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[bookmark: _Toc170909961]INTRODUCTION

Tommy Hilfiger (TH) is a very well-known international clothing brand. The store where I work is located in the McArthur Glen Designer Outlet at the M4 Junction 36 just north of Bridgend. This claims to be the largest designer outlet centre in the UK. The centre contains all-weather malled shopping for designer brands along with cafés, restaurants, a play area and a cinema. People come here from a very wide radius; there is a massive free car park and facilities for coach trips. It is not only a shopping centre, but also a tourism destination. I am an experienced sales associate and at this TH branch I am the longest serving employee.


[bookmark: _Hlk166785154][bookmark: _Toc170909962]TASK 1:  CRITICALLY ANALYSE THE FACTORS THAT IMPACT ON YOUR ORGANISATION’S ABILITY TO MAXIMISE CUSTOMER VALUE

I. [bookmark: _Toc170909963]What is criticality?

My starting point is Part 5 of our course book (Maund, 2018), which is concerned with understanding and engaging the customer experience. A framework is provided for some “Metrics”, or ways of measuring customer experience (Kumar, 2014a). and some consumer engagement strategies are discussed (Kumar, 2014b). Then the importance of value creation for Chief Executive Officers (CEOs) is considered (Mahajan, 2016a), and this author then discusses how CEOs can create value for customers (Mahajan, 2016b).
In a previous module we looked at “critical thinking” and it is important to look at these theories critically. We need to be open minded but sceptical about theories and look for evidence of how they work in practice. We need to consider alternatives. Different authors look at this topic in different ways, customer experience is not an exact science and opinions differ. Kumar’s articles were written 10 years ago and a decade is a long time in business, many things will have changed.

II. [bookmark: _Toc170909964]What factors?

This diagram summarises the factors identified in Kumar’s framework.
[image: ]

This diagram is complex, and I need to see a “story” to make out what it is saying.
I will look for this story in the retail sector, which is where I work. Kumar discusses this sector briefly, but he seems to be more concerned with large scale tech companies in I.T. and car manufacturers.
In retail, the story I think can be seen as having two main parts:
Firstly there is an EVENT. A customer buys a product. This event gives the retailer company a Customer Lifetime Value (CLV) if the customer can be encouraged to return again and again.
Secondly there is a PROCESS, the customer is retained and encouraged to return over a span of time. Over the life cycle the customer refers other customers to the firm, providing a Customer Referral Value (CRV) and influences other customers providing the firm a Customer Influence Value (CIV). Since Kumar wrote about this 10 years ago the importance of “influencers” has grown greatly due to social media and the internet. 
Finally, customers give value to the company by providing feedback about the products they buy, this is called Consumer Knowledge Value (CKV).
These processes create further purchasing events, which contribute directly to profits, and these spur on further PROCESSES which contribute to profits indirectly. So it becomes a life cycle, which adds up to a Consumer Brand Value (CBV). 

III. [bookmark: _Toc170909965]Who said what about factors?

In response to Kumar’s framework, I would say that the company Tommy Hilfiger has a high Consumer Brand Value. The company today would be nothing without its brand name. The customer finds that wearing the brand name makes them happy. They are willing to pay for this. At the same time, everyone loves a bargain, so buying genuine designer clothes at a carefully discounted price at a designer outlet preserves the reputation of the brand for quality but makes the customer happy as well. Even if the designs at the outlet are not the very latest from the catwalk, they are still fashionable. So the brand has value for the customer, but the customer also has value for the company that owns the brand.
Majahan (2016) looks at the top of some organisations and discusses the role of Chief Executive Officers in creating value. Among other things he argues that long term strategy creates more value than short term focus, and that zero complaints from customers are as important as zero defects in the product. I agree with the second of these statements, but I am not sure of the first one. 
Someone in the news now is the ex-CEO of the Post Office, who has been accused of putting a long-term strategy of introducing a new computer system above all other short-term matters, including the welfare of the workers who were the Post Office’s front line in dealing with the public. Allegedly she ignored short term warnings that systems were failing and allowed them to be covered up to try to defend the company’s image. This all went very wrong. The Post Office is one of the oldest business organisations in Britain and has always been highly trusted by its customers. Customer value at the Post Office is now at an all-time low because of the way in which its leadership has treated the key workers who deal with the customers and create the organisation’s customer loyalty (Butler, 20 May 2024).

