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[bookmark: _Toc235866638]1. Introduction
The increasing competitiveness of the service sector has transformed how organisations create and sustain competitive advantage. Whilst organisations have traditionally competed through product quality, price and operational efficiency, sustainable success increasingly depends on developing long-term customer relationships, delivering positive customer experiences and embedding quality management throughout organisational practice (Kotler & Keller, 2016; Oakland, 2014). Within this context, Customer Relationship Management (CRM) has evolved from a technology-based customer database into a strategic philosophy focused on creating mutual value through relationship development, organisational learning and customer-centred decision-making (Payne & Frow, 2005).
These developments are particularly relevant within recruitment, where organisations provide intangible services rather than physical products. Unlike manufacturing, recruitment services are produced and delivered simultaneously, meaning customers evaluate quality through every interaction, including communication, responsiveness, consultant expertise, compliance and post-placement support (Parasuraman et al., 1988). Consequently, maintaining high service quality requires robust organisational systems that support both operational performance and relationship management.
Foresite Recruitment Ltd is a specialist New Homes recruitment consultancy supplying temporary and permanent Sales Advisors, Customer Care Coordinators and associated professionals to housebuilders across the UK. Operating within a competitive market characterised by candidate shortages, increasing legislation and rising customer expectations, the organisation must balance commercial performance with exceptional customer service. Foresite Recruitment manages two interconnected customer groups: housebuilder clients seeking reliable recruitment solutions and candidates requiring employment opportunities and ongoing support. The quality of these relationships directly influences organisational performance.
This report critically evaluates how Foresite Recruitment applies quality management principles throughout the customer lifecycle to strengthen customer relationships, create customer value and support long-term organisational success. It applies recognised theories, including SERVQUAL, the SERVQUAL Gap Model, Deming's PDCA Cycle, Juran's Quality Trilogy, the Kano Model, Fishbone Analysis, Customer Lifetime Value and Relationship Marketing, while evaluating their strengths and limitations within a specialist recruitment environment.
Drawing on workplace examples—including proactive client relationship management, Agency Worker Regulations (AWR) monitoring, compliance processes, service recovery and continuous improvement—the report demonstrates how quality management theory can be applied to improve customer satisfaction, organisational resilience, customer loyalty and sustainable competitive advantage.
[bookmark: _Toc235866639]2. Organisation Overview
[bookmark: _Toc235866640]2.1 Company Background
Foresite Recruitment Ltd is a specialist recruitment consultancy operating exclusively within the UK New Homes sector. The organisation provides both temporary and permanent recruitment solutions to national and regional housebuilders, supplying experienced New Homes Sales Advisors, Customer Care Coordinators, Sales Managers and office-based professionals. By specialising within a niche market, Foresite Recruitment has developed an in-depth understanding of the industry's operational demands, sales processes and legislative requirements, enabling the business to provide tailored staffing solutions rather than adopting a generic recruitment approach.
The organisation works with a diverse portfolio of clients ranging from regional developers to national housebuilders, supporting developments across England and Wales. Clients frequently require temporary cover for annual leave, sickness, training, maternity leave, site launches and unforeseen staff shortages, often at very short notice. Alongside temporary recruitment, the company also supports permanent recruitment campaigns, enabling clients to secure experienced professionals for long-term positions.
Operating within the recruitment sector presents several challenges, including fluctuating labour market conditions, shortages of experienced candidates, increasing employment legislation and rising customer expectations. These factors require recruitment consultancies to maintain strong customer relationships while balancing speed of service with quality, compliance and commercial performance.
[bookmark: _Toc235866641]2.2 My Role within Foresite Recruitment
As a Recruitment Consultant specialising in temporary staffing within the New Homes sector, I manage the full recruitment lifecycle, including developing client relationships, sourcing and interviewing candidates, coordinating compliance, managing temporary assignments and supporting both clients and candidates throughout the recruitment process.
A key part of my role is proactive Customer Relationship Management. Rather than waiting for requests, I regularly contact clients to discuss future staffing requirements, annual leave, new site launches and upcoming sales activity. This enables workforce planning in advance, helping secure experienced Sales Advisors before market demand increases. By understanding each client's requirements and maintaining regular communication, I aim to position Foresite Recruitment as a trusted recruitment partner rather than simply a temporary staffing provider.
Relationship management continues throughout each assignment. I ensure candidates are fully briefed before attending site by confirming working hours, location, reporting arrangements and client expectations. Regular communication with both clients and candidates allows concerns to be resolved quickly, maintaining service quality and minimising disruption.
Compliance is another core responsibility. Before candidates commence employment, I coordinate Right to Work checks, references, payroll registration and client-specific compliance requirements. I also monitor assignments approaching the 12-week Agency Worker Regulations (AWR) qualifying period, obtaining comparator salary information, holiday entitlement and commission details to ensure statutory compliance and reduce legislative risk for both Foresite Recruitment and its clients.
My role also involves responding to service issues and driving continuous improvement. During one weekend assignment, a breakdown in the handover process resulted in a booked Sales Advisor failing to attend site. Following a review, Foresite Recruitment introduced earlier Thursday handovers, enhanced booking verification, clearer escalation procedures and improved communication between consultants. This demonstrated how service failures can be used to strengthen processes, reflecting the principles of Total Quality Management and Deming's continuous improvement philosophy.
Alongside client management, I am responsible for candidate engagement and retention through interviews, career discussions, assignment matching and ongoing support. Maintaining relationships with experienced Sales Advisors enables Foresite Recruitment to respond quickly to urgent client requirements while improving candidate loyalty and reducing future recruitment costs.
[bookmark: _Toc235866642]2.3 Customer Groups
Unlike many organisations that focus on a single customer base, Foresite Recruitment manages relationships with two equally important customer groups whose experiences are closely interconnected.
