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a b s t r a c t

In sharp contrast to the extensive debate that has been conducted in the contemporary literature, with
regard to consumers' perceptions of e-service quality, the voice of those managing e-service quality has
remained relatively silent. Against this backdrop, the primary aim of the research presented in this paper
is to address the gap in the literature with regard to the role of electronic service quality management in
leveraging business value from on-line retailing strategies. The study was undertaken using a quanti-
tative research methodology, based upon questionnaires, which resulted in a sample of 225 responses,
completed by senior managers from across the UK's on-line retail sector. The results of the statistical
analyses have demonstrated that the perceived success of a retailer's e-commerce operations is strongly
associated with both the management approaches to e-service quality and the level of e-commerce
adoption. Of particular interest is our finding that as the scale and scope of a retailer's e-commerce
operations grow, there is a concomitant need for its e-service quality operations to develop, if it is to
realise the full value from its on-line activities. The article adds to the body of knowledge regarding the
management of electronic service quality while also seeking to stimulate critical debate concerning the
role of service quality practises within prevailing IT value discourses.

& 2015 Elsevier Ltd. All rights reserved.
1. Introduction

Globally, the market for e-commerce is already huge, and it is
still experiencing very fast rates of growth: the total revenue from
on-line transactions was estimated to have been just over $1
trillion at the beginning of 2012, and it is forecast to rise to $1.5
trillion, by the end of 2014 (eMarketer, 2014). The reasons for the
strength and the persistence of growth in the electronic market-
place are threefold: there are still substantial numbers of on-line
buyers, using the Internet for the first time; existing on-line con-
sumers spend more, per capita; and many new transactional web-
sites have been launched by established off-line retailers (Clem-
ents, 2011). Such aggregated sales figures are made up from the
individual performances of extremely large numbers of individual
Internet retailers, and although the trend line is rapidly rising,
there is much evidence to suggest that not all retailers have been
equally successful in their attempts to develop an effective web
presence (Evanschitzky et al., 2004; Lunce et al., 2006; Korgaonkar
oherty),
and O’Leary, 2008; Rao et al., 2011). Consequently, for many years,
the reasons why some web businesses flourish, in this rapidly
expanding, but highly competitive market-place, whilst other fail,
has been has been the subject of much academic scrutiny as well
as practitioner interest and debate (Doherty and Ellis-Chadwick,
2009).

Creating a superior experience for the customer, through the
delivery of first-class on-line services, may be one important way
in which on-line retailers can improve their chances of developing
a successful on-line business (DeLone and McLean, 2004). In the
context of Internet retailing, it has been argued that service quality
should be conceptualised, broadly, as the degree to which the
consumers' service needs have been met (Xu et al., 2013). During
the last two decades, an increasing number of studies have con-
tributed to enhancing our understanding of the role of e-service
quality in shaping customer experiences and behaviours. Thus far,
the vast majority of e-service quality studies have been consumer
oriented, in that they have sought to explore how various facets of
the e-service quality offering impact upon a range of customer-
oriented success measures, such as customer satisfaction, inten-
tion to buy and consumer trust (Chen et al., 2014; Kassim and
Abdullah, 2010). Whist these studies provide many extremely in-
teresting insights into customer motivation and consumer
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behaviour they do not say a great deal about the success of the site
from the host organisation's perspective. No matter how positive
customer attitudes, behaviours and experiences may be, if these
are not’t being translated into tangible and positive business
benefits, then it cannot be argued that any e-commerce initiative
has been truly successful. As (DeLone and McLean, 2004, p. 31)
note, although ‘the Internet has dramatically affected the conduct of
business …. the laws of economics have not been rewritten’, and
therefore organisation’s still need to ensure that they keep an eye
of the bottom-line. Against this backdrop, there is a pressing need
for more organisationally-oriented research studies of electronic
service quality.

It is envisaged that in adopting a retailer, rather than a con-
sumer, perspective, our study will contribute to the literature in
three important ways. First, it will shed light upon how retailers'
organise their e-service operations and practises. Second, it will
investigate how the practise of e-service quality management is
shaped by the scope of the retailers’ e-commerce operations. Fi-
nally, and perhaps most importantly, it will seek to shed light upon
the role of electronic service quality management in leveraging
business value from on-line retailing strategies. In terms of its
structure, this manuscript continues by presenting a critical re-
view of the extant literature for this study, before describing the
research methods adopted, in section three. The research results
are presented in a series of tables that are discussed in the Sections
4 and 5, whilst their importance and implications are assessed in
the concluding sections.
2. Conceptual background and research objectives

This section aims to review existing literature with respect to
the three broad constructs that form the study's primary focus,
namely the management of e-service quality, the scope of
e-commerce adoption and success of e-commerce strategies. In
critically reviewing the literature, the motivations and academic
justification for this study will be established.