IV. [bookmark: _Toc170909966]What maximises customer value?

In my experience in retail a good way of measuring customer value is to ensure that customers are so satisfied with customer service that they return time after time. I myself find that some customers come to the shop and come straight to me for advice, as they remember the way I dealt with them the previous time. They know that I will be honest but also kind and sympathetic in matching them to clothes that suit them. They know that I will take my time with them and will not rush, pester or harass them. 
Customers have expectations when they come into a shop and the secret of maximising customer value is to exceed their expectations. That makes the TH brand valuable to them, and in turn the customers become valuable to the TH organisation. 
[bookmark: _Hlk169820385]A friend of mine worked in a shop in Bridgend which specialised in linen, bedding and curtains. A long time ago it was a dress shop, and many older women in the town were very fond of the shop because it was where they bought their wedding dress. When the owner retired, you might say the shop went “down market”, but it kept its reputation for quality, and thanks to the quality of the staff, rather than the qualities of the owner. it also continued its tradition of customer service. For example, if an elderly lady came into the shop wanting curtains, my friend would patiently take the time to make sure that the customer got exactly what they wanted. She would only sell the curtains when she was sure the customer had measured her windows in the correct way. She also advised on colour and design so she was as sure as she could be that there would be no returns.

V. [bookmark: _Toc170909967]What is customer value? Who said?

Customer value can be defined as: “The extent to which customers perceive a product (good or service) as good value” (Crainer, 1995).
People coming into the TH outlet shop at Bridgend are buying a product which is two things: they are paying for both a good and a service.
The good is the item of clothing, and the service is made up of what are traditionally called the “functions of the retailer” (Marketing91, 2023). The word “retail” means “to cut again”. The retailer buys products in bulk from producers and wholesalers and cuts the large quantities into smaller units which the customer can handle. The retailer also provides a premises, or these days, an online shop, which the customer can use at a time and in a location which is convenient. The retailer keeps a stock in reserve so that it can supply products when demand is high, this is why a shop is sometimes called a “store”. As well as these traditional functions, a modern retailer at a modern shopping mall like McArthur Glen also contributes to a shopping experience. We are part of the tourism and hospitality industry as well as retailing.
The TH customer value is the customer’s opinion of the worth of both parts the product, the good itself, and the service around selling it. The way the customer values our services can be measured in several ways, Above I have suggested it can be measured by the number of times a customer returns. It can also be measured by the number of times goods are returned (the lower the number the better). The company can also ask customers for feedback on the service they received. In this age of online reviews, this feedback is sometimes received whether a company wants it or not.

VI. [bookmark: _Toc170909968]Where does your organisation fit in?

The retailer is the final link in the supply chain that moves goods from the manufacturer to the final customer. Supply chains are very important to modern companies, especially ones that work in more than one country (Porter, 1998; McKinsey & Co., 2022). 
If we look at the stages of production starting with finding raw materials and manufacturing and ending with selling, the danger is that the customer comes last and the customer’s wishes are the last thing to be thought about. Companies that behave this way are sometimes said to be “product focused”. This can be a good thing when people like Steve Jobs come up with a new product like a smartphone which people didn’t know they needed (Seth, n.d.). 
However, product focus can be a bad thing when an organisation gets lazy or arrogant and thinks its own ways of doing things need never change. Some companies such as Ryanair seem to think their product is wonderful and their customers are a bit of a nuisance (BBC News, 23 Aug. 2019).
I would say that in retail we need to be “customer focused”. Tom Peters and Robert Waterman found that some of America’s most successful companies put their customers at the centre of their attention. Usually companies like Federal Express and Disneyworld were not following any management theory, they were just doing what seemed to be common sense when they had policies which resulted in satisfied customers coming back time after time (Peters and Waterman, 1992)


[bookmark: _Toc170909969]TASK 2:  DEMONSTRATE A CRITICAL UNDERSTANDING OF YOUR ORGANISATION'S QUALITY PROCESSES AND ITS EFFECTIVENESS IN MEETING CUSTOMER REQUIREMENTS

I. [bookmark: _Toc170909970]What is critical understanding?

Writers like Kumar (2014) and Majahan (2016) are like critical friends. They look at organisations to see what works and what does not, and they suggest ways of continual improvement.  
They do not criticise for the sake of it, but to be helpful. A CEO’s worst enemy is the senior manager who says that everything the CEO does is wonderful and fails to point out when things are going wrong. The most effective CEOs will recognise the critical friend as a true friend.
I say more about critical understanding under heading III below.

II. [bookmark: _Toc170909971]What quality systems do you and other organisations have?

According to Juran and Gryna (1988) there are nine parts to a “quality route map”. The first part is to identify who are our customers. There are a set of operations you have to follow through to achieve the goal of quality. 
Juran noticed in an electronic factory quality control was understood as inspection so at the end of the production line the quality control people would inspect the product and scrap the items failing the test. Juran instead argued that workers earlier in the process should take responsibility for the quality at their stage in the process. This would mean better training and less time pressure. That means more costs to start with but in the long run the large reduction in wastage means less cost and more efficiency.
From my position as a front-line worker at TH my critical understanding is that there is little or no attention being paid to quality of the product at the point where the company meets the public. Any quality that is built into the store is dealt with back at head office or in the factories under contract to the company.
What the store can control is the quality of the personal service, and there is little or no training in this. It is something which is left to the individual store assistant.

