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Executive Summary

Most of the businesses post the Covid-19 pandemic have shifted to the online e-commerce platform for reaching customers and serving them with their products and services. now the fact of concern for these businesses is customer service support when these businesses were operating through the offline medium then and people used to avail customer support by reaching the shop during their working hours but now in the case of the online medium, the scenario is entirely different.  in the online medium customers go to purchase the products at any flexible time, it may be midnight and while purchasing for having any information about the product at that instance they need customer service support.  hence with the essence of the trend of online business, the need for customer service support 24*7*365 is compulsory for businesses. the businesses that do not comply with this functionality are addressing the competitive disadvantage within the Marketplace.

Introduction

The study thus is being carried out to have effective strategies on the board that could empower the businesses to attain the competitive edge within the Marketplace. in the essence of this scenario the major focus of the study is going to be on the models and theories that the businesses could utilize to assess and identify the external and internal environmental impact to the businesses in serving customers with 24*7*365 customer service support. Superdrug one of the health and beauty retail forms has been chosen as a reference for the study to enhance its effectiveness of the study. 
Superdrug is a health and beauty retail firm that originated from its parent firm AS Watson. The business was established in the year 1964 and since then has grown and exploded effectively within the Marketplace. the firm has operations currently in more than 796 locations in the UK and other neighbouring countries. The firm claims annual revenue of approx. 1.20 billion Pounds.  the firm has shifted its business operations To the E-Commerce platform during the time of pandemic and thus the business came forward to address various challenges in providing 24*7*365 customer service support to its customers (Gong et al., 2022). 



Task 1
External factors impact

Each expansion or innovation done by the businesses required effective strategies to be on the board for bringing successful change and achieving the goals and objectives of the business. serving the customers with the 24 into 7 into 365 customer service support is one of the changes that Superdrug came up with to meet the demands of the customers within the Marketplace.  this is an effective strategy that is being planned by the business, but the issue here is to identify the internal and external factors that may have an impact on the strategic choice of the business.  there are basically two environmental factors internal and external that have an impact on the strategy formation of the businesses and hence in this specific case, both this analysis will empower the firm to have an effective set of strategies on board. There are various models and tools that could be utilized by Superdrug to assess the external and internal environment to have the capability to put an effective set of strategies on the board that could empower them to serve the customers with effective customer service support. One of the most effective models that are widely accepted by various businesses across the world to assess the impact of external environmental forces is the PESTEL framework (Pan et al., 2019). therefore, hereby in this specific study also the PESTEL framework could be utilized by Superdrug to assess the external environmental factors that impact the value-added functionality of any time customer service support to the customers. 
Political factors: The Government of the UK is one of the most stable governments across the world. all the factors that determine the stability of the government like low corruption, appropriate government policies, and stable rule of law have been within the Government of the UK over the years. The evidence for this Is the World bank ranking provided the UK as the most stable government in the year 2007 (Zhan et al., 2021). At the current time, the stability of the UK Government has been affected which is indicated by the World bank ranking that stepped down from 1 to 68 position among all the other countries of the world.  the major factor behind this was the Brexit that Recently took place. the laws and legislations have been modified and because of that implementing the new services into the market is not an easy task for Superdrug.  to provide customer service, support the firm need to comply with the rules and laws of the government in terms of ensuring the security and privacy of the customer's data and information (Nzabirinda et al., 2021). another major impact of the political factors on the business is that the Businesses will take proper care of the employees that will be providing customer care support during the night-time to the customers.