2.1. E-service quality management (ESQM)

In what has become one of the most widely quoted definitions,
Parasuraman et al. (2005, p. 217) assert that e-service quality is the
‘extent to which a website facilitates efficient and effective shopping,
purchasing and delivery’. Although in an on-line context, the target
of the purchase encounter clearly spans the full product/service
continuum, there is always a significant service element to any on-
line transaction as, even when a highly tangible product is being
bought, the purchase, delivery and post-purchase support are all
essentially service elements of the transaction (Rowley, 2006).
However, in the on-line context, the service dimension can often
be rather more problematic as there is no face-to-face interaction,
with a service provider, which is the staple of most traditional
service encounters (Zeithaml et al., 1996). Given its very wide
ranging nature, and central role in electronic transactions, service
quality is increasingly recognised as playing a very important role
in any on-line retailing, and it is therefore one that needs to be
actively and comprehensively managed (Ladhari, 2010; Liao et al.,
2011).

As the customer is on the receiving end of retailers' attempts to
manage and enhance service quality, much past research has fo-
cused upon evaluating customers' perceptions of the quality of
service that they have experienced, when making purchases in a
wide variety of on-line contexts (e.g. Boshoff, 2007; Long and
McMellon, 2004; Xu et al., 2013). Customers' perceptions of the
service quality they have experienced, when purchasing on-line,
have typically been measured by using the SERVQUAL framework
(Parasuraman et al., 1988; 2005). Because service quality has ty-
pically been defined and measured from the customers' perspec-
tive (Xu et al., 2013), a very wide variety of studies have already
been undertaken to ascertain how customers on-line service en-
counters ultimately affect their satisfaction, trust, loyalty and in-
tention to buy (Rowley, 2006; Kim et al., 2009; Chen et al., 2011).
We also know from prior studies of the practise of service quality
management, in traditional, off-line business contexts, that, if
managed appropriately, internal service quality can exert a sig-
nificant and positive influence on business performance, using
both financial and non-financial measures (e.g. Zeithaml, 2000;
Duncan and Elliott, 2002; Madu et al., 1996; Flynn et al., 1995).
More specifically, it has been shown that superior service quality is
associated with: increased sales growth (Tan et al., 1998) and
improved profitability (Rust et al., 1995) However, to date, there
appears to be little literature, focused explicitly upon the business,
rather than the customer, that explicitly seeks to critically evaluate
the role of service quality, in leveraging business value, in an on-
line context.

2.2. The scope of e-commerce adoption

At the outset of the online retailing era, the uptake of the In-
ternet by retailers was a hot topic, and a significant amount of
research was devoted to exploring both the rate and the scope of
e-commerce adoption (e.g. O’Keefe et al., 1998; Cockburn and
Wilson, 1996; Ellis-Chadwick et al., 2002; Spiller and Lohse, 1997).
However, more recently, interest in this phenomenon has waned
significantly. The fairly sporadic, more recent, contributions to this
body of literature, tend to suggest that there are still some very big
differences between the highly enthusiastic early adopters of ev-
ery new Internet function, feature or capability, and those retailers
who are still reluctant to commit too much resource to their online
channel (Rodríguez-Ardura and Meseguer-Artola, 2010; Doherty
and Ellis-Chadwick, 2009). However to date, most research into
e-commerce adoption, in the retail sector, has treated e-commerce
adoption as the dependant variable, typically using a binary-
adopter vs. non-adopter – variable to measure the uptake of a
variety of Internet technologies (e.g. To and Ngai, 2006; Gho-
bakhloo et al., 2011). Consequently, there is relatively little, up-to-
date knowledge about the scope and sophistication of retailers'
online strategies, nor the extent to which these might influence
other aspects of e-commerce activities.

2.3. The success of e-commerce strategies

Over the past 25 years a very substantial body of research has
been attempting to improve our understanding of the drivers of
e-commerce success (Doherty and Ellis-Chadwick, 2010). As we
have already seen, the vast majority of e-service quality studies
have used a customer-oriented measure of success as a dependant
variable, and the same is true for most other attempts at under-
standing what more broadly determines e-commerce success,
which have also typically adopted a customer-centric orientation.
Such studies seek to measure the consumers' attitudes and reac-
tions to a variety of different elements of the retailers' on-line
offerings and strategic positioning, as manifested through the
design of their web-sites. Indeed, a large numbers of studies have
now been conducted that explore the impact of a variety of in-
dependent variables, such as ease of use, perceived control, in-
teractivity, and shopping enjoyment on a range of different de-
pendant variables, such as perceptions of site quality, customer
loyalty and intention to continue shopping on-line (Wolfinbarger
and Gilly, 2003). More recently, Goode and Harris (2007) have
investigated the impact that the consumers' perception of on-line
reputation, reliability, site design and security might have on their
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overall satisfaction with a particular web-site. Other researchers
have sought to perform detailed studies of the role that the con-
sumers’ experiences of single aspects of the retailers’ online of-
ferings, such as ‘e-tail store image’ (Wilde et al., 2004), ‘store layout’
(Vrechopoulos et al., 2004) or perceived ‘hedonic and utilitarian
value’ (Chiu et al., 2012) might have on their shopping behaviour.

