sales process in the last meeting, could you please 

explain it in more detail? And what purpose does it serve? 

 

 

Appendix 5: Questions for semi-structured interview with Technicians
c
 

Areas Questions for Technicians 

1. Internal 

Communication  

A. In a week, how often do you communicate with the managers? Sales 

personnel? Other technicians? 

 

B. Where do you get information from /through what channels? (Online, 

telephone, SMS, in-person?) Through what channel would you prefer to 

get the information? 

 

C. In one month, how often do you get feedback from your manager? 

 

3. Interactive 

Communication 

A. Who would you say you have a closer contact with, the customer or 

fellow employees? 

 

4. Internal branding A. What does the company stand for? (ST, LT goals, values) 

 

B. Is there any training you have to undertake about company values/ 

communicating with customers? How often are these trainings? (Soft-skills 

training) Last year you had one of these communication trainings, would 

you say it has helped you improve?  

 

C. How often do you have social events (summer party etc.)? Do you 

attend it? 

 

D. Do you feel you’re part of a team/ the company?  

 

5. Integrated 

Marketing 

Communication (IMC) 

A. If you could change the communication process with the manager / the 

customer, what would you change?  

 

B. When you receive feedback from the customers, what do you typically 

do? 

 

6. Manage service 

promises  

A. Would you say that you deliver on what others from the company have 

promised? Do you know what they promise? 

 

B. Did a customer complain that he did not get what someone else 

promised him? 

                                                 
c
 Applies to Appendices 5 to 8. Some of these questions are written in italics because they represent possible 

follow up questions. 
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7. Management of 

customer education 

A. Did you have the impression that the customer (responsible of the 

machine) was unsure about what he had to do when he was facing 

problems / needed to contact the company? 

 

8. Address Service 

Intangibility 

A. Do you follow guidelines when arriving at the customer? Are there any 

steps you usually take? Is it different with every customer? Who gives you 

these guidelines and how? 

 

B. What does the report when leaving the customer include? Is it very 

technical? What do you report to the company? 

 

9. Management of 

customer expectations 

A. Did you experience that customers had a different expectation when 

you did the after sales service? 

 

10. Manage internal 

marketing 

communication 

A. Are there clear rules regarding how you are supposed to communicate 

within Alpha Inc.? If so, how are these communicated to you? Training? 

 

B. Do you believe you’re well informed about news in the company in 

general? That you get sufficient information? 

 

 

Appendix 6: Questions for semi-structured interview with Sales Representative 

Areas Questions for Sales personnel 

1. Internal 

Communication  

A. In a week, how often do you communicate with the technicians? 

Managers? (Other sales personnel) 

 

B. Where do you get information from /through what channels? (Online, 

telephone, SMS, in-person?) Through what channel would you prefer to 

get the information? 

 

C. If you could change the communication process with the manager / the 

customer, what would you change? Would you like to have more 

information / contact? 

 

D. In one month, how often do you get feedback from your manager? 

 

2. External 

Communication 

A. In one month, how often do you communicate with the customers? 

Through which channels do you send the information?  

 

B. Are you in contact with the customers after the sale? Physical meeting 

with the customer? 

 

C. Do the customers provide Alpha Inc. with their preferred contact 

information? 

 

4. Internal branding A. What does the company stand for? (ST, LT goals, values) 

 

B. Is there any training you have to undertake about company values/ 

communicating with customers? How often are these trainings? (Soft-skills 

training) Last year you had one of these communication trainings, would 
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you say it has helped you improve?  

 

C. How often do you have social events (summer party etc.)? Do you 

attend it? 

 

D. Do you feel you’re part of a team/ the company? 

 

5. Integrated 

Marketing 

Communication (IMC) 

A. If you could change the communication process with the manager / the 

customer, what would you change?  

 

B. When you receive feedback from the customers, what do you typically 

do? 

 

6. Manage service 

promises 

A. Do you write down what has been promised during the meeting with 

the customers? 

 

7. Management of 

customer education 

A. Do you explain to the customer when and how the after sales service 

will be delivered? Do you have a guideline to follow? Do you get updates 

when there are changes? Do you update the others? 