Economic factors: the UK used to have the 5th largest economy among all other countries of the world but as per recent data the economy of the country has fallen due to the adverse impacts of Brexit and Covid. Due to the downfall in the GDP of the country, the disposable income of the people within the country has fallen and the employees are being paid less.  it is very much difficult for a business in such an economic downfall situation to come up with such innovative customer support services for bringing any such service the business will have to pay more to the Employees who will work in the off time for the business. it is therefore one of the challenging tasks for the business to implement this strategic innovation onto the board (Dey et al., 2020).  the demand for customer service support is extensive within the Marketplace as the business has transformed most of its services to The E-Commerce platform therefore it is mandatory to have a 24 into 7 customer service support so that the form could be capable of having a competitive edge within the Marketplace. The inflation rate within the country e increased from the rate of 3.1 % From the year 2017 to the year 2019 which reflects that if the customers are paying higher for availing the products and services then their expectations are also higher from the brand in terms of availing the quality services and ease of access in availing the product and services of the brand (Moktadir et al., 2020).All together the major impacts that the brand is going to address by introducing the customer support service Are the economic challenges that the firm could have to tackle with an effective set of strategies that could empower them to minimize the production cost so that the profitability margin of the brand could increase and the brand could successfully be capable of paying the employees as per their requirements and serving the customers with the services as per their expectations. 
Social factors: Social factors have a huge impact on the innovative idea of customer service support 24*7.  generally, businesses prefer women employees for providing customer care service support to attract customers to the firm but now the issue here is that most women will not prefer to work the night shift due to safety issues (Adam et al., 2021). As per the report of the policing authority within the UK, 68% of the crimes usually take place during the night-time, and thus it affects the strategic choice of the firm negatively. Due to the unavailability of female workers during the night-time, male workers will be assigned job role which is specifically suitable for females. This may lead to social injustice and the inclusion level may be affected by that which further will have a negative impact on the culture of the firm (Xu et al., 2020). either the men or the women, none of them prefer to work during the night duration and thus it is also going to be one of the challenging concerns of the social factors that may affect the growth and development of the firm within the marketplace. 

Technological factors: Technology has a vital positive impact on the customer service support approach that is being brought forward by Superdrug as it empowers with the capabilities the employees while working with their homes could perform their work of customer service support. It will benefit the firm in another way also as the women employees who are the best fit for this specific job role could be capable of working (Dzwigol et al., 2022). Another positive impact of the technology on this service adaptation is that it will minimize the work of humans as customer support with some functionalities of quick replies-based support based on the common questions of the customers. Most of the time customers need information only rather than any complaints or important requirements thus in all those cases the firm with the help of technology will be capable of responding to those customers and will be meeting their demands. The role of technology is not only limited to this it will help Superdrug with the functionalities to arrange the call in the hierarchies. Artificial intelligence helps them schedule the call as per the order of emergencies and preferences (Ho et al., 2022). The RFID and blockchain technological innovations could empower the customer service team to acknowledge the exact location of their products and serve them with effective information regarding their products. All these positive impacts of the technology empower the firm to attain a competitive edge over the other firms within the marketplace.

Environmental factors: To provide 24*7 customer service the firm will have to operate on a 24-hour basis which will obviously result in increased carbon footprints. The increment in the carbon footprint could adversely impact the firm therefore it is one of the major environmental factors that could affect the customer service support of the brand (Dzwigol et al., 2022). The brand with the expansion of its business to this specific service needs to enhance its level of engagement in CSR activities so that an effective balance could be maintained within the sustainability action and the impacts of the business on the environment. The climatic and weather conditions during the night-time are extreme compared to that of the daytime which will also impact the 24*7 customer service support of Superdrug as none of the employees will prefer to work in the extreme climatic and weather condition, everyone requires comfortable and suitable environment to work properly within the organization (Kollmann and Dobrovic, 2022). The sustainable development goals imposed by the UN government are to be met by the year 2030. Hence, implementing this type of service that results in increasing the carbon footprint of the brand could adversely impact the sustainability of the brand within the marketplace. 

Legal factors: There are various legal laws directly associated with the customer service support that Superdrug will have to comply with to carry out a sustainable and successful business within the marketplace. the safety and the security of the employees working within the organization during the night-time and change in shifts during the night-time include a huge safety risk and thus the business will have to comply with the laws to provide safety and security to the employees during the night-time within the organization (Turwanto, 2020). The organization will also have to be responsible for the aspect that none of its customer executive teams could go for misleading the customers by directing them in unethical ways and cheating them. The firm to avoid such activities will have to have call recording facilities that must be cross-checked so that none of the customer service executives could cheat any customers. There are rules and laws of the government associated with this aspect therefore that also needs to be followed by the firm to counter the negative impacts of the legal factors that the firm may address within compliance to meet the objectives of the laws and legislations (Kwililsnski et al., 2019). The working hour wages for the workers working during the night need to be added as per the government laws as that specific time is not the ideal time and affects the work-life balance of the workers working in that duration.  
Internal factors impact 
There are various tools that are utilized by businesses to assess the internal environmental factors that may impact the strategies of the firm like the VRIO, GAP, Mc Kinsey 7’s framework, SWOT analysis, and various others. Hereby in this specific study, the Mc Kinsey 7's framework has been chosen to assess the internal environmental factors that may impact the strategic choice of the firm to expand its business to 24*7 customer service support to provide better customer service support to the customer that could ensure a huge customer base and thus the sustained competitive advantage within the marketplace. 
Mc Kinsey 7’s framework
Strategy: Superdrug is facing the challenge that it is unable to support the customer during the night-time when they wish to avail the support on the products that they buy. This problem is becoming trouble in the growth and development of the brand as the competitors within the brand like Amazon are serving the customer with such support and thus are attaining a competitive advantage over the brand (Tien et al., 2019). The brand thus has decided to implement 24*7 customer service support that could help them have a workforce always available for them to solve the queries of the customers and help them with their shopping for the products and services of the brand. 
Structure: The structure that the business will need to implement this strategy is the decentralized structure and the flat structure is the employees working in such structure will feel themselves to be valuable for the organization and thus could give their best for the growth and development of the firm (Chen et al., 2020). the decentralized structure will empower them to have the authority to make the decision making which will let them work comfortably during the night shifts and they will easily be capable of providing better customer service support to the customers which will further reflect the positive image of the brand within the Marketplace. 