By contrast, the literature with regard to the perceived or actual
effectiveness of retailers' web strategies appears to be con-
siderably less extensive. There are a reasonable number of case
studies of the success and failure of e-commerce initiatives
(Golden et al., 2004; Duffy, 2004; Lunce et al., 2006; Hinton and
Barnes, 2009), and a number of discussions on how e-commerce
success can best be measured (DeLone and McLean, 2004), but few
researchers have attempted to survey on-line retailers, to de-
termine the extent to which they perceive their on-line offerings
to have been successful. One important piece of empirical work
that has been conducted with respect to such benefits has been
conducted by Zhuang and Lederer (2003). However, their study
focuses primarily upon the benefits of on-line retailing, and does
not therefore also explore the determinants of success. By contrast,
Doherty and Ellis-Chadwick (2009) have surveyed retailers, to
determine the impact of a wide variety of internal, external and
adoption factors on e-commerce success, but they have not con-
sidered the potentially important role of electronic service quality
in leveraging success.

2.4. Critique of literature and research objectives

Parasuraman et al. (2005, p. 214) argue that: ‘to deliver superior
service quality, managers of companies with a web presence must
first understand how consumers perceive and evaluate online custo-
mer service’. We would agree that this is an important first step,
and from our review of the extant literature, it is clear that there is
already a very well developed body of consumer-oriented studies,
to fulfil this critical requirement. More specifically, it is clear that
customers’ perceptions of the service quality they have experi-
enced, on-line, can significantly affect their overall level of sa-
tisfaction, trust and loyalty. However, we would argue that whilst
insights into consumer perceptions may be a necessary condition,
for understanding how to deliver superior service quality, they are
certainly not a sufficient condition. Existing studies might tell
managers what consumers want, in terms of service quality, but
they do not provide any insights into the actual service quality
practises that are being currently being provided by on-line re-
tailers. Perhaps more importantly, we have little understanding of
how such quality practises are being translated into improvements
in business performance, within the organisational context.

A second and closely connected gap in the literature, relates to
the scope of retailers' e-commerce activities: we already know a
great deal about the extent to which organisations either adopt or
do not adopt a range of Internet technologies, but relatively little
about the specific functions and services that retailers offer con-
sumers, when they are shopping on-line, and how these might
affect the host organisation's service quality management prac-
tises. For example, a narrowly focused and relatively simple In-
ternet offering, based purely around on-line sales, might only need
the support of fairly low key service management practises, whilst
a more sophisticated and fully developed set of e-service processes
might be required to effectively manage a wide ranging and more
sophisticated e-commerce operation.

Against this backdrop, an extensive research study, of UK-based
Internet retailers, was initiated to better understand the service
quality management practises that are currently being adopted,
and how these relate to other important aspects of their on-line
activity. More specifically, the following research questions were
used to guide our study, as illustrated in Fig. 1:
1.
 To what extent does the scope of the retailers' e-commerce
strategies influence the range of e-service quality management
practises being adopted?
2.
 To what extent does the scope of the e-commerce strategy
determine the resultant level of e-commerce success?
3.
 To what extent does range of e-service quality management
practises being adopted determine the resultant level of
e-commerce success?

It was envisaged that by addressing these three research
questions, important insights into how retail organisations should
approach the task of managing their Internet strategies might be
generated, and in so doing, the study would be responding to
Schibrowsky et al. (2007) call for more strategically focused re-
search in this domain. The following sections of this paper de-
scribe and discuss the primary research that was undertaken to
critically investigate these three research questions.
3. Research methods

It was felt that a questionnaire-based study should be used to
investigate the research objectives, as this approach is best suited
to the generation of results, which can be generalised to a target
population (Malhotra and Birks, 2007). The aim of this section is to
review the process by which the questionnaire instrument was
developed, validated and ultimately targeted and distributed.

3.1. Design of the e-service quality questionnaire

To address our three research objectives, it was necessary to
develop a series of measures that would adequately describe the
responding retail organisation’s adoption of e-commerce, their
approach to the management of e-service quality, and the per-
ceived success of their e-commerce strategies. To maximise the
reliability and validity of the research instrument, and to strongly
embed the research within the existing literature, each of the in-
itial questions were derived from the literature, as described
below:
1.
 Respondent classification: The first section was designed to
capture background information with respect to a responding
organisation's activity sector and its size (Dillman, 2007), as
summarised in Table 1.
2.
 Scope of e-commerce strategies: To understand the scope and
focus of the retailers' Internet strategies, respondents were
asked to critically consider a wide variety of common retail
activities that might be supported on-line, to determine the
extent to which each had been adopted. These measures were
based upon prior studies of web-based retail activity (Aguila-
Obra and Padilla-Meléndez, 2006; Basu and Muylle, 2003;
Doherty and Ellis-Chadwick, 2009), and respondents were
asked to evaluate the extent to which they had implemented
each, using a 7-point Likert scale, ranging from ‘no activity



Table 1
Profile of responding organisations.