III. [bookmark: _Toc170909972]How do they work? Do they work? Are they effective?

[bookmark: _Hlk170763307]To see what customers think about quality I began researching this section by inquiring through Quora.com which is a well-known website for reviews. The reviews are mixed, some very positive, some more on the negative side, but this one is very fair in my opinion (Quora.com. n.d)
“The quality of Tommy Hilfiger clothing is often considered good in comparison to its price point. While it may not be the same level of luxury brands TH products are typically well-made and durable especially for everyday wear.”
In my own experience having worked for TH for eight years, I have only dealt with a handful of returns on the grounds of quality. The quality of TH is in my experience at a good standard, and there is good customer loyalty. Management never discuss quality with us as sales assistants, there is no such thing as a “quality circle”, so the quality of the actual product is taken for granted. The quality of the service all depends on the training and personality of the individual salesperson. 
Other comments from Quora indicate that TH is concerned about quality. For example:
“TH is considered a mid-range premium brand rather than a luxury brand… not in the same category as luxury brands such as Chanel and Gucci”.
Even though TH is known widely as a luxury brand. From my own research I conclude that TH is not really a luxury brand, its quality is made for everyday wear. It’s a like a Ford Focus not a BMW.
This contributor, Mohit Singh, appears highly qualified and his assessment is TH is a good brand, above an average one, and he gives various reasons
“1 They study the market for ideas, a new design is made and then manufactured in a factory.
2. The factories are good, clean and compliant.
3. TH is very strict on quality assessment of their garments due to which any bad quality garments are rejected.
4. All the inspections have been made and anything in the showroom has gone through professional supervision, design, research, industrial planning and skilled labours.”
[bookmark: _Hlk169266692]Another correspondent ranks TH as fifth in the world for quality, behind USA brands such as Brooks, Ralph Lauren and others.
Reviews with a similar range of opinions can also be found at Trip Advisor (n.d).

My way of describing quality would be to use an example like this:
If I was to buy a T shirt and it lasted me six months I would say that is good quality, but if I was to put it in the washing machine and it loses its texture, then that would indicate bad quality. 
An inspector standing by a production line picking out obvious faults won’t know how this product will work in practice. Quality needs to be built into the product in the first place. 
This leads me on to thinking about Deming’s fourteen points of Total Quality Management (TQM).
Deming said, “You can’t inspect quality into a product”. This means that quality must be built into the product itself from start to finish. (Deming, 1992)
Of Deming’s fourteen points I have taken a few which I think are very relevant to the retail industry and which would benefit me and my co-workers at the front line.
I think these six points are all especially important in retail.
· “Create constancy of purpose towards improvement of product and service, with the aim to become competitive and to stay in business and to provide jobs.”
· “Break down barriers between departments. People in research, design, comma, sales and production must work as a team to tackle usage and production problems that may be encountered with the product and the service.”
· “Eliminate work standards that prescribe numerical quotas for the day. Substitute aid and helpful supervision, using the methods to be described.”
· “Institute a vigorous programme of education and retraining. New skills are required for changes in techniques, materials and services.”
· “Put everybody in the company to work in teams to accomplish the transformation.”
· “Drive out fear, so that everyone may work effectively for the company.” 
To me this last point is very important and takes us back to the idea of criticality. Workers should not be afraid of speaking up if they see things going wrong, or if they can see a better way of doing things. If I were a manager, I would like people to speak up because they can see things I might miss. Four eyes are better than two, and your critical friend is really your true friend, the one who tells you everything is wonderful, when knowing it is not, is not a true friend.
TQM ideas were taken to Japan by American advisers like Deming to help the country build up their industry after World War 2. What happened was that Japanese cars and electric goods were made with better quality than American and British ones. When companies like Datsun and Sony came to Britain, they introduced Quality Circles. Groups of workers meet each morning to discuss the previous day’s work and how working methods could be improved. This increased the pride in their work, and they could see how they had created the final product. At a time when American and British cars and electronics had a reputation for being unreliable, Japanese products were thought of as very reliable. They had a policy of continuous improvement. 

IV. [bookmark: _Toc170909973]What do the customers want?

Customer centrality is an important concept because it looks for customer satisfaction by catering for their needs, such as current needs, future needs, desired needs, information needs and product availability. (Moores, 1995). 
[bookmark: _Hlk168651442]Are customers’ needs the same thing as their wants? 
I think customer needs and customer wants are definitely not always the same thing. A customer could come in for a pair of trainers, thinking they only want one pair, but then there could be a promotion, for example buy two for 20% off. That might suggest the customer did not need the second pair but wanted it because it was discounted. As a salesperson I might advise that they buy different styles for different needs, e.g. one pair for walking, one pair for ball games, or holiday, or I might suggest they buy an extra pair for a friend or family member who has a birthday coming up, so they are looking ahead to a future need.
To fully answer what the customers want, we must ask: who are our customers?