The first customer group consists of housebuilder clients who purchase recruitment services to support sales performance and operational continuity. These organisations expect experienced candidates who can integrate quickly into existing teams, maintain high customer service standards and represent their brand professionally. In addition to sourcing suitable candidates, clients also expect compliance assurance, transparent communication, rapid response times and reliable ongoing support throughout each assignment.
The second customer group comprises the candidates themselves. Candidates expect honest communication, suitable employment opportunities, timely payroll, professional support and fair treatment throughout the recruitment process. Their experience directly influences the quality of service ultimately delivered to clients, as motivated and well-supported candidates are more likely to perform effectively, complete assignments successfully and represent both organisations positively.
This dual-customer environment makes Customer Relationship Management particularly significant within recruitment. Success depends upon balancing the needs of both stakeholder groups simultaneously, recognising that improvements to one relationship frequently influence outcomes for the other. A satisfied candidate is more likely to deliver an excellent client experience, while satisfied clients are more likely to provide repeat business, recommend the organisation and offer future employment opportunities to candidates.
[bookmark: _Toc235866643]2.4 Strategic Importance of CRM and Quality Management
Within Foresite Recruitment, Customer Relationship Management and quality management are not treated as separate organisational functions but as complementary activities that underpin long-term business performance. Every stage of the recruitment lifecycle, from initial client contact through to assignment completion and post-placement follow-up, provides an opportunity to strengthen customer confidence and demonstrate service quality.
My own experience demonstrates that successful recruitment is measured by more than simply filling vacancies. Long-term success depends upon understanding client requirements, maintaining open communication, ensuring legislative compliance, supporting candidates throughout their assignments and continually reviewing organisational processes to identify opportunities for improvement. These activities contribute directly to customer satisfaction, repeat business and organisational reputation, providing the foundation for sustainable competitive advantage within the specialist New Homes recruitment sector.
The following chapter critically evaluates how Customer Relationship Management theory supports these activities by examining the principles of CRM, the customer lifecycle and the development of long-term customer relationships within Foresite Recruitment.
[bookmark: _Toc235866644]3. Customer Relationship Management (CRM)
[bookmark: _Toc235866645]3.1 Understanding Customer Relationship Management
Customer Relationship Management (CRM) has evolved from a technology-based customer database into an organisation-wide strategy for creating, developing and maintaining profitable long-term customer relationships (Payne & Frow, 2005). Rather than focusing solely on customer acquisition, effective CRM integrates people, processes and technology to improve customer satisfaction, organisational performance and customer lifetime value.
Kotler and Keller (2016) define CRM as the management of customer information and interactions to maximise loyalty and long-term profitability. Similarly, Buttle and Maklan (2019) argue that successful CRM requires organisations to understand customer needs, personalise service delivery and strengthen relationships through consistent value creation. These perspectives demonstrate that CRM is fundamentally relationship-driven rather than technology-driven.
CRM is particularly important within service industries, where customers evaluate organisations through their overall experience rather than a physical product. In recruitment, service quality depends on trust, communication and consultant expertise. As clients cannot assess recruitment quality before delivery, their perceptions develop through every interaction, from the initial enquiry to assignment completion and ongoing support.
Consequently, CRM within recruitment extends beyond maintaining customer records. It involves understanding client requirements, sourcing suitable candidates, ensuring compliance, maintaining communication and responding effectively to issues, all of which influence customer satisfaction and repeat business.
[bookmark: _Toc235866646]3.2 Customer Relationship Management at Foresite Recruitment 
Within Foresite Recruitment, CRM underpins everyday operations rather than existing as a separate business function. Relationship management begins before a recruitment requirement is received and continues beyond assignment completion.
A key aspect of my role is maintaining proactive contact with existing clients to discuss future staffing requirements, annual leave, maternity cover, new site launches and anticipated sales activity. This supports workforce planning in advance, improving the likelihood of securing experienced Sales Advisors before market demand increases while reinforcing long-term client relationships.
CRM is equally important in managing candidate relationships. As experienced New Homes Sales Advisors are in limited supply, maintaining regular contact, understanding career aspirations and identifying suitable opportunities improves candidate retention, reduces recruitment lead times and enables a rapid response to urgent client requests.
Communication continues throughout every assignment. Candidates receive detailed information before starting work, while regular contact with both clients and candidates ensures any concerns are addressed promptly. This proactive approach helps maintain service quality and demonstrates that effective CRM focuses on preventing problems rather than simply reacting to them.
[bookmark: _Toc235866647]3.3 Relationship Marketing
Relationship Marketing provides the theoretical foundation underpinning modern CRM. Morgan and Hunt's (1994) Commitment-Trust Theory argues that successful business relationships are built upon trust and commitment rather than individual transactions. Organisations that consistently demonstrate reliability, honesty and competence are more likely to retain customers and develop mutually beneficial long-term relationships.
This theory is particularly relevant within Foresite Recruitment because the organisation's success depends heavily upon repeat business. Although individual temporary bookings generate immediate revenue, the greatest commercial value is created through developing long-term partnerships with housebuilders that repeatedly use the organisation across multiple developments and regions. Consequently, each interaction represents an opportunity either to strengthen or weaken customer trust.
For example, maintaining regular communication with clients, providing honest availability updates and resolving issues quickly contributes to stronger relationships even where immediate commercial outcomes may not be achieved. Similarly, maintaining transparency regarding Agency Worker Regulations, candidate availability or unavoidable delays helps develop credibility and reinforces the organisation's reputation as a trusted recruitment partner.
However, Relationship Marketing also presents limitations. Developing close customer relationships requires significant consultant time and organisational resources, particularly where clients require frequent communication without generating immediate revenue. Smaller recruitment consultancies must therefore balance relationship-building activities against commercial productivity. Excessive reliance upon a limited number of long-term clients may also increase organisational vulnerability should major accounts be lost.
[bookmark: _Toc235866648]3.4 The Customer Lifecycle
The Customer Lifecycle illustrates how organisations develop relationships over time, progressing from initial awareness through to customer advocacy and long-term loyalty. Rather than viewing recruitment as a series of isolated placements, the lifecycle encourages organisations to manage every stage of the customer journey strategically.