Activity sector Clothing Mixed Furnishing Grocery Electrical DIY Health Other
% of sample 21% 9% 6% 6% 8% 11% 6% 31%
Size: no. of staff o100 100–1000 1000–5000 No response
% of sample 64% 26% 7% 3%
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planned’, through to ‘already fully active’. Appendix A which is
used to present the results of the factor analysis for this con-
struct, also explicitly identifies each of these item measures
used.
3.
 Management approaches to e-service quality: One of the most
important and novel aims of our study was to examine the
uptake of a variety of common e-service quality practises. Re-
spondents to the questionnaire were asked to quantity the
extent to which each management practise had already been
adopted, within their organisations, using a 7-point Likert
scale, ranging from strongly disagree to strongly agree. Ulti-
mately, 21 distinct service quality management measures were
included in the survey, based upon a wide ranging review of
the Internet retailing literature (e.g. Cândido and Morris 2000;
Cristobal et al. 2007; Wolfinbarger and Gilly, 2003), Appendix
B, which is used to present the results of the factor analysis for
this construct, also explicitly identifies each of these item
measures used.
4.
 Perceived success of e-commerce strategies: The extent to which
our sample of retailers judged their portfolios of web-based
offerings to have been successful was explored through the
final set of item measures. Each individual measure was de-
rived from the literature (e.g. Daniel and Grimshaw, 2002;
DeLone and McLean, 2004; Hsu et al., 2006; Chong and Pervan,
2007), and operationalised using 7 point Likert scales. Seven-
teen different measures of success were utilised in the survey,
which could be combined to provide a really broad-based
measure of e-commerce effectiveness. It is important to stress
that respondents were not asked to provide hard, financial
measures of success, such as the profitability, as this informa-
tion would have been far too commercially sensitive. Each of
these seventeen measures is presented in Appendix C which is
also used to present the results of the factor analysis for the
success construct.

The relationships to be carefully assessed amongst these con-
structs are presented in our outline conceptual model (see Fig. 1).

3.2. Questionnaire validation and targeting

Before widely distributing a survey, it is important to subject it
to extensive testing and validation to establish its potential ef-
fectiveness and to avoid mistakes in questionnaire design (Bryman
and Bell, 2007). The initial validation of the research instrument
consisted of a series of pre-tests. A target group of 24 appropriate
individuals, including subject specialists, academic experts and
retailers, were given draft copies and asked to critically review the
questionnaire. After completion, de-briefing interviews were
conducted, which resulted in a number of enhancements to the
wording and structure of individual questions and layout of the
questionnaire.

Having developed and tested the research instrument, it was
necessary to establish an appropriate sampling frame to target the
UK’s leading retailers. Consequently, we chose to target this study,
at those UK-based retail organisations, as listed in the FAME Di-
rectory, or the UK Retail Directory. Ultimately, a total of 3000
companies were identified from both databases that had the po-
tential to be used for the sample, in this study. In common with
previous studies (Doherty et al., 2003; Teo and Tan, 2002), it was
anticipated that the most appropriate respondent was likely to be
the ‘Marketing Director’, and so each was targeted by name. Prior
to distributing all the questionnaires, a pilot-testing exercise was
conducted, involving 10% of the sample, to reassure the re-
searchers that their sampling frame was appropriate. After a round
of follow-up mailings, the survey ultimately generated 225 usable
replies, and 310 questionnaires returned as ‘addressee not known’,
giving an overall response rate of 8.4%.

Given the relatively low response rate, a set of telephone-based
interviews were conducted, which provided us with reassurance
that the respondents to the survey were not systematically dif-
ferent from the non-respondents. Any sample bias introduced
through the loss of data from non-respondents is often hard to
establish, as this data is not easily obtainable. However, it is pos-
sible to approximate this bias by comparing the answer patterns of
early and late respondents (Armstrong and Overton, 1982). In-
dependent t-tests (Pallant, 2007) were used to examine the dif-
ferences between the early and late groups, for the each of the
three constructs’ items scores. The results of this suggest that,
there are no significant differences in any of the scores, which
provided reassurance that non-response bias would pose no sig-
nificant problems for this study.
4. Research results

This section presents the results of a data reduction undertaken
to extract a number of distinct factors from the complete data set,
before presenting and discussing the research results associated
with the three research questions, as presented in Section 2.4.

4.1. Data reduction through the identification of factors

Given the high number of variables, as identified in the variable
sets presented the appendices, and the lack of prior studies in this
domain, factor analysis was used to establish whether this data
could be consolidated into a smaller number of distinct factors.
Factor analysis is a means of summating information contained in
a large number of variables into a smaller set of new composite
factors, with a minimum loss of information (Hair et al., 2010). To
simplify interpretation, independent factor analyses were run on
each of the three variable sets, using ‘principal components’ factor
analysis, with a ‘varimax rotation’, as it is easier to interpret the
results (Hair et al., 2010). The application of the ‘Scree’ test and a
review of the ‘Eigen’ values were used to determine the most
statistically significant number of factors for each of the variable
sets. Ultimately, a total of nine factors were identified from the
three variable sets, each of which was given a factor name, which
was chosen to best represent the nature of its constituent items.
The factor names, loadings, ‘Eigen’ values and means values for all
the variable sets are presented in Appendices A–C. The validity and
reliability of each factor was also tested using coefficient ‘alpha’.
Ideally, alpha scores should exceed 0.70 (DeVellis, 2003), and for
our sample, all nine of the derived factors were comfortably over
this boundary condition.

Having successfully reduced the data-set, into 9 distinct factors,
it was possible to use multiple regression analysis to thoroughly



Table 3
The relationships between the adoption factors and Listen to Customers.

