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Swansea Bay University Health Board is responsible for delivering a wide range of healthcare services across Swansea and Neath Port Talbot. In addition to its clinical responsibilities, the Health Board plays a significant role in workforce development and community engagement through programmes designed to improve employability and support social inclusion. One such initiative is the Vocational Training Department.
This report is to analyse  customer relationship management (CRM), customer value creation and quality management processes within the Vocational Training Department of Swansea Bay University Health Board. The department delivers a 12 week employability programme designed to support unemployed individuals in developing skills, gaining work experience and progressing towards employment opportunities within the NHS.
The programme supports a diverse range of participants, many of whom may have experienced long term unemployment, reduced confidence, limited work experience or barriers to employment. Through a combination of classroom based learning, employability workshops, workplace placements and ongoing support, trainees are provided with opportunities to develop practical skills and increase their readiness for employment within the NHS and other sectors. As a Training Assistant within the Vocational Training Department, responsibilities include supporting programme delivery, coordinating trainee activities, assisting with onboarding processes, maintaining communication with participants and contributing to the monitoring and evaluation of programme outcomes.
The report examines how customer focused approaches contribute to service effectiveness throughout the customer’s 12 week programme, from recruitment and onboarding to programme completion and progression. The report explores the importance of customer satisfaction, customer loyalty and customer value, evaluating how these concepts influence organisational performance and service outcomes.
Customer satisfaction is essential to the success of the Vocational Training Department. To achieve this, the organisation must understand and respond to customer needs at every stage of their journey. Customer Relationship Management (CRM) helps build and maintain positive relationships with trainees and stakeholders, from recruitment through to programme completion and employment. Effective CRM improves communication, enhances the customer experience, and encourages ongoing engagement. This is particularly important in Vocational Training, where participants have a range of needs and expectations.
Quality management is also important as it helps ensure services consistently meet customer expectations and organisational goals. Through clear processes, monitoring, and continuous improvement, quality management supports reliable and customer focused service delivery. In Vocational Training, this contributes to positive learning experiences, successful outcomes, and a strong organisational reputation.
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Customer relationship management (CRM) is a strategic approach that focuses on developing, maintaining and enhancing relationships between an organisation and its customers. Although CRM is traditionally associated with commercial organisations, its principles are increasingly applied within public sector organisations where service quality, stakeholder engagement and positive customer outcomes are essential measures of success (Payne & Frow, 2017). Within Swansea Bay University Health Board's Vocational Training Department, CRM supports the management of relationships with trainees throughout their journey, from the initial recruitment to programme completion and progression into employment. Effective CRM enables the department to understand customer needs, provide appropriate support and improve both individual and organisational outcomes.
The customer lifecycle model provides a useful framework for understanding how organisations engage with customers over time. The model typically consists of four stages acquisition, onboarding, development and retention (Buttle & Maklan, 2019). Applying this model within the Vocational Training Department highlights how customer centred approaches contribute to successful programme delivery and improved employability outcomes.
Customer acquisition is the process of attracting and recruiting people onto the Vocational Training programme with the aim to identify people who would benefit from employability support and work experience opportunities. The Vocational Training Department recruits participants through several ways which include referrals from local job centres, and local employability programmes. Information is also shared through social media, community networks, and Health Board recruitment campaigns. Potential participants then assess the benefits of the programme before deciding whether to enrol. Initial promotional activities create awareness of the programme, while information sessions and recruitment materials generate interest and encourage applications (Welsh Government, 2019)
A key challenge during the recruitment stage is encouraging people who have been unemployed for a long time or had negative experiences with education. Many may lack confidence or feel worried about returning to a learning environment. As a result, recruitment activities need to do more than provide information, They must build trust, increase confidence, and show the benefits of joining the programme. This highlights the importance of using clear, supportive communication that meets the needs of different individuals.