Within Foresite Recruitment, the lifecycle begins with business development and relationship building, where prospective clients become aware of the organisation through networking, referrals, marketing activities and direct engagement. Once relationships have been established, detailed consultations identify staffing requirements, organisational culture and site-specific expectations before recruitment activity begins.
The acquisition stage involves sourcing, interviewing and assessing suitable candidates whilst simultaneously managing compliance requirements. Following placement, the focus shifts towards ongoing relationship management through regular communication, performance monitoring, issue resolution and legislative compliance. Finally, successful assignments often lead to repeat business, recommendations and expanded opportunities across additional developments, demonstrating progression towards customer loyalty and advocacy.
Figure 1. Customer Lifecycle within Foresite Recruitment
Customer lifecycle demonstrating how Foresite Recruitment develops long-term customer relationships through continuous engagement.

[image: ]













Figure 1. Adapted from Payne and Frow (2005 ) and applied to Foresite Recruitment 
Managing the entire lifecycle effectively creates greater customer value than focusing solely upon individual placements. Every positive interaction increases customer confidence and strengthens future commercial opportunities, whereas failures at any stage can damage both immediate performance and long-term relationships.
[bookmark: _Toc235866649]3.5 Critical Evaluation of CRM within Foresite Recruitment
The CRM approach adopted by Foresite Recruitment demonstrates several strengths. Proactive communication, sector specialisation, long-term relationship building and consultant accessibility contribute towards high levels of customer trust and repeat business. Rather than competing primarily on price, the organisation differentiates itself through service quality, specialist knowledge and relationship management.
Nevertheless, opportunities remain to further strengthen CRM capability. Whilst strong interpersonal relationships exist between consultants, clients and candidates, greater use of CRM analytics could improve strategic decision-making. For example, analysing customer retention rates, repeat booking frequency, response times, customer satisfaction trends and candidate availability could enable more predictive workforce planning and earlier identification of potential risks.
Furthermore, customer feedback currently relies predominantly upon informal conversations and day-to-day interactions. Introducing structured satisfaction surveys, Net Promoter Score (NPS) measurements and periodic client reviews would provide measurable evidence of service quality and identify improvement opportunities before customer dissatisfaction develops.
Overall, CRM within Foresite Recruitment aligns strongly with contemporary relationship marketing theory by recognising that sustainable competitive advantage is achieved through creating long-term customer value rather than maximising individual transactions. However, integrating stronger data analysis and formal performance measurement alongside existing relationship management practices would further strengthen the organisation's customer-centred strategy and support continuous quality improvement.
The following chapter builds upon these CRM principles by examining how customer experience and service quality influence customer perceptions and organisational performance within Foresite Recruitment.
[bookmark: _Toc235866650]4. Customer Experience
[bookmark: _Toc235866651]4.1 Understanding Customer Experience
Customer experience has become one of the most significant factors influencing organisational success within service industries. Whilst organisations have traditionally focused on delivering quality products or services, modern customers increasingly evaluate businesses based on the complete experience they receive throughout every interaction. Lemon and Verhoef (2016) define customer experience as the customer's cognitive, emotional, behavioural and sensory responses throughout the entire customer journey, from initial awareness through to post-purchase interactions. Consequently, customer experience extends beyond individual service encounters and reflects the cumulative perception formed through every stage of the relationship.
Within recruitment, customer experience is particularly complex because the service provided is intangible and highly dependent upon human interaction. Unlike purchasing a physical product, recruitment clients cannot assess quality before the service has been delivered. Instead, perceptions are formed through consultant responsiveness, communication, industry knowledge, compliance processes, candidate suitability and the organisation's ability to resolve problems effectively. A single negative interaction may significantly influence a customer's overall perception, regardless of previous positive experiences.
For Foresite Recruitment, customer experience must be managed across two distinct but interconnected customer groups. Housebuilder clients expect an efficient, professional and reliable recruitment service that supports operational continuity, whilst candidates expect honest communication, suitable employment opportunities, professional support and timely payment. Since candidates represent Foresite Recruitment whilst working on client developments, their experience directly influences the experience received by clients.
[bookmark: _Toc235866652]4.2 Customer Expectations
Customer expectations are formed through previous experiences, organisational reputation, recommendations and competitor performance. Parasuraman, Zeithaml and Berry (1985) argue that customers evaluate service quality by comparing expected service against perceived service. When organisational performance meets or exceeds expectations, satisfaction is likely to increase. Conversely, where perceived performance falls below expectations, dissatisfaction is likely to occur.
Within Foresite Recruitment, clients typically expect experienced New Homes professionals who can integrate quickly into developments with minimal supervision. They also expect consultants to respond rapidly to booking requests, maintain regular communication, understand the operational demands of the New Homes industry and ensure that candidates arrive fully prepared for their assignments.
Candidates similarly develop expectations regarding recruitment consultants. They expect transparent communication regarding assignments, prompt payroll processing, professional support and regular feedback. Failure to meet these expectations may reduce candidate engagement and increase the likelihood of losing experienced professionals to competing recruitment agencies.
Managing expectations therefore becomes as important as delivering the service itself. Throughout my role, regular communication before, during and after assignments helps ensure that both clients and candidates understand what can realistically be achieved, reducing uncertainty and strengthening trust.
[bookmark: _Toc235866653]4.3 SERVQUAL
SERVQUAL, developed by Parasuraman, Zeithaml and Berry (1988), remains one of the most widely recognised models for evaluating service quality. The model proposes that customers assess service quality across five dimensions:
Figure 2. Application of the SERVQUAL dimensions in the recruitment workplace, provided by Foresite Recruitment
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Adapted from Parasuraman, Zeithaml and Berry (1988) and applied to Foresite Recruitment.
