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[bookmark: _Toc4792178]Introduction
Customer value refers to the difference between the benefits a customer gets from a product and the amount of resources s/he has to spend in order to get the product. According to Kumar and Reinartz (2016),customer value proposition is a company’s offering statement in which it describes the reasons why a customer should purchase its product.Customer value has some significant implications for a company if it wants to strengthen the customer relationship and build a profitable and loyal customer base. Prospective customers of Zara are not specifically searching for Zara, instead they are searching for a qualityclothing solution and the value perception from the product can be different for every customer. If Zara’s products stand up to the value perception of the customers,the company will have a profitable and loyal customer base.
[bookmark: _Toc4792179]About Zara
Zara is the flagship brand of Inditex Group and is one of the largest fashion retailers of the world based in Spain. Founded in 1975, Zara has recognised as a fast fashion and accessories retailers in all over the world. The company has a range of ownbrands for men, women and children making it the largest apparel retailer in the world. The company is very efficient in its quality processes and is known for their rigorous quality standard procedures. The company takes only about a week to develop a new product against an industry average of six months. Noh et al. (2017) opines that the efficiency in Zara’s process made it a market leader in the industry. An interesting policy of Zara is that the company prefers not to spend in the advertising rather it invests in opening new stores. It is an evidence of the fact that the company believes that the value it creates through its product is going to fetch customers for them and once a customer purchase the product s/he will be satisfied.




[bookmark: _Toc4792180]Zara’s Customer Value Strategy
Zara has different customer value strategy that the others in the industry. The company is solely focussed on maximising the customer value. A secret for successfully pulling of this strategy is that the company has engaged its employees to the quality processes that has resulted high customer interactions and a satisfied customer base. The company has also introduced augmented reality (AR), one of the major trends in the fashion retailing industry in its stores (Bonetti et al, 2019). The customers can now try out the products without any hazards and can compare what looks best on them making them to take less time and effort for making purchase decision.
Zara involves in customer pull strategy rather the push strategy. It always pursues for achievinggreatness and superiority in the product so that people are attracted to the stores and become repeat customers. As mentioned earlier, the company has a zero marketing policy and this is the reason why. Other closest competitors of Zara are mostly involved in the push strategy that continuously pushes their services to the customers (Costa, 2017). The company redefined its marketing mix when it adopted the zero marketing policy. The company modified the marketing mix from 4Ps to 4Es.
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[bookmark: _Toc4792158]Figure 1: Zara’s Shift from 4P to 4E
The product element of 4P is transformed into experience as the Zara wants it customers have a unique experience while they use the product (Mierzejewska, 2017). The price of the product is not based on the cost but based on the value of product. This is why price is exchange in the new marketing mix. The company as mentioned earlier invests in stores rather than on promotions which makes it available to the reach of the customers, transforming the element place to every place. Finally, the promotion is done through evangelism which means the loyal customer base performs the promotional activities for the company through word of mouth and referrals.
The customer value strategy of Zara takes four considerations into account which are competitive insight, consumer research, marketplace data, mission and vision (Byun, 2013). Before formulating value strategy, the first thing the company must is to understand how to differentiate the experience of the company with those of its competitors. This is why competitive insight about the strategies that are being already followed is essential. The needs and expectations of the customers are always changing and so consumer research is to be done to track the changes.Marketplace data is also important so that the company can justify the value creating investment it makes in a particular market. Finally, thefocus on the customer value should be defined in the mission and vision of the company.













[bookmark: _Toc4792181]Factors that Influence Zara’s Customer Value Strategy
There are various factors that influence Zara’s ability to maximise the customer value. These factors are discussed in the following:
Accessibility:Accessibility refers to the customers’level of effort to find and access their desired products. It is expected that a company makes their products available in such a way that the customers have to face barriers and they find it on their preferred channel. Accessibility also implies that the company must be always there for the customers to provide after sales service (Tantalo and Priem, 2016). The customer can interact with the company any time for any problems and with any questions in mind.Zara has built a network of stores not only across the United Kingdom but also in the world. The company has stores in 10000 locations in the world of which 65 are in the United Kingdom. This is why the customers get an easy access to the products of Zara. The sales centres also handle the post purchase services for the company and this way build loyal customer base. The company has ensured that its website helps the customers with their queries and serves information about their product.