Independent variables β coefficients

Order Processing 0.368nnn

Marketing and promotion 0.405nnn

Post-purchase support 0.072a

Summary statistics for H4 R2 0.486
Constant: 0.202 F 59.963; po0.001

nnn po0.001.
a Non-significant.

Table 4
The relationships between the adoption factors and Explain to Customers.

Independent variables β coefficients

Order Processing 0.314nnn

Marketing and promotion 0.253nnn

Post-purchase support 0.007a

Summary statistics for H4 R2 0.631
Constant: 2.545 F 108.783; po0.001

nnn po0.001.
a Non-significant.
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examine the relationships between the various constructs, which
comprised the research model (Fig. 1), as described in the fol-
lowing three sections. Multiple regression analysis was used to
investigate each of these research questions, as the data comfor-
tably met the requirements for regression analyses, with the ratio
of independent variables to cases [32:1], clearly exceeding the
recommended threshold value of 5:1 (Hair et al., 2010). Moreover,
a ‘stepwise’ regression approach was adopted, to allow the con-
tribution of each independent variable to be assessed iteratively.

4.2. The relationship between Internet adoption and e-service
quality management

Probably the most original element of this study is the explicit
investigation of e-service quality management, from the organi-
sational perspective, and as can be seen from the results, pre-
sented in Appendix B, the ‘e-service management’ construct was
decomposed into four distinct factors. In terms of its Cronbach
Alpha and Eigenvalue, the strongest factor is the ‘Commitment and
Resources’ factor, which comprises eleven distinct items all of
which measure different facets of the Retailer's ability to provide
an appropriate environment for the effective management of
e-service quality. However, it can be seen from an inspection of the
mean values, that it is the area of ‘Explain to Customers’, with a
mean value of 5.5, in which UK retailers have most fully developed
their ESQM operations. Consequently, it is clear that retailers are
very keen to use e-commerce to enhance the quality of their
customer communications (Srinivasan et al., 2002). Having iso-
lated four distinct ESQM factors, and also three levels of adoption
factors (see Appendix A), it was possible to conduct the following
four multiple regressions to determine whether the scope of
e-commerce adoption has an impact on the practise of ESQM
[objective 1]:
1.
Tab
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C

Commitment and Resources: As can be seen from Table 2, the
results of the multiple regression between the three levels of
adoption and the ‘Commitment and Resources’ construct, are
highly significant [F-value: 71.546 (po0.001)], and the com-
bination of the variances explains almost 50% of the model’s
variability. Moreover, an inspection of the data indicates that
two of the independent variables [order processing and mar-
keting and promotion] are significantly associated with the
Commitment and Resources factor. The most obvious explana-
tion of this result is that as an organisation's level of adoption
grows, there is a need for the organisation's management team
to more actively provide support to, and resources for, their
e-service quality management activities.
2.
 Listen to Customers: The results of the multiple regression, as
presented in Table 3, demonstrate a significant relationship
between level of adoption and the ‘Listen to Customers’ factor
[F-value: 71.546 (po0.001)]. Moreover, an inspection of the
results indicates that two of the adoption factors [order pro-
cessing and marketing and promotion] are significantly asso-
ciated with Listen to Customers factor: as adoption levels
le 2
relationships between the adoption factors and Commitment and Resources.

dependent variables β coefficients

rder processing 0.470nnn

arketing and promotion 0.226nnn

ost-purchase support 0.136n

mmary statistics for H4 R2 0.530
onstant: 0.522 F 71.546; po0.001

nnn po0.001;
n po0.05.
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increase, so does the need for CRM-oriented e-service quality
management strategies.
3.
 Explain to Customers: The results of the multiple regression
between the three levels of adoption and ‘Explain to Customers’
factor. As can be seen from Table 4, the results of this regression
model are highly significant [F-value: 108.783 (po0.001)], and
the combination of the variances explains almost 65% of the
model's variance. Moreover, an inspection of the data, indicates
that two of the adoption factors [order processing andmarketing
and promotion] are significantly associated with Explain to
Customers factor. The most obvious explanation of this result is
that as an organisation's level of adoption grows, there is a
need for the organisation to manage their customer's ex-
pectations and provide appropriate information more
proactively.
4.
 Continuous Improvement: The results of the multiple regression,
as presented in Table 5, demonstrate a significant relationship
between level of adoption and the ‘Continuous Improvement’
factor [F-value: 44.030 (po0.001)]. Moreover, an inspection of
the results indicates that two of the adoption factors [order
processing and marketing and promotion] are significantly as-
sociated with the Continuous Improvement factor: as adoption
levels increase, so does the need for organisations to con-
tinuously improve their e-service quality management
processes.

When looking at these results in their entirety it is apparent
that there is recurring pattern: as organisations progressively
le 5
relationships between the adoption factors and Continuous Improvement.

dependent variables β coefficients

rder Processing 0.490nnn

arketing and promotion 0.211nn

ost-purchase support 0.057a

mmary statistics for H4 R2 0.410
onstant: 0.760 F 44.030; po0.001

nnn po0.001;
nn po0.01.
a Non-significant.



Table 7
The relationships between order processing, marketing and promotion, and post-
purchase support and Customer Orientation Success.