Within Foresite Recruitment, reliability is demonstrated through providing experienced candidates, fulfilling bookings and ensuring compliance before assignments commence. Responsiveness is reflected in the organisation's ability to react quickly to urgent staffing requests and maintain communication throughout the recruitment process. Assurance is developed through consultants' specialist knowledge of the New Homes sector, legislative expertise and understanding of Agency Worker Regulations. Empathy is demonstrated by recognising the individual needs of both clients and candidates rather than adopting a standardised recruitment approach. Although recruitment is primarily an intangible service, tangibles remain important through professional documentation, branded communications, accurate booking confirmations and well-presented candidate information.
Collectively, these dimensions contribute towards customer satisfaction and influence the likelihood of repeat business.
[bookmark: _Toc235866654]4.4 Applying SERVQUAL: A Workplace Example
The importance of maintaining all five SERVQUAL dimensions became evident during a weekend assignment when a booked Sales Advisor failed to attend site due to weaknesses in the internal handover process. Although the issue resulted from an internal communication failure rather than candidate capability, the client perceived a reduction in service quality because the agreed service was not delivered.
From a SERVQUAL perspective, reliability was compromised as the staffing solution failed to materialise. Responsiveness required immediate communication and action to minimise disruption, while assurance depended on taking ownership of the issue and implementing corrective measures. Empathy was demonstrated by recognising the client's operational impact, and tangibles were strengthened through revised booking confirmations and improved handover documentation.
Following a review, Foresite Recruitment introduced earlier Thursday handovers, Friday booking verification, clearer escalation procedures and improved consultant communication. These changes reduced the risk of similar failures and demonstrated how transparent service recovery and continuous improvement can strengthen customer confidence.
This example illustrates that service quality depends not only on preventing failures but also on how effectively organisations respond when they occur.
[bookmark: _Toc235866655]4.5 The SERVQUAL Gap Model
The SERVQUAL Gap Model expands upon the original framework by identifying potential gaps between customer expectations and organisational performance (Parasuraman et al., 1985). These gaps may arise where organisations misunderstand customer expectations, fail to establish appropriate quality standards, deliver inconsistent service or communicate unrealistic promises.
Within Foresite Recruitment, the weekend booking incident demonstrated how internal communication failures created a gap between the service expected by the client and the service ultimately delivered. Although the organisation intended to provide appropriate cover, weaknesses within the handover process prevented this expectation from being achieved.
Similarly, proactive communication regarding Agency Worker Regulations helps minimise another potential service gap. By contacting clients before candidates reach the twelve-week qualifying period, information regarding comparator salaries, holiday entitlement and commission arrangements can be obtained in advance. This proactive approach reduces uncertainty, ensures legislative compliance and helps prevent dissatisfaction arising from avoidable administrative delays.
The Gap Model therefore highlights that many service failures originate from organisational systems rather than individual employee performance. Consequently, sustainable quality improvement requires organisations to review and improve underlying processes rather than relying solely upon individual effort.
[bookmark: _Toc235866656]4.6 Critical Evaluation
Customer experience is one of Foresite Recruitment's strongest competitive advantages. The organisation differentiates itself through proactive communication, specialist sector knowledge and strong relationships with both clients and candidates, supporting repeat business and strengthening its reputation within the New Homes sector.
However, opportunities remain to strengthen performance measurement. Customer satisfaction is currently assessed through informal feedback, which enables rapid responses but provides limited quantitative evidence of long-term customer experience.
Introducing customer satisfaction surveys, Net Promoter Score (NPS), post-assignment reviews and regular client account meetings would provide measurable insights, identify recurring themes and support evidence-based continuous improvement.
Overall, Foresite Recruitment demonstrates that customer experience extends beyond placing suitable candidates. It is shaped by every interaction throughout the customer journey, with communication, trust and continuous improvement contributing directly to customer satisfaction and long-term organisational success.
The following chapter examines how these experiences contribute to customer value and sustainable competitive advantage.
[bookmark: _Toc235866657]5. Customer Value
[bookmark: _Toc235866658]5.1 Understanding Customer Value
Customer value is widely recognised as one of the primary drivers of organisational success and competitive advantage. Whilst customer satisfaction measures whether expectations have been met, customer value considers whether customers believe they have received benefits that outweigh the financial, emotional and operational costs associated with purchasing a service. Woodruff (1997) argues that customer value is created when products or services enable customers to achieve their goals more effectively than competing alternatives. Similarly, Kotler and Keller (2016) describe customer value as the difference between the total benefits received and the total costs incurred by the customer.
Within the recruitment industry, value extends far beyond successfully filling vacancies. Clients invest not only financial resources but also significant time and trust when engaging recruitment consultancies. Consequently, they expect recruitment partners to reduce operational disruption, minimise recruitment risk, provide sector expertise and support long-term workforce planning. Customers therefore evaluate value across the entire recruitment lifecycle rather than judging individual placements in isolation.
For Foresite Recruitment, customer value is created by combining specialist industry knowledge with proactive relationship management, legislative compliance and responsive customer service. This approach enables the organisation to differentiate itself through expertise and reliability rather than competing solely on price.
[bookmark: _Toc235866659]5.2 Direct and Indirect Customer Value
Customer value can be viewed through both direct and indirect benefits. Direct value refers to the immediate outcomes delivered through the service itself, whereas indirect value encompasses the wider organisational benefits generated through the relationship.
Within Foresite Recruitment, direct value is created through supplying experienced New Homes professionals capable of supporting clients immediately. Temporary Sales Advisors reduce operational disruption during annual leave, sickness, maternity leave and site launches, allowing developments to continue operating effectively without prolonged recruitment delays.










Figure 3. Creating Customer Value
The three levels of value delivered to clients by Foresite Recruitment.
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Adapted from Woodruff (1997).
Indirect value is often more significant over the longer term. Through proactive workforce planning, regular communication and ongoing relationship management, clients spend less time sourcing temporary staff, experience fewer operational disruptions and gain confidence that future staffing requirements can be managed efficiently. This enables managers to focus upon commercial objectives rather than recruitment administration.