Within the Vocational Training Department, onboarding includes initial interviews, programme enrolment, NHS induction sessions, and information packs. These activities help participants understand the programme, workplace expectations, and the support available to them.
Effective onboarding is important because it creates the first impression and forms the foundation of the relationship with trainees. Positive early experiences can improve satisfaction and encourage ongoing engagement (Payne & Frow, 2017) For many participants, this may be their first experience of learning or employment support in several years. As a result, a good onboarding process can increase confidence, motivation, and commitment to completing the programme.
The programme typically includes employability workshops, training sessions, workplace placements and ongoing mentoring support. Participants develop practical workplace skills while also enhancing communication, teamwork, problem solving and professional behaviours. These activities contribute to both employability and personal development outcomes. Customer relationship management is especially important during this stage. Regular progress reviews, one to one support meetings, individual learning plans, and feedback help staff track progress and identify when extra support is needed. These activities show a customer focused approach, ensuring that the participants need’s remain at the centre of service delivery.
A customer focused approach is important in the Vocational Training Department because participants have different backgrounds and support needs. Some may need help building confidence, while others may need support with literacy, digital skills, or preparing for work. By providing personalised support, the department can meet individual needs more effectively and help participants achieve better outcomes (Welsh Government, 2024)
The final stage of the customer journey focuses on keeping participants engaged and building long term relationships. In Vocational Training, retention means helping participants stay involved throughout the programme and encouraging continued contact after it ends.
Rather than measuring repeat purchases, success is measured by programme completion, positive employment outcomes, and ongoing engagement. Participants who complete the programme and move into work are key indicators of the service's success.
Strong customer/trainee relationships have many benefits. Participants who feel supported are more likely to complete the programme, achieve positive outcomes, and recommend the service to others. Positive recommendations can improve the reputation of both the Vocational Training Department and Swansea Bay University Health Board. Keeping in touch with former participants can also help with future recruitment and provide useful feedback for improving the service. However, retention can be challenging due to personal circumstances, health issues, financial difficulties, or low motivation. To overcome these barriers, the department must provide flexible and supportive services while maintaining programme standards.
The customer’s journey shows how important customer relationship management is to the success of the Vocational Training Department. From recruitment to programme completion, a customer focused approach helps improve engagement, satisfaction, and employment outcomes. Providing personalised support, regular communication, and building positive relationships reflects good CRM practice and supports the department's goals of delivering effective public services (Working Wales, n.d.)
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Understanding customers and the value they gain from a service is essential for effective customer relationship management (CRM). Within Swansea Bay University Health Board's Vocational Training Department, the success of the 12 week employability programme depends on understanding participant’s needs, providing valuable support, and delivering high quality services. Customer satisfaction, loyalty, value, and quality are closely linked and all influence the success of the programme and the outcomes achieved by participants. This section explores these concepts and examines how they contribute to effective vocational training services
Within the Vocational Training Department, the primary customers are the trainees participating in the employability programme. These individuals receive direct benefits from the service through training, work experience opportunities and employability support. However, several secondary customers also benefit from programme delivery, including the NHS departments which deliver those placements.
Customer satisfaction is how well a service meets or exceeds customer expectations. In Vocational Training, participants may expect high quality training, supportive staff, work placement opportunities, and help finding employment after completing the programme. According to Expectation Confirmation Theory (Oliver, 1980), satisfaction depends on whether a person's experience matches their expectations. When a service meets or exceeds expectations, customers are usually satisfied. If expectations are not met, they may be dissatisfied. In the Vocational Training Department, participants often join the programme with different expectations. Some may hope to gain employment, while others may want to build confidence or gain work experience. For this reason, clear communication during recruitment and onboarding is important to set realistic expectations from the start.
Research indicates that satisfaction levels increase when participants feel valued, supported and actively involved in their learning journey (Parasuraman et al., 1988). Within the Vocational Training Department, regular reviews, feedback opportunities and personalised support plans contribute to creating positive customer experiences. Despite these benefits, maintaining high levels of satisfaction can be challenging due to the diverse needs of participants. Individuals may face barriers such as financial difficulties, health conditions, caring responsibilities or previous negative experiences of education and employment. Consequently, service providers must adopt flexible approaches that accommodate differing circumstances while maintaining programme standards.
Customer satisfaction and customer loyalty are closely connected, but they are not the same. Satisfaction is how a customer feels about the service they receive, while loyalty is their willingness to continue engaging with and supporting the organisation over time. (Grönroos, 2017). A participant may be very satisfied with the programme but not stay involved afterwards. Loyalty can be shown by recommending the programme to others, keeping in touch with the department, or promoting the service within the community. Relationship Marketing Theory suggests that organisations are more successful when they build long term relationships rather than focusing only on individual interactions (Payne & Frow, 2017). In Vocational Training, loyal participants can help attract future trainees, improve the organisation's reputation, and strengthen community links.
However, satisfaction does not always lead to loyalty. While satisfied participants are more likely to stay engaged, factors such as personal circumstances, employment opportunities, and life changes can affect their long term involvement. Organisations should not assume that satisfied customers will automatically become loyal supporters. For Swansea Bay University Health Board, loyalty is especially valuable because former trainees can act as ambassadors for the programme. By sharing their positive experiences, they can encourage others to take part and support the programme's future success.
Customer value is the benefit people feel they gain from a service compared to the time and effort they put into it (Zeithaml et al., 2020). In Vocational Training, value is not just about money. It also includes personal growth, social benefits, and career development.
Customer value can be divided into four main areas - 
[bookmark: _Toc236000539]Functional Value – 
Functional value refers to the practical benefits participants gain from the programme. These may include developing employability skills, gaining work experience, achieving qualifications, and becoming better prepared for employment.