Independent variables Customer Orientation Success β coefficients

Order processing 0.489nnn

Marketing and promotion 0.260*

Post-purchase support 0.83nnn

Summary statistics for H13 R2 0.597nnn

Constant: 0.857 F 83.737; po0.001

No.
n po0.05

nnn po0.001.

Table 8
The relationships between e-service quality factors and Marketing and Operations
Success.

Independent variables Perceived e-commerce success (β)

nnn
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develop and extend their order processing and marketing and
promotional activities, there appears to be a concomitant need to
increase their e-service quality management activities, across all
four ESQM factors.

4.3. The relationship between Internet adoption and retailer
performance

A further novel element of this study is the measurement of the
perceived success of e-commerce strategies, from the retailer's
perspective. It can be seen from the mean values, presented in
Appendix C, that retailers generally perceive their web operations
to have been broadly successful, both in terms of delivering ‘op-
erational success’ and ‘customer-orientation success’. Having iso-
lated these two distinct facets of e-commerce success, it was
possible to address objective 2 by conducting the following two
multiple regressions, to determine whether the three Internet
adoption factors, were influencing the realisation of e-commerce
benefits:
 Commitment and Resources 0.494

Listen to Customers 0.329nnn

Explain to Customers 0.273n
1.
Tab
The
pur

In

O
M
Po
Su
C

Continuous Improvement 0.140a

Summary Statistics for H13 R2 0.609nnn

Constant: 0.440 F 73.458; po0.001

nnn po0.001;
n po0.05.
a non-significant.
Operational Benefits: As can be seen from the results of this
analysis (Table 6), a highly significant regression model could
be found to explain the success of the retailer, in terms of its
Operational Benefits. Moreover, the order processing and mar-
keting and promotion’ factors were found to be most significant,
in terms of their explanatory power. The combination of the
variances explains over 40% of the model's overall variability,
and it has a significant F-value of 51.733 (po0.001).
2.

Table 9
The relationships between e-service quality factors and Customer Orientation
Success.

Independent variables Perceived e-commerce success (β)

Commitment and Resources 0.494nnn

Listen to Customers 0.168n

Explain to Customers 0.368nnn

Continuous Improvement 0.030a

Summary Statistics for H13 R2 0.720nnn

Constant: 0.214 F 121.731; po0.001

nnn po0.001;
n po0.05.
a Non-significant.
Customer Benefits: In the case of the analysis of the determi-
nants for ‘customer benefits’ to be realised, the most important
variables, both in terms of their significance and the strength of
their explanatory power, the order processing and post-purchase
support’. As can be seen from the results presented in Table 7,
once more, this regression model is highly significant [F-value
of 83.737 (po0.001)], and the combination of the variances
explains almost 60% of the model's variability.

When looking at these results in their entirety it is apparent
that there is recurring pattern: as organisations progressively in-
crease the scope of their operations, their ability to leverage
benefits from their on-line activities also generally increases.

4.4. The Relationship between e-service quality management and
retailer performance

The final objective [#3] was addressed by conducting the fol-
lowing two multiple regressions, to determine whether the four
ESQM factors, were influencing the realisation of e-commerce
benefits:
1.
 Operational Benefits: As can be seen from the results presented
in Table 8, the combination of the variances explained by this
le 6
relationships between order processing, marketing and promotion, and post-

chase support and Marketing and Operation' Success.

dependent variables Marketing and Operation’s success β
coefficients

rder processing 0.481nnn

arketing and promotion 0.305nnn

st-purchase support 0.001a

mmary statistics for H13 R2 0.450nnn

onstant: 0.888 F 51.733; po0.001

nnn po0.001.
a Non-significant.
regression model is just over 60% of the total variance, with a
significant F-value of 73.458 (po0.001). More specifically,
three predictors, (Management Commitment and Resources,
Customer Relations Management, Customer Information and Ex-
pectation) show a positive and significant influence on the re-
tailers’ e-commerce Marketing and Operation success. However,
Management Commitment and Resources dominates this affect.
By contrast, Continuous Improvement shows a negative and non
significant influence on Operational Benefits.
2.
 Customer Benefits: The findings presented in Table 9 are highly
significant, in that the combination of the variances explains
over 70% of the model, with a significant F-value of 121.731
(po0.001). Three predictors, (Management Commitment and
Resources, Customer Relations Management, Customer Informa-
tion and Expectation) show a positive and significant influence
on the retailers' e-commerce Customer Orientation success.
Once more, Management Commitment and Resources dominates
this affect, whilst the Continuous Improvement factor has no
significant influence on Customer Orientation success.

Overall, from this set of results, it can be concluded that the
capacity of retailers to realise both operational and customer-
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oriented benefits from their on-line offerings is affected by their
ability to actively and effectively manage the quality of their
electronic services. In many ways the finding that the retailers’
commitment to Continuous Improvement does not have any asso-
ciations with the success of their on-line activities appears to be
paradoxical, and it is certainly a result that will need further ex-
ploration in follow-up studies.
5. Discussion

As Wu et al. (2014) note, far too much of the current e-com-
merce research still narrowly focuses on the extent to which the
user/end-user/client/customer is satisfied with their on-line ex-
periences. To date, the vast majority of the e-service quality
management research has also been guilty of adopting this same
narrow perspective. Very large numbers of recent studies have
focused explicitly on the relationship between the perceived
quality of the service that a customer experienced, when shopping
on-line, and their overall satisfaction with the shopping experi-
ence (Zeithaml et al., 2002). Whilst such studies have provided
many valuable insight they only provide half of the story, as they
have very little to say about the way in which electronic service
quality is managed within Internet retailers, and how this affects
the success of the on-line operations.