From a candidate perspective, value is also created through honest communication, suitable assignment matching, reliable payroll processes and ongoing consultant support. Candidates who feel valued are more likely to remain engaged with Foresite Recruitment, increasing assignment continuity and reducing future recruitment costs.
[bookmark: _Toc235866660]5.3 The Elements of Value Framework
Almquist, Senior and Bloch (2016) argue that customer value extends beyond functional performance and can be understood through thirty Elements of Value organised into four categories: functional, emotional, life-changing and social impact. Whilst originally developed for consumer markets, the framework remains relevant within business-to-business service organisations because purchasing decisions continue to involve both rational and emotional considerations.
[image: ]Figure 4. Elements of Value Framework

Note. Adapted from Almquist, Senior and Bloch (2016) and applied to Foresite Recruitment.
Customer value is created through a combination of functional, emotional, social, epistemic and conditional benefits, all of which Foresite Recruitment delivers to clients and candidates.
Functionally, the organisation reduces recruitment time, improves candidate quality, ensures legislative compliance and provides specialist New Homes expertise. Clients benefit from a reduced administrative burden, faster access to experienced Sales Advisors and confidence that recruitment processes comply with employment legislation.
Emotional value is created through trust, confidence and reduced uncertainty. During periods of operational pressure, consultants respond quickly and communicate transparently, reassuring clients that suitable staffing solutions are being actively pursued.
From the candidate perspective, life-changing value is created through employment opportunities, financial security, career development and exposure to multiple national housebuilders, enhancing future employability.
Overall, the framework demonstrates that customer value extends beyond successful placements, requiring organisations to meet both the functional and emotional needs of customers throughout the relationship.
[bookmark: _Toc235866661]5.4 Maslow's Hierarchy of Needs
Figure 5. Maslow Applied to Recruitment
How Foresite Recruitment helps meet the needs of the candidates and clients across Maslow’s Hierarchy
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Adapted from Maslow (1943) and applied to recruitment.
Maslow's Hierarchy of Needs (1943) provides an additional perspective for understanding customer value by recognising that individuals are motivated by different needs depending upon their circumstances. Although originally developed to explain human motivation, the model can be applied to both clients and candidates within recruitment.
Maslow Applied to Recruitment
For candidates, physiological and safety needs are supported through reliable employment opportunities, timely payroll and compliance with employment legislation. Once these needs have been satisfied, belonging and esteem needs become increasingly important. Regular consultant communication, recognition of individual achievements and opportunities to work with respected housebuilders contribute towards candidates feeling valued within the organisation.
For clients, safety needs relate to legislative compliance, reducing recruitment risk and ensuring operational continuity. Esteem needs are addressed by providing experienced professionals who protect the client's reputation and contribute positively to sales performance. At the highest level, long-term strategic partnerships enable clients to focus upon organisational growth, secure in the knowledge that trusted recruitment support is available whenever required.
Applying Maslow's model demonstrates that customer value cannot be created through financial transactions alone. Organisations must understand the wider motivations influencing customer behaviour and tailor their services accordingly.
[bookmark: _Toc235866662]5.5 Customer Lifetime Value
Customer Lifetime Value (CLV) represents the total economic value generated throughout the duration of a customer relationship rather than focusing upon individual transactions. Buttle and Maklan (2019) argue that organisations should invest proportionately more resources into retaining profitable long-term customers because acquiring new customers is generally more expensive than retaining existing ones.
This principle is particularly relevant within Foresite Recruitment. Whilst an individual temporary booking generates immediate revenue, substantially greater value is created when clients repeatedly engage the organisation across multiple developments, regions and recruitment projects. Many relationships therefore extend over several years, generating ongoing temporary assignments alongside permanent recruitment opportunities
Figure 6. Customer Lifetime Value
The customer lifetime value journey showing progression from initial contact to long term advocacy.
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Adapted from Buttle and Maklan (2019).
This influences how I manage customer relationships. Rather than concentrating solely upon filling immediate vacancies, considerable time is invested in maintaining regular communication, understanding future recruitment plans and supporting clients even where no immediate commercial opportunity exists. This relationship-centred approach strengthens trust and increases the likelihood of repeat business, referrals and long-term partnerships.
Client Referral
Similarly, retaining experienced candidates contributes directly towards Customer Lifetime Value. Candidates who remain engaged with Foresite Recruitment reduce sourcing costs, respond more quickly to urgent assignments and provide consistent service quality to clients. Consequently, candidate retention represents both a customer relationship objective and a commercial strategy.
[bookmark: _Toc235866663]5.6 Critical Evaluation
Foresite Recruitment demonstrates several strengths in creating customer value through specialist sector expertise, proactive communication, responsive service and long-term relationship management. These strengths reduce recruitment risk, improve operational continuity and build customer confidence beyond price alone.
However, opportunities remain to strengthen value creation. Although strong client relationships are maintained, customer value is measured mainly through repeat business and informal feedback. Introducing Customer Lifetime Value analysis would help prioritise strategic accounts and allocate consultant resources more effectively.
Greater use of CRM analytics could also identify trends in repeat bookings, seasonal demand, candidate availability and customer profitability. These insights would support predictive workforce planning and enable earlier recruitment intervention.
Overall, customer value at Foresite Recruitment extends beyond filling vacancies. Through proactive planning, legislative expertise, relationship management and ongoing support, the organisation creates functional, emotional and strategic value for clients and candidates, strengthening loyalty, increasing Customer Lifetime Value and supporting sustainable competitive advantage.
The following chapter evaluates the quality systems and continuous improvement frameworks that underpin the consistent delivery of this value.
[bookmark: _Toc235866664]6. Quality Systems and Continuous Improvement
[bookmark: _Toc235866665]6.1 Understanding Quality Management
Quality management is fundamental to organisational success, particularly within service industries where customer perceptions are shaped by the consistency of service delivery rather than physical products. According to the International Organization for Standardization (ISO 9000:2015), quality management comprises the coordinated activities used to direct and control an organisation to consistently meet customer requirements while supporting continual improvement.