[bookmark: _Toc236000540]Emotional Value – 
Emotional value is the positive impact the programme has on a participant's feelings and confidence. Many trainees join the programme after a long period of unemployment or previous challenges. As a result, improvements in self confidence, motivation, and self-esteem are often important benefits of taking part.

[bookmark: _Toc236000541]Social Value – 
Social value refers to the benefits participants gain from interacting with others and feeling included. Through the programme, they can build relationships with fellow trainees, mentors, and colleagues, helping them feel more connected, supported, and part of a community.

[bookmark: _Toc236000542]Economic Value –
Economic value relates to improved employment opportunities and increased earning potential. Successful progression into employment represents a significant outcome for both participants and the wider community. These dimensions demonstrate that customer value within Vocational Training extends far beyond simple programme completion statistics. The service creates value by supporting personal transformation, workforce development and social inclusion
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Quality is the foundation of customer value, satisfaction, and loyalty. In vocational Training, quality means delivering services that consistently meet the needs of participants and the organisation's goals (Oakland, 2014). Total Quality Management (TQM) focuses on continuous improvement, putting customers first, and ensuring everyone in the organisation is committed to quality (Crosby, 1979). Likewise, Deming's Plan Do Check Act (PDCA) Cycle encourages organisations to regularly review and improve their processes to achieve better results (Deming, 1986).
Within the Vocational Training Department, quality management is reflected through:
· Standardised programme procedures. 
· Participant feedback systems. 
· Progress monitoring processes. 
· Placement evaluations. 
· Staff supervision arrangements. 
· Compliance with NHS policies and standards. 
· Equality and diversity requirements. 
· Data protection procedures. 
These quality systems help ensure that services remain consistent, effective and responsive to customer needs. High quality services help create customer value. Participants who receive effective support, positive learning experiences, and good work placement opportunities are more likely to achieve successful outcomes. As a result, quality has a direct impact on customer satisfaction and loyalty. Poor quality services can have the opposite effect. Inconsistent communication, limited support, or poorly managed placements can reduce satisfaction, lower engagement, and damage the organisation's reputation.
Quality, customer value, satisfaction, and loyalty are closely linked. Good quality services help meet participant’s needs and create value. When participants see value in the programme, they are more satisfied. Satisfied participants are more likely to stay engaged, complete the programme, and recommend it to others, helping to build loyalty. For Swansea Bay University Health Board's Vocational Training Department, this shows that quality management is more than just meeting standards. It is an important tool for improving customer satisfaction, supporting positive employment outcomes, and strengthening the department's reputation.
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Quality is how well a service consistently meets customer needs and organisational goals (Oakland, 2014). In Vocational Training, quality is about more than following procedures. It includes delivering effective training, providing relevant learning opportunities, offering good participant support, and helping people improve their employability and move into work.
One widely used approach to quality management is Total Quality Management (TQM). TQM focuses on continuous improvement, customer satisfaction, and ensuring all staff share responsibility for quality (Crosby, 1979). Rather than being the responsibility of managers alone, everyone plays a role in improving services. Within the Vocational Training Department, TQM can be seen through teamwork, participant feedback, and regular monitoring of programme performance. As a Training Assistant, quality management may involve supporting programme delivery, collecting feedback, monitoring engagement, and carrying out administrative tasks to ensure consistency and compliance.