System: Another hard S of the framework is the system. the organization to come up with this strategy choice needs to have an effective system on the board. the first system that needs to be checked by the organization in reference to bringing up this strategic choice is how the customers are being treated with the facility of customer service support. another aspect of the system that needs to be checked is how this strategic choice of the firm is going to have a positive impact on the marketing of the firm. basically, in the case of the system, Superdrug needs to ensure that the employees working during the night shift must be provided with a comfortable and suitable working environment so that they did not misbehave or talk in an unethical manner with the customers (Padavic et al., 2020). the brand by implementing this service needs to evaluate how effectively the customers are satisfied with the service being provided by the firm and the extent to which their views are inclined towards the product and services of the brand. 

Style: In terms of style the business will require to have effective leadership and culture within the workplace so that the strategic objective of the firm could be achieved successfully by the firm. Since the change that the organization is subjected to bring up is not going to be much comfortable for the employees therefore one of the most effective leadership approaches in such a scenario could be the transactional leadership approach. since Superdrug has a transformational leadership approach therefore the leadership style of the brand will obviously be affected by the strategic choice of the brand. in terms of the culture task culture that is being followed by the brand will be affected as that is not going to be one of the successful cultures for the organization to extract the productivity of the employees during the night-time (Hansen and Tihl, 2019). The organization thus could go for the people culture of the Charles handy model to implement the strategy successfully and meet the strategic objectives. 
 
Staff: another soft S of the strategy is the staff. in terms of the staff as a strategy for meeting the strategic objectives the brand needs to assure that the employees working within the organization are motivated enough.  basically, there are two parameters on which this soft S of the strategy is evaluated one is the training and appraisal programs and the other is the engagement and motivation (Adams and Blair, 2019).  since the organization is just changing the shift of employees therefore training and appraisal are not the major issue of concern that will have an impact on the firm. the firm will be impacted based on another parameter that is employee engagement and motivation as the level to which the employees of the organization will be motivated and increased as much as effective will be the performance of the customer support service support during the night-time and thus it will help the organization meet its strategic objectives.
Skills: This parameter is not going to have a useful impact on the firm as the organization already has skilled employees who have the capability of dealing effectively with the customers to serve them with better customer support service. the additional skill that they will require only is effective time management skills as maintaining a work-life balance while working on the night shift is not going to be easier anyway for the employees of the organization (Ma et al., 2020). hence there is no such use impact of the skills but some additional skills like time management skills will be required by the employees of the organization to meet the strategic objective of the organization.
Shared values: In terms of the organization of the shared value always had a positive brand image within the Marketplace and with consistency to its principles the brand had served the customers with effective support over the years. the brand observing the demands of the customers in the current market of 24*7 customer service support has agreed to come up with a specific service to hold its potential customer base. it empowers the firm to have a positive brand image of the business within the Marketplace that will result in ensuring the sustained competitive advantage of the brand within the Marketplace over other competitors (Xu et al., 2020).
Task 2 