Goetsch and Davis (2021) argue that quality should be viewed as an organisation-wide philosophy embedded across processes, employees and customer interactions rather than the responsibility of a dedicated quality department. This is particularly relevant in recruitment, where service quality relies on effective communication, legislative compliance, consultant expertise and the coordination of multiple stakeholders.
At Foresite Recruitment, quality management extends beyond placing candidates into temporary assignments. It involves accurately understanding client requirements, sourcing suitable candidates, ensuring legislative compliance, maintaining communication and providing ongoing support throughout each assignment. As recruitment is an intangible service, customers primarily judge quality through responsiveness, reliability and professionalism.
Consequently, effective quality management underpins Customer Relationship Management, customer experience and customer value, increasing customer confidence, reducing operational risk and supporting repeat business and long-term organisational success.
[bookmark: _Toc235866666]6.2 Total Quality Management (TQM)
Total Quality Management (TQM) is a management philosophy centred upon continuous improvement, customer focus and the involvement of every employee in achieving organisational excellence. Oakland (2014) argues that quality should be embedded within organisational culture rather than treated as an isolated function, requiring continuous commitment from leadership and employees alike.
Figure 7. Total Quality Management Principles
Figure 7 shows the key principles of TQM within Foresite Recruitment.
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Adapted from Oakland (2014). 
A fundamental principle of TQM is customer focus. Organisations must understand and respond to changing customer needs. At Foresite Recruitment, this is demonstrated by proactively contacting clients to discuss annual leave, maternity cover, new site launches and future staffing requirements, enabling workforce planning before vacancies arise and strengthening long-term relationships.
Employee involvement is another key principle. High-quality recruitment depends on consultants sharing information and maintaining consistent service standards. For example, I regularly liaise with colleagues regarding candidate availability, weekend cover and client handovers to ensure bookings are managed seamlessly across the team.
Continuous improvement is equally central to TQM. Following the previously discussed weekend booking incident, where a breakdown in the handover process resulted in a Sales Advisor failing to attend site, Foresite Recruitment reviewed its procedures and introduced earlier Thursday handovers, Friday booking verification and clearer escalation processes. These changes demonstrate how service failures can drive organisational learning and improve future service delivery.
Leadership also supports TQM by promoting accountability, communication and quality standards. Within Foresite Recruitment, managers encourage consultants to share feedback, discuss service issues and identify improvements, such as strengthening AWR monitoring processes and compliance checks to reduce risk for clients and candidates.
Collectively, these principles demonstrate that quality is achieved through effective systems, collaboration and continuous improvement rather than inspection alone.
The following section examines Deming's Plan–Do–Check–Act (PDCA) Cycle and its role in supporting continuous improvement within Foresite Recruitment.
[bookmark: _Toc235866667]6.3 Deming's Plan–Do–Check–Act (PDCA) Cycle
The Plan–Do–Check–Act (PDCA) Cycle, developed by Deming (1986), is a continuous improvement framework that encourages organisations to plan, implement, evaluate and standardise improvements. Within recruitment, it provides a structured approach to improving processes and preventing recurring service failures.
Figure 8. PDCA Applied to Weekend Booking Failure
Using the PDCA cycle to learn from the incident and improve the booking process.
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Adapted from Deming (1986) and applied to Foresite Recruitment.
The PDCA Cycle was applied following a weekend booking where a Sales Advisor failed to attend site because of weaknesses in the internal handover process. Although the issue resulted from communication failures rather than candidate performance, it highlighted weaknesses in existing procedures.
Plan
Following the incident, the planning stage focused on identifying the root causes of the service failure. The review found that Friday handovers allowed little time to identify missing information or resolve issues before the weekend, creating unnecessary operational risk. The objective was therefore to redesign the booking process by improving communication, accountability and quality assurance.
Do
Foresite Recruitment introduced earlier Thursday handovers, Friday booking verification and clearer escalation procedures. These changes strengthened process reliability by reducing reliance on informal communication and individual memory.
Check
The revised procedures were monitored through weekend booking reviews, consultant feedback and client communication to evaluate whether operational risk had reduced. Monitoring confirmed more consistent booking verification and improved communication across the team.
Act
Successful improvements became standard practice, embedding earlier handovers and enhanced verification into routine operations. The organisation also reinforced accountability and proactive communication to reduce the likelihood of similar failures.
Critical Evaluation of PDCA
The PDCA Cycle provides a structured approach to problem-solving, encouraging evidence-based decision-making, employee involvement and continuous improvement. However, its effectiveness depends on consistent monitoring and organisational commitment, which can be resource-intensive for smaller recruitment consultancies. Despite this limitation, applying PDCA enabled Foresite Recruitment to strengthen internal processes, improve customer confidence and reduce operational risk following the weekend booking incident.
[bookmark: _Toc235866668]6.4 Juran's Quality Trilogy
Whilst Deming focused on continuous improvement, Juran and Godfrey (1999) proposed that quality should be managed through three interconnected processes: Quality Planning, Quality Control and Quality Improvement. Together, these support the consistent delivery and continual improvement of service quality.
[bookmark: _Toc235866669]6.4.1 Quality Planning
Quality Planning involves identifying customer requirements and designing processes that consistently meet expectations. At Foresite Recruitment, this includes understanding client requirements, sourcing suitable candidates, completing Right to Work and compliance checks, and confirming assignment details before placements begin. Proactive discussions around annual leave, maternity cover and site launches also improve workforce planning and strengthen client relationships.
[bookmark: _Toc235866670]6.4.2 Quality Control
Quality Control focuses on monitoring service delivery to ensure standards are maintained. At Foresite Recruitment, this includes regular communication with clients and candidates, reviewing compliance documentation and monitoring temporary assignments. Following the weekend booking incident, I now complete Friday booking verification checks to confirm all weekend assignments are fully staffed, candidates have been briefed and clients have received confirmation. This additional control helps identify potential issues before they affect service delivery.