Another useful model is Deming's Plan Do Check Act (PDCA) Cycle (1986). This involves planning improvements, putting them into practice, reviewing the results, and making changes where needed. This cycle helps organisations continually improve and respond to changing customer needs. For example, if feedback shows that participants need more digital skills training, the department can introduce new learning activities, review the results, and make further improvements based on what works. This ensures decisions are based on evidence and participant needs. 
The Vocational Training Department works within a regulated environment and must meet both organisational and external quality standards. As a result, several quality systems are used to support effective programme delivery.
[bookmark: _Toc236000545]Internal Quality Systems
Internal quality systems are designed to ensure consistency, accountability and service effectiveness. Examples include:
· Standard operating procedures (SOPs). 
· Programme delivery guidelines. 
· Trainee monitoring processes. 
· Attendance monitoring systems. 
· Progress review documentation. 
· Risk assessment procedures. 
· Staff supervision and appraisal systems. 
These systems help set clear standards for service delivery and provide ways to monitor performance. Standardised processes promote fairness, consistency, and reduce the risk of errors. Regular progress reviews are especially important in Vocational Training because they help staff identify issues early and provide the right support when needed. Monitoring also improves communication between trainees, staff, and placement providers, helping to build stronger relationships and achieve better outcomes.

[bookmark: _Toc236000546]External Quality Requirements
In addition to internal procedures, the department must comply with a range of external requirements and standards. These include:
· Swansea Bay University Health Board policies. 
· NHS workforce development standards. 
· Equality Act 2010 requirements. 
· Data Protection Act 2018 and UK GDPR requirements. 
· Health and safety legislation. 
· Safeguarding procedures. 
Following these requirements helps ensure services are delivered safely, fairly, and in an inclusive way. It also improves the organisation's reputation by showing accountability and a commitment to high standards. However, meeting these requirements can be challenging. Staff must balance paperwork and administrative tasks with supporting participants. Increasing regulations can also place extra pressure on time and resources. Therefore, quality management systems should support service delivery and improvement without creating unnecessary workloads.
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Quality controls are methods used to measure performance and identify areas for improvement. Within the Vocational Training Department, a range of quality checks are used throughout the participant journey. Participant feedback is one of the most important sources of information. Feedback can be gathered through surveys, evaluation forms, informal conversations, and review meetings. This helps staff understand participants' experiences and identify where changes may be needed. Feedback also supports a customer focused approach by ensuring participants' views help shape and improve the programme. This reflects Customer Centricity Theory, which highlights the importance of designing services around customer needs and expectations (Fader, 2020).
Regular progress reviews help staff track participant development and identify any challenges that could affect success. They provide an opportunity to discuss learning goals, work placement experiences, and personal development. These reviews support both quality assurance and customer relationship management by encouraging regular communication and personalised support. Work placements are an important part of the employability programme. Monitoring placements helps make sure participants gain valuable experience in a safe and supportive environment. Gaining feedback from trainees, workplace supervisors, and managers is used to evaluate placements. This information helps the department assess how effective the placements are and how well they support employment outcomes. Complaints procedures are another important quality control measure. Although complaints are often seen as negative, they can highlight areas where improvements are needed. Handling complaints effectively shows a commitment to openness, accountability, and continuous improvement. When managed well, complaints can help improve services, increase customer trust, and enhance the overall participant experience.