 

8. Address Service 

Intangibility 

A. Do you think the customers understand when you explain the after 

sales service? Are there things that could be misinterpreted? Has this 

happened before? 

 

9. Management of 

customer expectations  

A. Did you experience that customers had a different expectation when 

you did the after sales service? 

 

10. Manage internal 

marketing 

communication 

A. When there are any changes in the company how does the company 

inform you? When? Is there a constant exchange of ideas between you and 

the company? 

 

B. Are there clear rules regarding how you are supposed to communicate 

within Alpha Inc.? If so, how are these communicated to you? Training? 

 

 

Appendix 7: Questions for semi-structured interview with Managers 

Areas Questions for Managers 

1. Internal 

Communication  

A. In a week, how often do you communicate with other managers? 

Sales personnel? Other technicians? 

 

B. Where do you get information from /through what channels? (Online, 

telephone, SMS, in-person?) Through what channel would you prefer to 

get the information? 

 

C. If you could change the communication process with the manager / 

the customer, what would you change?  

 

D. In one month, how often do you get feedback from your manager? 

How often do you give feedback to the technicians? 
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2. External 

Communication 

A. In one month, how often do you communicate with the customers?  

 

B. Through which channels Alpha Inc. sends information to the 

customers?  

 

C. Do the customers provide Alpha Inc. with their preferred contact 

information? 

 

4. Internal branding A. What does the company stand for? (ST, LT goals, values) 

 

B. Last year you had one of these communication trainings, would you 

say it has helped you improve?  

 

C. How often do you have social events (summer party etc.)? Do you 

attend it? 

 

D. Do you feel you’re part of a team/ the company?  

 

5. Integrated Marketing 

Communication (IMC) 

A. If you could change the communication process with the manager / 

the customer, what would you change?  

 

B. When you receive feedback from the customers, what do you 

typically do? 

 

6. Manage service 

promises  

A. Do you write down what has been promised during the meeting with 

the customers? 

 

B. Did a customer complain that he did not get what someone else 

promised him? 

 

7. Management of 

customer education 

A. Who explains to the customer when and how the after sales service 

will be delivered? Are both the sales and service departments involved? 

 

B. How do you make sure that different customers get the same 

information regarding the after sales service? 

 

8. Address Service 

Intangibility 

A. Do you think the customers understand when you explain the after 

sales service? Are there things that could be misinterpreted? Has this 

happened before? 

 

B. Do technicians receive guidelines for providing the after sales? 

 
9. Management of 

customer expectations 

A. Did you experience that customers had a different expectation 

concerning the after sales service? 

 

10. Manage internal 

marketing 

communication 

A. Are there clear rules regarding how you are supposed to communicate 

within Alpha Inc.? If so, how are these communicated to you? Training? 

 

B. When there are any changes in the company how does the company 

inform you? How are other employees (technicians) informed? When? Is 

there a constant exchange of ideas between you and the company? 
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Appendix 8: Questions for semi-structured interview with Customers 

Areas Questions for Customers 

2. External 

Communication 

A. In one month, how often do you receive company information? 

From whom in the company? Through which channels? 

 

B. Do you provide Alpha Inc. with your preferred contact information? 

 

3. Interactive 

Communication 

A. Who do you have most contact with from Alpha Inc.? 

 

4. Internal branding A. In your opinion, what do you associate Alpha Inc. with? 

 

B. Last year Alpha Inc. had a communication skills training with its 

personnel. Did you notice an improvement related to the technicians’ 

performance? 

 

5. Integrated Marketing 

Communication (IMC) 

A. If you have any feedback. Who do you contact? 

 

6. Manage service 

promises 

A. Do the technicians deliver on what has been promised by the sales 

personnel (or the company)? 

 

7. Management of 

customer education 

A. If your machine breaks, do you know the process that you’re 

supposed to follow and what are your expectations? Can you explain 

what exactly you do if your machine breaks? 

 

8. Address Service 

Intangibility 

A. Do all Alpha Inc.´s employees explain the process correctly so that it 

corresponds to what they actually do? Do you feel there are any gaps or 

miscommunications? 

 

9. Management of 

customer expectations  

A. If you give a grade to the company´s quality from one to ten (with 

ten being the highest) which grade would you give them and why? 
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