[bookmark: _Toc235866671]6.4.3 Quality Improvement
Quality Improvement focuses on continually enhancing organisational performance through systematic review, innovation and continuous learning rather than maintaining existing standards (Juran & Godfrey, 1999).
At Foresite Recruitment, this is demonstrated through the regular review of internal processes and adapting procedures in response to customer feedback or operational challenges. Following the weekend booking incident, the organisation introduced earlier Thursday handovers, additional booking verification and clearer escalation procedures to reduce the risk of similar failures.
Quality improvement is also evident through proactive Agency Worker Regulations (AWR) monitoring. I regularly contact clients before candidates reach the 12-week qualifying period to obtain comparator salary, holiday entitlement and benefit information, enabling payroll adjustments to be completed in advance. This reduces compliance risks, prevents delays and strengthens customer confidence.
Together, these examples demonstrate that quality improvement at Foresite Recruitment extends beyond correcting errors by embedding continuous learning and process improvement into everyday operations.
[bookmark: _Toc235866672]6.5 Root Cause Analysis – Fishbone Diagram
Continuous improvement requires organisations to understand the root causes of problems rather than simply addressing their symptoms. The Fishbone (Ishikawa) Diagram is a root cause analysis tool that categorises potential causes of quality issues, supporting evidence-based decision-making and long-term process improvements (Ishikawa, 1986).
At Foresite Recruitment, the weekend booking incident demonstrates the value of this approach. Although a Sales Advisor failed to attend site, the investigation identified weaknesses in internal processes rather than individual performance.
The primary contributing factors included: 
Figure 9. Fishbone Diagram
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Adapted from Ishikawa (1986) and applied to Foresite Recruitment.
The Root Cause Analysis demonstrated that the service failure resulted from weaknesses in organisational processes rather than individual performance. This informed several improvements at Foresite Recruitment, including earlier Thursday handovers, mandatory Friday booking verification and clearer escalation procedures, reducing the risk of similar failures.
The review also encouraged continuous learning by promoting reflection, collaboration and process improvement across the team. However, whilst the Fishbone Diagram is effective for identifying root causes, it should be supported by ongoing performance monitoring and customer feedback to ensure improvements remain effective. Combined with frameworks such as Deming's PDCA Cycle and Juran's Quality Trilogy, it provides a structured approach to continuous improvement.
The following section evaluates Foresite Recruitment's quality management approach using a SWOT analysis to assess the internal and external factors influencing service quality.
[bookmark: _Toc235866673]6.6 SWOT Analysis of Foresite Recruitment's Quality Management
A SWOT Analysis provides a structured framework for evaluating an organisation's internal strengths and weaknesses alongside the external opportunities and threats that influence future performance (Gürel & Tat, 2017). Whilst SWOT is often applied to overall business strategy, it can also be used to evaluate the effectiveness of quality management by identifying the factors that support or hinder the consistent delivery of high-quality services.
Figure 10. SWOT Summary
SWOT analysis identifying internal and external factors impacting quality management 
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Adapted from Gürel and Tat (2017) and applied to Foresite Recruitment.
Foresite Recruitment has several strengths that support service quality. Its specialist expertise within the New Homes sector enables consultants to understand client requirements and source experienced Sales Advisors efficiently. Strong client and candidate relationships encourage repeat business, while compliance expertise, proactive communication and effective AWR management strengthen customer confidence. The organisation has also demonstrated a commitment to continuous improvement by strengthening procedures following service failures.
However, some weaknesses remain. Quality processes still rely heavily on consultant knowledge and informal communication rather than fully standardised procedures. Customer satisfaction is measured primarily through repeat business and ongoing conversations, limiting objective performance evaluation. Greater use of CRM reporting could provide improved visibility of customer trends, service performance and operational risks.
Several opportunities exist to strengthen quality management. Increased use of CRM analytics, customer satisfaction surveys, Net Promoter Score (NPS), quality dashboards and regular account reviews would provide measurable performance data to support evidence-based decision-making. Continued investment in consultant training and digital tools would further improve efficiency and customer experience.
External threats include strong competition, changing employment legislation, ongoing skills shortages and fluctuations within the housing market, all of which may affect recruitment demand and customer expectations.
Overall, the SWOT analysis demonstrates that Foresite Recruitment has strong foundations for delivering high-quality recruitment services. However, strengthening performance measurement and the use of quality data would support a more proactive and evidence-based approach to quality management.
[bookmark: _Toc235866674]6.7 Kano Model
Figure 11. Kano Model Applied to Recruitment
The Kano Model showing the different categories of service attributes and their impact on satisfaction
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Adapted from Kano (1984) and applied to Foresite Recruitment.
The Kano Model (Kano, 1984) recognises that different service attributes influence customer satisfaction in different ways. It categorises these into Basic Needs, Performance Needs and Excitement Needs, helping organisations prioritise quality improvements.
Basic Needs Basic are essential service requirements whose absence causes dissatisfaction (Kano, 1984). At Foresite Recruitment, these include supplying experienced Sales Advisors, legislative compliance, accurate payroll and reliable communication.
Performance Needs increase customer satisfaction as service quality improves. Examples include rapid candidate sourcing, responsiveness to urgent staffing requests, clear communication and specialist New Homes expertise.
Excitement Needs are unexpected services that exceed customer expectations. At Foresite Recruitment, these include proactive workforce planning, identifying candidates before vacancies arise, sharing market insights and implementing service improvements following customer feedback.
The Kano Model demonstrates that sustainable competitive advantage depends on consistently delivering Performance and Excitement Needs alongside reliable core services.
[bookmark: _Toc235866675]6.8 Critical Evaluation of Quality Systems
The quality management practices implemented within Foresite Recruitment demonstrate a strong commitment to customer satisfaction, continuous improvement and relationship management. The organisation regularly reviews internal processes, responds to customer feedback and implements improvements, such as strengthening weekend handover procedures and AWR monitoring following identified operational risks. This reflects the principles of Total Quality Management by embedding quality throughout everyday operations rather than treating it as a separate function.