Information Equality:The customers are now more empowered than ever with the information equality they are enjoying with technological advancement. Customers now compares product online and it influences the purchase decision. The more information about a product that the customers get online, the more trust they have on the brand. Consumers have a variety of questions in their mind both before and after the purchase is made. The company must develop strategies with which it can satisfy the queries of the customers. The most effective strategy that the companies now apply is that they use social media and online forums to continuously connect with their customers.Zara has designed their website and developed FAQ (Frequently Asked Question) section to come up with the solution to customers’ information need. The company also has 24/7 online chat that answers the queries of the customers (Gamboa and Gonçalves, 2014). The company personalises the experience of the customers in their website using cookies so that the customers easily finds out what they are looking for. The company also introduce RFID (Radio Frequency Identification) to track the products so that the availability of a particular product can easily be known. The products can be returned with ease and the customers are satisfied with the service.
Purchase Convenience: No retailer wants to make it harder for the customers to spend in their products. Purchase must be made convenient for the customers so that the customers have to spend less time and effort for purchasing the products. The purchase convenience is ensured in Zara by the introduction of AR feature. Using AR window, the customers can try out their looks easily not even by wearing the product. Finkenzeller (2010) believes RFID also helps to make the purchase convenient. Customers can go online and check the availability of the products and book them for trials at their nearby stores to their convenience. With the product description available online, the customers can know exactly what they are buying.Accurate pricing of the products and packaging information in the website also eliminate the purchasing friction so that consumers can make purchase decision with much less efforts.
Personalised Experience:Every customer wants to be recognised to the sellers and expects that the sellers know exactly what they are looking for. It serves as the base for establishing repeat customer base. Personalisation refers to tailoring the products according to the specific needs and wants of the customers. Although personalisation is hard to achieve, the experience can be tailored to the specifications of the customers. This is why Zara stores individual customer data in website and shows the products to the users based on their past browsing history. This is how the customer experience is enhanced. Personalisation is seen as a respect of the company to the loyalty of the customers (Magrath and McCormick, 2013). Zara collects the customer data throughout the customer relationship management process and it leverages the data to personalise the experience of the customers while the customers interact with the company. To leverage the information gathered about the customers, the company engages its entire workforce to interact effectively with the customers.
Ease of Use:Mobile commerce has become increasingly popular with the evolution of Smartphone and its ease of use. The customers have become more and more interested in shopping on the go without visiting the physical stores (Magrath and McCormick, 2013). This is an opportunity to capitalise to enhance the customer value. Websites that are difficult to navigate using mobile do not attract people and so the companies that have websites with smart phone friendly interface can attract more consumers. Mobile applications are also introduced by several retail giants so that the customers get more personalised service. Zara offers a mobile app that supports both Android and Apple operating system.
[bookmark: _Toc4792182]Customer Relationship Management as a means of Maximising Customer Value
Customer relationship management is essential for ensuring that customers are getting maximum value from the product (Baird and Parasnis, 2011). Customer relationship management or CRM refers to the practices, strategies and technologies that are used for managing the interactions and data collected throughout the customer life cycle and analysing those data for building loyal customer base and personalising the customer experience. In a nutshell, CRM enables the company to retain its customers and build long term profitable relationships.CRM will enable Zara to be an improved informational organisation. The more information there will be for the customers, the more the company can satisfy them. As it picks out the most profitable customers for the company; Zara can personalise the offering to the convenience of the customers. CRM also will help Zarato save valuable customer time by recording their past purchase activities, choices and preferences.More information allows Zara to operate more efficiently as they know exactly whom to serve.
Zara as been reaping the benefits of CRM for past few years as a customer of the company visits at an average of 17 times while others’ average customer visiting is only 6 times (Royo-Vela, M. and Casamassima, 2017). The company uses CRM to find out which products are specifically popular and which products must be stocked at a larger amount. It saves lot of waste and cost for the company. They can respond first due to the efficient CRM and so they enjoy higher market share than their competitors. The company always stays one step ahead of the competitors; this is why all its products sell at a full price while its competitors have to offer discounts and other price cuts to attract customers. The sheer avoidance of traditional marketing technique is covered by the company’s ability to track the customers’ need through CRM and inthis way,it is now one of the most coveted and respected clothing brands.