In sharp contrast to prior studies, this paper advances our un-
derstanding of electronic service quality by delivering a set of
important new theoretical insights, based upon the retailers' ra-
ther than the customers' perspective. First and foremost, this study
has developed and empirically tested the first set of item mea-
sures, specifically designed to better understand the Internet re-
tailers' ESQ management practises. Moreover, in applying factor
analysis this study has demonstrated that the full set of ESQ
measures can be decomposed into four distinct constructs, of
which, it is the ‘Explaining to Customers’ factor, which is by far the
most widely adopted. By contrast, and rather worryingly, the
‘Listening to Customers’ construct is the least widely adopted aspect
of e-service quality management, amongst our sample of retailers.
A second area in which this study makes an important theoretical
contribution is in exploring the extent to which retailers provide
their customers with a variety of different e-commerce functions,
facilities and services. When a multiple regression was used to
investigate the relationship between e-service quality and
e-commerce adoption constructs, it became apparent that whilst
e-service activities appear to grow in parallel with an expansion of
the retailer’s order processing and marketing activities, the same
effect has certainly not been witnessed for post-purchase support
operations. Indeed, it would appear that post-purchase support is
both the least well developed area of e-commerce adoption, and
the least well associated with e-service quality activities This re-
sult chimes with a number of prior studies (Kim et al., 2010;
Thirumalai and Sinha, 2011; Griffis et al., 2012), which have con-
cluded that whilst most retailers offer fairly sophisticated, on-line,
order processing and marketing facilities, the provision of post-
purchase services is still relatively patchy.

Whilst these first contributions are important, probably the
most innovative and significant aspect of our study, is the finding
that a proactive approach to the management of service quality, in
an e-retailing context, is significantly associated higher levels of
business performance. Prior studies have provided ample evidence
that the customers' experience of ESQ can significantly affect their
satisfaction with, and loyalty towards, the retailer (e.g. Boshoff,
2007; Long and McMellon, 2004; Xu et al., 2013), but this is the
first study that has demonstrated that these positive attitudes can
be translated into tangible benefits for the e-retailer: a retailer
who is proactive in listening/explaining to its customers, and
provides adequate resources to its e-service quality activities is
likely to realise far greater benefits from its e-commerce activities.
Moreover, this study adds to the on-going debate with regard to
the role of organisational change in leveraging benefits from IT
implementations. There is a well established body of work to
suggest that new information technologies may underperform, or
even be rejected, if they are harnessed to existing business process
designs, and traditional patterns of employee behaviour (Ashurst
et al., 2008; Ward et al., 2008). Consequently, by providing im-
portant new evidence that organisations should extend and en-
hance their ESQM practises in order to leverage the benefits
from their e-commerce infrastructure, this study has found a novel
environment in which to reinforce the theory of benefits
realisation.

Brynjolfsson et al. (2013) argue that the increasing variety and
sophistication of mobile devices, which interface to the Internet,
and make product price and availability information readily ac-
cessible, is making the retailing landscape an increasingly com-
petitive environment. Consequently, it is important that e-retailers
take heed of the latest academic research, to help them meet these
competitive challenges. Probably the most important implication
for retail managers and practitioners, arising from this new study,
is that the e-service quality is a wide ranging function, which
needs to be proactively managed, if retailers are to get the most
from their on-line operations. Moreover, it must be recognised
that effective e-service quality management requires strong re-
lationships between the retailer and its customers, to be devel-
oped, based upon effective two-way communication, and this will
require more than a change in its processes and its technologies.
Indeed, as Zwass (Zwass, 2003, p. 6) notes, such relationships will
only be established if the retailer can establish a bond of ‘trust and
loyalty’ with the consumer, and this may well require the organi-
sation to change its culture and attitudes, as well as its processes.
Finally, from the researchers' perspective, this study also provides
important new insights particularly with regard to the new
e-commerce/e-service quality variables and constructs, which
might usefully be adopted in future studies.
6. Concluding remarks

This empirical study has applied rigorous statistical methods in
the development of a taxonomy of distinct and meaningful service
quality and level of adoption factors that have been used to in-
vestigate the relative success of e-commerce strategies, within the
UK, retail sector. More specifically, it has been demonstrated that
retailers need to develop a wide range of e-service quality man-
agement practises, if they are to get the most from their e-com-
merce activities, particularly if they offer a wide range of on-line
functions, services and facilities. Such insights are of particular
importance at this period of time, when many organisations are
still developing or extending their web presence.