[bookmark: _Toc236000548]7.Continuous Improvement within Vocational Training

Continuous improvement is a key part of quality management. Instead of just maintaining current standards, organisations aim to find ways to improve services and introduce new ideas that enhance customer experiences and outcomes.
Within the Vocational Training Department, continuous improvement activities may include
· Reviewing participant feedback trends. 
· Analysing completion and employment outcomes. 
· Updating training materials. 
· Enhancing digital learning resources. 
· Improving communication processes. 
· Strengthening partnerships with placement providers. 
· Adapting support services to meet changing customer needs. 
The use of performance data plays an important role in continuous improvement. Key performance indicators (KPIs) commonly used within vocational training include
	[bookmark: _Toc236000549]KPI
	[bookmark: _Toc236000550]Purpose

	Programme completion rate
	Measures successful participation

	Attendance rate
	Assesses engagement

	Employment progression rate
	Evaluates employability outcomes

	Customer satisfaction score
	Measures service quality

	Placement completion rate
	Assesses placement effectiveness
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8.Conclusion
The Vocational Training Department is committed to maintaining high quality services through clear processes, regular monitoring, and continuous improvement. Participant feedback, progress reviews, and placement evaluations are regularly used to improve the programme and ensure it meets participants' needs. The department uses Total Quality Management (TQM) and Deming's Plan Do Check Act (PDCA) Cycle to identify areas for improvement and respond to feedback. Following NHS standards and legal requirements also helps ensure services are delivered safely, fairly, and consistently.
Despite these strengths, there are some challenges. Limited resources, increasing administrative demands, and the difficulty of measuring long term employment outcomes can impact the effectiveness of quality management. Some of the programme's most important benefits, such as improved confidence, wellbeing, and self esteem, can also be difficult to measure using traditional performance indicators. However, the department's commitment to continuous improvement provides a strong foundation for maintaining high quality services and achieving positive outcomes. By combining effective quality management with a customer focused approach, the department is well placed to continue helping people move into employment while benefiting the organisation and the wider community.
This report has evaluated customer relationship management (CRM), customer value, and quality management within Swansea Bay University Health Board's Vocational Training Department. The findings show that customer focused service delivery is essential for creating positive participant experiences, achieving successful programme outcomes, and supporting organisational effectiveness. The analysis of the customer journey highlighted the importance of managing relationships from initial recruitment through to programme completion and progression into employment. Customer relationship management activities, such as personalised support, regular communication, and participant engagement, play an important role in helping participants succeed. The report also emphasised the need for customer centred approaches that recognise the different needs and circumstances of each participant.
The report explored the strong link between customer satisfaction, customer loyalty, customer value, and quality management. It found that customer value goes beyond employment outcomes and includes functional, emotional, social, and economic benefits. Customer satisfaction relates to how well the programme meets participants' expectations, while customer loyalty reflects their ongoing support and willingness to recommend the service to others. Quality management was identified as the foundation that helps create value, satisfaction, and loyalty.
Finally, the report examined the quality systems used within the department. It found that a range of internal and external quality controls are in place to support effective service delivery. Approaches such as Total Quality Management (TQM) and Deming's PDCA Cycle provide useful frameworks for continuous improvement and customer focused practice. Participant feedback, progress monitoring, and placement evaluations all contribute to quality assurance and help ensure that future service improvements are based on evidence and participant needs. Overall, the report concludes that strong customer relationship management and effective quality management are essential to the success of Vocational Training services. By continuing to focus on participants' needs, improving service quality, and working closely with stakeholders, Swansea Bay University Health Board can further improve participant experiences, achieve better employment outcomes, and support its wider organisational and community goals.
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