[bookmark: _Toc4792183]Quality Management
This has only happened as a result of sheer focus towards quality management. The company always preferred quality over price choosing a differentiation strategy. The quality management refers to the act of managing all the activities to ensure the desired level of excellence by meeting and exceeding the standards. Quality management has four key areas which are quality planning,quality assurance, quality control and quality improvement. Quality management uses the quality assurance and control to achieve more consistent quality. Quality management solely focuses on the customers as they are the ones to value the quality that are offered through the product (Sallis, 2014).Quality management needs leadership of the organisation to bededicated to quality and create a culture that supports quality. The decision makers must follow the evidence based decision making and understand the cause and effect relationship of the events.Quality management needs competent and skilled people who can efficiently perform their particular processes and the processes are interrelated and interdependent and directed towards ensuring superior quality. Finally the company must ensure there is a profitable and interactive relationship among the company and different parties related with company like the suppliers, distributors etc. All these together can achieve superior quality.
[bookmark: _Toc4792184]Quality Management Approaches
There are a number of approaches to total quality management. One of them is Just in time inventory approach which refers to the inventory management system in which inventory is only ordered and used when they are needed. The just in time approach of inventory management helps in establishing some quality management tools like lean management and signal system if there is a non-conformity. Another approach to quality management is Pareto analysis which is basically a diagram used for finding the reasons that cause most defects from a huge set of problems. Quality control becomes easier if the Pareto Diagram is used appropriately.Continuous improvement of processes is another quality management approach in which everyone in the organisation seeks to improve the processes in the organisation continuously to increase the productivity of the company (Goetsch and Davis, 2014). There are other approaches of quality management that Zara can use but these are some of the most popular quality management approaches.
[bookmark: _Toc4792185]Quality Management: The Zara Way
It is a well known fact that Zara’s secret to success is the company’s ability to move fast with new product offerings. The company takes a week at best to introduce a new fashion to the market and so it can placed ahead of its competitors like H&M, Louis Vuitton, and GAP etc.The quality is very important for the company as it is differentiator and so it charges premium amount from the customers (Hansen, 2012).Customers have built a long lasting trust that Zara never disappoints and it maximises the customer value. The question is how the company with afast fashion strategy ensures such exquisite quality.
Just-In-Time Approach
To ensure quality, first thing Zara does is that it keeps store inventories to a minimum level following just-in-time approach. This is how they dodge overproduction and eliminate waste. It finds out which products to store by using its CRM and RFID technology (Christopher, 2016). The other strategy for maintaining quality by reducing waste is that it owns its whole manufacturing system. The in house production and owning the entire supply chain and production facility help Zara to monitor the quality control process and ensure the defined quality.
The just in time lean inventory management process enables the company maintain a close control over the manufacturing process meaning the company can spend more effort on the quality management. The just in time approach allows Zara to respond really quickly to the needs and wants of the customers as JIT ensures a flexible manufacturing system (Chu, 2016).This is why when a fashion trend appears in the market; it can instantly increase the production speed and respond to the changing customer needs and demands ensuring superior customer value.
Engaging Customers in Designing Clothes
Another quality management approach through which Zara ensures highest is their unique designing strategy. The company recognises the volatility of the fashion industry where the fashion trending today is obsolete tomorrow. This is why Zara engages customers to the designing process (Wang, 2018). The company does not hire or pay the designers for their products rather it copies them and monitors the buying patterns and feedbacks of the customers to those designs. The designs are modified as per the feedback of the customers and the final modified design is sent to the manufacturers. The products are only sent to the stores in a small amount to the stores and so customers hurry for buying those products before going out of stock.
The designing strategy puts the customers at the centre of the designing process. Basically Zara only manufactures what the customers exactly want. This strategy has taken Zara closer to the customers’ heart (Glovinsky and Kim, 2018). The strategy is also effective in the sense that a designer’s design can go flop in the market, but Zara’s designs are destined to be successful as the designers are the customers themselves. This is the way in which superior customer value is ensured. This is a great quality approach that exactly meets the customer requirements.
Zero Marketing Strategy
Another money saving approach is that the company never spends in marketing activities; instead it invests to set up stores near the brand retailers like Prada, Gucci, Versace and others. This way the customers while visiting the branded stores can have a look at Zara; an example of cost efficient marketing(Viardot and Nylund, 2017).The company uses pull strategy to attract the customers to their stores. The saved cost from marketing activities can save a lot of money for the company which in turn leads to less product price. Zara already charges premium amount of money for their products; additional marketing would have increased the product and lower the margin for the company. The customer value is enhanced throughreducing this extra cost of marketing.The location of the stores allows the customers to compare the products of Zarawith those of the branded stores. As Zara modifies the designer products; the customer can realise the superior value Zara is offering at a much lower price than the branded stores.