Whilst every effort has been made to ensure that this study has
been conducted in a thorough and systematic manner, like all
forms of social enquiry, it suffers from a number of weaknesses.
More specifically, the adoption of the questionnaire format limits
the range and depth of questions that can be addressed. Moreover,
with survey research there is always the potential for bias asso-
ciated with the targeting of a single informant and bias that might
accrue from targeted organisations failing to respond. Conse-
quently, whist this research presents many interesting new in-
sights, it by no means answers all the questions in this increasingly
important research domain. Potentially rewarding avenues for
follow-up studies would include the conduct of case studies to
explore in far more detail the link between e-service quality
practises and the realisation of business benefits. Moreover, it will
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be necessary to conduct similar studies, in a range of sectors,
within a variety of countries, to identify areas of commonality and
variation, in terms of the role of e-service quality and the drivers of
e-commerce success.
Appendix A

See Appendix Table A1.
Appendix B

See Appendix Table B1.
Appendix C

See Appendix Table C1.
Table A1
Component loadings for the level of adoption (LEVEL).

Components

1 2 3
Order processing Marketing and promotion Post-purchase support

Provision of product information (e.g. products specifications, price, etc.) 0.747
Ordering of goods on-line 0.905
Processing on-line payment 0.877
Post-purchase confirmatory email 0.859
On-line customer service (e.g. after sales customer support complaints, etc.) 0.522
On-line marketing, including on-line advertising and promotions 0.584
Targeted promotion of goods/services via email 0.780
Tailored promotions/offers, for individual customers, via web-site 0.657
Customers to check on the status of an on-line order (i.e. tracing order progress) 0.631
Cancelling on-line order (returns policy) 0.706
The web-site can be personalised for individual customers 0.723
Cronbach's Alpha 0.91 0.79 0.72
Eigenvalues 6.19 1.35 1.002
% of variances 51.64 11.26 8.35
Mean values 5.8784 4.8595 3.6271

Extraction Method: Principal Component Analysis; Rotation Method: Varimax with Kaiser Normalisation; Rotation converged in 6 iterations.



Table B1
Factor loadings for the management approaches to e-service quality.

Component

1 2 3 4
Commitment and Resources Listening to Customers Explaining to Customers Continuous Improvements

Customers are explicitly informed of the level of service they should expect 0.657
Our web-sites security features are clearly communicated to our customers 0.784
The privacy policy, with respect to all on-line transactions, is made clear to customers 0.759
Every customer complaint is thoroughly investigated and swiftly addressed 0.702
All on-line customer data is regular evaluated to better understand their needs 0.770
On-line services are often modified in direct response to customer suggestions. 0.679
Customers' perceptions of the quality of our electronic services are regularly sought. 0.732
An explicit Continuous Improvement programme has been established 0.574
A designated person or group exists to explicitly manage e-service quality 0.784
Clearly defined metrics are used to monitor all e-commerce related activities 0.604
Improving the quality of e-services is regularly on managers agenda 0.651
New technologies and practises are used to enhance the company's e-service quality 0.702
Managers at all levels actively participate in e-service management 0.787
Senior managers take a direct interest in the effort to identify causes of poor service 0.729
A reliable IT infrastructure ensures that all e-commerce activities are well integrated 0.682
Adequate financial resources are made available to fund the web sites 0.611
Sufficient human resources are available to deliver high levels of customer service 0.719
Roles and responsibilities are clearly defined for all e-commerce related activities 0.663
Training is in place, to ensure that all personnel can conduct their responsibilities 0.654
Feedbacks on the quality of e-services are regularly communicated to all personnel 0.609
E-service quality has become an integral part of the company's business strategy 0.629
Cronbach's Alpha 0.95 0.86 0.90 0.84
Eigen values 12.461 1.255 1.044 1.020
% of variances 59.338 5.976 4.972 4.859
Mean values 4.6073 4.2474 5.4845 4.6890

Extraction Method: Principal Component Analysis; Rotation Method: Varimax with Kaiser Normalisation;
Rotation converged in 10 iterations.
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Table C1
Perceived e-commerce success (SUCCESS).

Component

1 2
Market and Operation's success Customer Orientation success

Increase in our company's market share 0.832
Increase in our company's profit 0.891
Increase in our company's sales 0.862
Improve in our company's ability to acquire new customers 0.729
Increase in our company's customer retention 0.666
Reduce in our company's business operating costs 0.690
Improve in our company's operational efficiency 0.750
Improved our company's competitiveness in the marketplace 0.695
Facilitate our company in developing new business opportunities 0.714
Provide our company the opportunity to capture a richer variety of customers information 0.757
Enhance our company’s access to a wider range of customers (e.g. global markets) 0.779
Enhance our company's opportunity to develop and manage long-term customer relationships 0.764
Improve in our company's quality of service to customers 0.710
Improve in our company's quality of customer communications 0.736
Increase our company’s trading hours e.g. 24 h a day 365 days a year 0.559
Enhance our company's potential to market a wider product range 0.622
Reduce our company's need for future investment in fixed location stores 0.693
Cronbach's Alpha 0.96 0.94
Eigenvalues 11.581 0.979
% of variances 68.122 5.761
Mean values 4.955 5.0384

Extraction Method: Principal Component Analysis; Rotation Method: Varimax with Kaiser Normalisation; Rotation converged in 3 iterations.
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