V. [bookmark: _Toc170909974]Who are your customers?

Our customers are people who are looking for the following things: price, quality, choice and convenience. This is true of all retail, and in McArthur Glen these four things can be seen as what people are looking for. (BBC Bitesize, n.d.)
Price: people coming to TH at McArthur-Glen are looking for bargains. Usually, people coming to the centre are on a shopping expedition, visiting a number of shops, especially at this time of year (in the summer) when they are about to go away on holiday. The goods are designer brands, and already discounted, but consumers are also attracted by any extra offers or promotions.
Quality: These are designer brands, and the quality has to be of good material in order to keep the brand image preserved in the public’s mind. If TH were to reduce their quality the business would suffer. Word of mouth recommendations are important to this business, and if our lower prices were linked with lower quality people would soon make different choices and the brand would lose its reputation
Choice: there are competitors such as Hugo Boss, Ted Baker, as high-end stores. There is also M & S, with a different type of customer. People who go for brands and logos would not be so attracted to M & S, but they would still be looking for quality. My experience is that people will mix brands, they might have a top from TH and shorts from Hugo Boss, for example. Sportswear is different, people will often wear a complete outfit from Nike for example. But it depends on the type of customer, I do have one customer who wears everything from TH from head to toe. 
Convenience: Bridgend is the only TH outlet in Wales, people come from all over, sometimes there is a grumpy customer who has been told that what they want is out of stock, but generally the stock levels are good enough to satisfy most customers.
When dealing with our customers, what are the most important things that we must think about?  Although they weren’t thinking about retail Kano (1984), and Clegg (1994) have some good ideas about priorities.    
The MoSCoW-Kano method of assessing business needs puts requirements into four categories, with teams setting out to satisfy each: Must haves, Should haves, Could haves, Won’t haves (hotmpmo.com. n.d.).
Must haves are essential for the upcoming time period, and an example at TH would be having the summer range ready and available during the summer months.
Should haves are just as important as must haves, as the stock needs to be there in good time before it’s necessary to be out on the shelves. The “should” is looking ahead to the “must”, in the winter we need to be building up the summer stock ready for when it becomes a must and out on display. TH always buys in stock 18 months before hand. However, when the time comes, we sometimes find that we have not been sent enough stock. 
A could have for TH would be to improve their forecasting future stock needs to ensure that each store is more likely to have what people want when they need it. Being the only store in Wales this would be very beneficial, as we cannot send the customer to another store nearby, their only option is to buy full price online (if they can find it available).
A won’t have in the case of TH at Bridgend, at the moment, is the kids’ clothing range. Before Covid, they took the kids’ range away, and now we get customers every week asking for kids’ clothing. The reason was that we don’t have enough space. I think this is an identified customer need and that TH could meet if it wished, and if I were in a management position I would propose bringing the kids. range back into store. There is very limited branded kids’ clothing at McArthur Glen, so I think TH is not realising there is demand but little competition, and the closest TH outlet with Kids’ ranges is at Bicester Village which is over 100 miles away. At the same time the shopping mall at Bridgend is designed to be very child friendly, as well as dog friendly therefore friendly for many families these days. It’s a very safe environment so TH is missing out on an opportunity here.
The Kano part of the MoSCoW-Kano model involves customer expectations: baseline expectation, linear satisfiers, delighters.
If someone comes into TH to by a top their baseline expectation would be: logo, discounted price, good customer service, good fit, good quality.
Linear satisfiers would be a wider selection of colours and styles, products that are on trend, the more we have or the better they the more customer satisfaction we will have moving up a sliding scale.
The delighters are things that go beyond expectations, ana good example I think really good, personalised customer advice from a sales assistant with a good eye, and emotional intelligence. A surprising number of customers are anxious about their appearance and will say for instance “I’m too fat for that item”. An expert sales assistant can help them get what they didn’t expect didn’t expect, the wow factor.  Delighted customers leave the shopping experience feeling happy, pleasantly surprised and relieved. If they have found clothes that fit them and actually suit them, and if on top of that they perhaps have a three for two deal or a discount they did not expect, then they will be very delighted.

[bookmark: _Toc170909975]CONCLUSION

Quality is important for the simple reason that poor quality would mean people would go elsewhere for their goods. It is not just the goods; people want a quality service as well. What the theorists seem to be saying is something I agree with and is well known in retail: customers come first.
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