As per the external and the internal analysis conducted the strategic recommendations to the brand could be provided that how the business could go for proceeding to meet the needs and demands of the customer successfully within the marketplace. on the political grounds the firm is recommended to follow all the government rules and legislations associated with the taxations so that no interruption from the government side could be acknowledged by the brand with the implementation of the strategic choice of the brand. Since the economy of the country is falling therefore the strategic recommendation for the brand on the economic grounds is to train the employees to serve with the WFH customer service support to the customers (Kohont and Ignjatović, 2022). It will not only empower them to minimize their production cost with the lean approach but will also empower them to have the workforce that could be doing their job at less pay scales compared to that they might be demanding while working at night from the office workplaces. The recommendation in terms of the social factors to the brand is to maintain the balance between the shifts and the gender of the employees so that the inclusive practices of the brand may not get affected. Since the brand is recommended to proceed with the WFH customer service support facilities therefore as per the suitability the best approach for the brand is to get the work done by the women employees as they are best fit for this role and could thus empower the firm to achieve strategic objectives. 
Technology is growing day by day and thus the innovative technological innovations like the usage of artificial intelligence and machine learning to provide the automated basic customer care support is one of the effective recommendations for the brand that the brand could comply with to meet its strategic objective. Another technology-based recommendation for the brand is to use the RFID’s and blockchain technology to enhance the tracking and traceability of the parcels so that they could be capable of providing the better customer care support to the customers of the organization (Wang et al., 2019). On the environmental grounds the firm is recommended to involve and engage in the CSR practices as by expanding the work duration and shifts of the employees the firm acknowledged a high carbon footprint compared to earlier. The lean approach of effective waste management is one of the most strategic choices for the brand at this instance that could empower the brand to have a positive image on the environmental grounds that will further strengthen the probability of the brand to meet its strategic objectives successfully. in terms of legal factors, the brand is recommended to have the proper safety and security installations at the workplace so that even though the employees who will prefer to work from the offices could be provided with the better safety and security which will empower them to work freely for the growth and development of the organization. The business also needs to auto record and cross check all the calls taken by their customer executives so that none of the customers of the brand could be cheated by the employees of the organization and thus a balance could be created that will help the brand establish an effective, ethical, and trustable relationship with the customers (Ferrell et al., 2019). Hence all these are the recommendations based on the external environmental analysis to the brand that the brand could adhere to have the capabilities to meet its strategic goals and objectives. 
As per the internal analysis evaluation the brand is recommended to utilize the fish bone framework that will help the brand in determining the root cause behind the competitive disadvantage of the brand within the marketplace. based upon this identification the brand will be capable of having the effective strategy on the board that could empower the brand to have the effective growth and development within the marketplace (Sakdiyah et al., 2022). it is not easier for the businesses to come up with the strategic change into the centralized business structure as the employees within the organization feel demotivated and as a result the employee engagement decreases. Hence, the Superdrug is recommended to have the decentralized structure of the organization so that the strategic objective of the firm could be met effectively.  The Lewin’s three stage change model is recommended based upon the analysis of the system of the organization as it will empower the firm to create a sense of urgency for working in night shifts and providing customer support (Burnes, 2020). It will empower the brand to transform the system of the organization and make it flexible for the employees to work in the night shifts. Working in the shifts of night is not any innovative or the attractive aspect therefore the transactional leadership style being the most effective style is being recommended for the firm so that the firm could grow and explore effectively with the hope of attractive rewards and benefits that they will be availing in response to the works performed by them in the night shifts. 
Another set of strategic recommendation for the brand is in terms of the culture is that the brand needs to switch from the task culture to the people culture for the night shifts as during that shift comfortability is something that could be the major cause of the motivation and thus the productivity (Handy, 2020). Any set of new training rather than the training on time management skills is required for the employees to work in the night shifts. So, rather than being focused to the training the human resources of the organization is recommended to focus on the motivational theories like content and process theories of motivation as these theories will help them to have the highly motivated and engaged workforce on the board. Beside all these the brand needs to assure its customers that they are involved in the practices to provide them best customer service support and in response could go for demanding their customers to maintain ethics while communicating for availing services as they are the one seated only for resolving their queries and will provide with best support and facilities (Lee and Lee, 2020). The last and the most effective recommendation for the firm based upon the assessment is to go for team working approach it will help enhance engagement and motivation and will support the organization with the best customer service facilities. 


Conclusion

It could be concluded based on the above study that bringing any new strategy into the implementation is not an easier task as it seems to be. There are a lot of external and internal factors that impact the strategy formation of the businesses. Hence, the study recommended the strategic set of tools, models, and frameworks that the businesses could utilize to undergo the environmental analysis and would be capable of having the effective set of strategies on the board. In this specific study the analysis of the environmental factors and its impact on to the strategy of the 24*7 customer service support have empowered the firm to have the effective strategy with which the brand could succeed. The effective recommendation has also been provided based upon the evaluations to meet the strategic objectives of the firm. 
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