Total Control over Management and Supply Chain
Zara also makes the high speed shipment of products to their stores with a small lead time. While other retailers opt for manufacturing their products in the Asian countries like India and China; Zara manufactures their products solely in Spain and Morocco in the plants that the company own (Zhang, Onal and Das, 2017). Although it causes cost disadvantage, but the company gets to control the quality closely and the costly products can do no harm in business for the company as the company is the first respondent to the changing trends due to the smaller lead time and so the customers are more than willing to purchase products at a premium price. In fact, 85% of Zara’s products are sold at full price while the industry average is 60% to 70% and the unsold products account for only 10% of the stock.Sourcing from Spain and Morocco also enables the company to get the products to their stores in 48 hours and so the sales of the company have increased by 50% in the last five years. This is how Zara has upheld its efficiency to a level that is unmatched.
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[bookmark: _Toc4792159]Figure 2: Difference in Approaches between Zara and others
Customers are important for the company as it has been mentioned that the manufacturing process starts with design in other companies while for Zara it starts with customers giving valuable inputs for the company (Martínez, Errasti and Rudberg, 2015). The inputs cannot be realised quickly without the company’s ability manufacture the product right away. The company while sourcing from Spain and Morocco manufacture the products right that reduces the lead time. The customer values the products enhances and the customer requirements forquick availability of the products are also met. This is how the fast fashion of the company increased the customer value.
Synergic Strategy
The strategies of Zara make a synergic effect on its performance. Its low inventory coupled with the rapid product replacement creates a synergic effect. It introduces a lot of product per year averaging 11000 products while the industry average is 4000 products but has a lot lower waste at the same time creating the synergic effect. The company holds the inventory for only 10 days whereas its competitor H&M holds the inventory for 52 days (Chopra and Sodhi, 2014). The waste minimisation and fast product replacements together give the company a competitive advantage as the competitors cannot mimic the strategy. If they are to copy the strategy, they have to loss their profitability because of the excess inventory, manufacturing and transportation costs. The new companies may have a shot at duplicating the strategy but the volume of production of Zara will not let any new entrant to thrive in the market using the same strategy.
This strategy contributes to the quality management of the company as the company comes up with many samples at a time and manufactures at a short scale; there is an increasing need for quality assurance (Kuei and Lu, 2014). If the quality of the batches is bad; there is no way that the company cover up the market demand with excess products. If the company goes for products of poor quality; it will hamper the reputation of the company. The fast product replacement and lean inventory requires the company to have quality assurance measures and in this way the company always pursues for quality and meets the customer requirements.
Sustainable Fashion
Zara also sources its raw materials from sustainable sources and established it as a sustainable fashion brand. The company has already put down plans for cutting down the carbon emissions and the company is working towards ensuring that all the processesconform to the environmental standards. The move towards sustainable fashion goal also reflects the company’s quality improvement of processes. The sustainable fashion also illustrates the company’s desire to respond to the latest trends in the market as the now the customers are more into the sustainable fashion brands; 62% of the customers in the matured markets are actively searching for the sustainable fashion brands (Choi and Cheng, 2015). The move towards sustainable fashion is allowing the company to improve the quality of processes and ensures that customers’ requirements are fulfilled accordingly.
[bookmark: _Toc4792186]Drawbacks of Quality Management Strategies of Zara
The quality management approaches of the company have some shortcomings too; although the company is unbeatable in the industry. First of all, the company cannot handle the high production pressure. Sometimes there appears huge demand for a product but meeting those demands is not possible for Zara as it uses lean manufacturing and Just in time inventory management (Pal and Gander, 2018). The high rate of product replacements has some potential drawbacks too. The above analysis has shown how the unbeatable efficiency of the company has ensured high quality product for the customers and meets customer requirements. But the efficiency will get seriously hampered if the organisation cannot align the designs with demands. The company may find that their own design is limiting the success of another design and so the company has to incur loss in those designs.

[bookmark: _GoBack][bookmark: _Toc4792187]Conclusion
Zara’s founder Amancio Ortega is not an interactive person with the media; he knows that he create a great business but still he is very humble about the fact. In a way, his brain child Zara reflects exactly the same nature. The company is also averse to promotion but is one of the market leaders of the industry by both doing the right thing and doing things right silently. The company has successfully handled the factors that might affect the value maximisation of the company. The company has also taken up some crucial quality management approach through which it is meeting customer requirements consistently.
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