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Abstract

Extant research on service failure has considered either consumer's attitude or
employee’s attitude. It resulted in a lack of comprehensive understanding of service-
failure management. Accordingly, this research suggests a strategic model for
service-failure management integrating an employee and a consumer’s response to
service failure. The model (named as ACE model) was developed based on the balance
theory as a cognitive consistency theory. The ACE model shows that an organization
can hardly overcome a service failure despite substantial efforts to comfort both a
consumer and an employee, if a consumer has unfavorable initial attitude to an
organization. This indicates that an organization should focus on impression
management, especially when it has a high possibility of involving in service failure.
It also shows that an organization should punish an employee involved in service
failure and let a consumer knows the fact, if a consumer has a favorable initial attitude

to an organization and attributes the service failure to an employee’s fault.

Key Words: Service Failure, Employee Attitude, Consumer Attitude, Balance Theory
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