A key organisational strength is its customer-focused culture. Regular communication with clients and candidates, proactive workforce planning and long-term relationship building contribute to improved customer experience, customer value and repeat business.
The application of quality frameworks, including Deming's PDCA Cycle, Juran's Quality Trilogy and Root Cause Analysis, demonstrates how continuous improvement is embedded within recruitment activities by strengthening processes and learning from operational challenges rather than simply correcting individual errors.
However, opportunities remain to develop a more structured quality management system. Current monitoring relies heavily on consultant experience and informal customer feedback, providing limited quantitative evidence of long-term performance. Introducing quality dashboards incorporating customer satisfaction scores, Net Promoter Score (NPS), complaint trends, response times, repeat booking rates and candidate retention, alongside greater use of CRM reporting and predictive analytics, would support evidence-based decision-making and resource planning.
Overall, Foresite Recruitment demonstrates many characteristics of a high-performing service organisation. Its specialist expertise, proactive communication, legislative knowledge and commitment to continuous improvement provide a strong foundation for delivering consistent service quality. More structured performance measurement would further strengthen its relationship-driven approach and competitive advantage.
The recommendations in the following chapter build on these findings by outlining practical strategies to enhance Customer Relationship Management, customer experience, customer value and quality management across Foresite Recruitment.
[bookmark: _Toc235866676]7. Recommendations and Implementation Plan
The evaluation identified several opportunities to strengthen Foresite Recruitment's Customer Relationship Management and quality management practices. The following recommendations build on the organisation's existing strengths while supporting more consistent, evidence-based service improvement.
[bookmark: _Toc235866677]7.1 Recommendation One: Introduce a Quality Performance Dashboard
Foresite Recruitment should introduce a Quality Performance Dashboard to monitor service quality using objective performance measures rather than relying primarily on consultant experience and informal feedback. The dashboard should monitor key performance indicators including:
· Client satisfaction scores.
· Net Promoter Score (NPS).
· Repeat booking rates.
· Candidate retention.
· Complaint frequency.
· Booking fulfilment rates.
· Response times to client enquiries.
· Compliance accuracy.
Regular review of these indicators would allow management to identify emerging trends, measure the effectiveness of service improvements and intervene proactively before quality issues affect customer relationships.
[bookmark: _Toc235866678]7.2 Recommendation Two: Strengthen CRM Analytics
Greater use of CRM reporting and analytics would support more informed commercial decision-making.
[bookmark: _Toc235866679]7.3 Recommendation Three: Formalise Customer Feedback
Customer feedback is currently gathered through informal conversations, providing limited measurable evidence.
Introducing structured post-assignment surveys, quarterly client review meetings and Net Promoter Score (NPS) assessments would provide consistent data regarding customer satisfaction while identifying recurring service themes. This information could then be incorporated into management reviews and continuous improvement planning.
Formal feedback would complement the organisation's existing relationship-driven approach.
[bookmark: _Toc235866680]7.4 Recommendation Four: Continuous Quality Improvement Reviews
Quality improvement should become a scheduled organisational activity rather than occurring primarily following service failures.
Monthly quality review meetings should evaluate:
· Customer feedback.
· Complaints and compliments.
· Root Cause Analysis findings.
· Compliance performance.
· Consultant suggestions for improvement.
· Progress against quality objectives.
Regular quality reviews would reinforce continuous improvement and promote organisational learning.
[bookmark: _Toc235866681]7.5 Implementation Plan
To ensure these recommendations are introduced effectively, a phased implementation approach is proposed.
Table 1: Implementation Plan
	Recommendation
	Timescale
	Responsibility
	Expected Outcome

	Develop Quality Dashboard
	1–2 months
	Operations Director
	Improved performance monitoring

	Introduce CRM reporting
	2–3 months
	Management & Consultants
	Better workforce planning and account management

	Implement customer satisfaction surveys
	Within 2 months
	Consultants
	Measurable customer feedback

	Schedule monthly quality review meetings
	Immediate
	Management Team
	Continuous improvement culture

	Review quality KPIs quarterly
	Ongoing
	Senior Management
	Long-term service improvement


Collectively, these recommendations would strengthen Customer Relationship Management, improve service quality and support continuous improvement while maintaining Foresite Recruitment's relationship-driven approach.
[bookmark: _Toc235866682]8. Conclusion
This report has critically evaluated the role of Customer Relationship Management (CRM), customer experience, customer value and quality management within Foresite Recruitment, demonstrating how these interconnected concepts contribute to organisational performance and sustainable competitive advantage within the New Homes recruitment sector.
The evaluation found that Foresite Recruitment's relationship-driven approach, proactive communication and specialist industry expertise support strong customer relationships, positive customer experiences and long-term customer value. Applying quality management frameworks, including SERVQUAL, Deming's PDCA Cycle, Juran's Quality Trilogy, Root Cause Analysis and the Kano Model, demonstrated how continuous improvement, effective service recovery and process review strengthen service quality and organisational resilience.
Whilst the organisation demonstrates many characteristics of a high-performing service business, opportunities remain to strengthen performance measurement through greater use of CRM analytics, structured customer feedback and quality performance monitoring. These improvements would support more evidence-based decision-making whilst complementing the organisation's existing customer-focused culture.
Overall, sustainable competitive advantage within recruitment depends upon integrating effective CRM, customer value and robust quality management with continuous improvement. By combining its relationship-driven approach with more structured performance measurement, Foresite Recruitment will be well positioned to deliver consistent, high-quality recruitment services in an increasingly competitive market.
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Figure 4. Elements of Value Framework
Customer value is created through a combination of functional, emotional, social, episttemic and conditional benefits.
Foresite Recruitment delivers value to both clients and candidates across each of these elements.
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