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[bookmark: _Toc235976419]1. Introduction
This report will critically analyse the customer lifecycle and Customer Relationship Management (CRM) practices used in my workplace, Swansea Leisure Centre. It will examine customer value through direct and indirect customer value metrics, alongside customer centrality, segmentation, customer loyalty and customer expectation management. The report will also evaluate the quality processes used by the organisation and assess their effectiveness in maximising customer value and meeting customer requirements. Finally, the strengths and weaknesses of the current approach will be critically analysed, leading to recommendations for future improvement.
The analysis is based on theories and models together with my experience working as a Personal Trainer and Gym Instructor. As part of my role, I regularly interact with customers, carry out gym inductions, create exercise programmes, deliver personal training sessions and collect feedback from members. Therefore, the report combines academic theories with practical workplace examples to provide a critical evaluation of customer relationship management and quality processes within the organisation.
Swansea Leisure Centre provides gym, swimming, fitness classes and personal training services for people of different ages and fitness levels. The organisation operates in a competitive fitness industry, so providing good customer service and building strong customer relationships are important for keeping customers loyal.

[bookmark: _Toc235976420]2. Customer Lifecycle
The customer lifecycle refers to the stages customers go through from becoming aware of an organisation to becoming loyal customers. Effective management of the customer lifecycle can help organisations increase customer satisfaction and customer value throughout the customer journey (Payne & Frow, 2017; Tueanrat et al., 2021). 
Figure 1 below illustrates the customer lifecycle used within Swansea Leisure Centre. Adapted from Buttle and Maklan (2019) and illustrated using ChatGPT, (OpenAI, 2026).
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Figure 1: Customer lifecycle (OpenAI, 2026).

After joining, customers are referred to a gym instructor for an induction. Their goals are discussed, how to use the equipment is explained, and any questions are answered. Inductions normally take about twenty minutes, but some customers may need up to an hour of additional support. Adapting this approach helps to increase comfort and reduce anxiety, particularly for beginners. If customers feel anxious, uncomfortable, or unsure how to use the equipment, they may stop attending the gym and cancel their memberships.
Following the induction, customers are given an exercise programme based on their individual needs. Review appointments usually take place two weeks later. During these reviews, customers discuss any difficulties and the support they require. The programme is then adjusted where needed. This process reflects the five stages of customer relationships described by Buttle and Maklan (2019), which include the pre-relationship stage, early stage, development stage, long-term stage and final stage. The development stage is important because this is where trust and customer loyalty begin to form. 
However, this theory assumes all customers follow a similar journey. Many customers become long-term members because they develop relationships with staff and feel comfortable within the environment. In reality, some customers leave early despite receiving good support, suggesting that external factors such as price and convenience also influence retention. This supports the argument made by Kumar and Reinartz (2018) that customer relationships require continuous effort and cannot be taken for granted. Although attracting new customers is important, retaining existing relationships often creates better value.


[bookmark: _Toc235976421]3. Customer Relationship Management (CRM)
Customer Relationship Management refers to the process of managing interactions between organisations and customers to improve satisfaction and build long-term relationships (Payne & Frow, 2017). CRM within Swansea Leisure Centre combines technology with personal communication. Members use an online booking system to book classes and gym sessions, demonstrating the use of digital CRM to improve customer engagement (Perez-Vega et al., 2022). 
Personal trainers communicate through face-to-face meetings, phone calls, emails and messages. Reviews take place every two weeks, allowing programmes to be adjusted while strengthening trust and communication. Many clients have injuries or medical conditions, so programmes are adapted to meet their needs. This shows CRM involves understanding customers rather than simply recording information. 
According to Kumar & Reinartz (2018), effective CRM allows organisations to improve customer satisfaction and increase loyalty. However, technology alone does not guarantee success. As mentioned by Chatterjee et al. (2021), strong relationships and communication skills are equally important. Some customers may prefer easy access to communication and booking systems through their phones. Although the booking system provides useful information, personal interaction remains one of the biggest strengths of the organisation. Customers often return because they build a bond with the staff and appreciate the interaction and support they receive.
However, there are also challenges. In some cases, customers expect fast physical changes and become disappointed when results take time. Personal trainers can provide guidance and support, but success mainly depends on customers maintaining healthy habits outside the gym. For example, if the personal trainer does not explain this during the consultation, the customer might have different expectations and become disappointed. However, some customers may still expect fast results from the training sessions alone and blame the personal trainer for slow or poor progress.
This demonstrates an important limitation of CRM. While organisations can influence customer behaviour, they cannot fully control it. Managing expectations becomes an important part of maintaining customer relationships.
[bookmark: _Toc235976422]4. Customer Value
The four categories of customer value include functional value, emotional value, life-changing value and social impact value. According to (Kotler et al., 2022), customer value is the benefits customers receive compared with the costs they pay. Customers consider this value before and after buying a service.
Emotional value refers to the feelings customers experience. Many members value the friendly atmosphere and support provided by staff, making a welcoming environment essential for beginners.
Life-changing value is one of the most important types of customer value within the organisation. Many customers join to improve their health, lose weight, or increase their confidence. Achieving these goals can have a huge impact on their lives.
One example involved a customer who wanted to lose weight before her wedding. She worked long hours and had poor posture because she spent long periods sitting. Through regular training sessions, programme reviews, and lifestyle changes, she lost seventeen kilograms and improved her posture. She later explained that exercise had become part of her lifestyle and that she was happier, more confident, and more energetic. This helped her make better life choices and achieve greater success in her business. The support she received had changed her life.
According to Lemon and Verhoef (2016), customer experiences create emotional memories which influence loyalty and long-term behaviour, while Rather et al. (2022) argue that value is co-created through customer experiences and active participation. However, customers value different things, with some prioritising price and others personal support. Organisations should therefore avoid assuming all customers have the same expectations. This suggests there is no single definition of customer value. Organisations must balance different customer priorities rather than relying on one approach.
Although commercial gyms may compete through lower prices, Swansea Leisure Centre competes through customer relationships and individual support, reflecting the service-dominant logic that value is co-created between organisations and customers (Vargo & Lusch, 2017). This demonstrates that in some cases, long-term value is created through customer relationships rather than price alone (Sjödin et al., 2020).

[bookmark: _Toc235976423]5. Direct and Indirect Customer Value Metrics
Customer value can be measured using both direct and indirect metrics. Direct customer value metrics focus on financial outcomes, while indirect metrics focus on customer attitudes and behaviours that may lead to future value (Kumar & Reinartz, 2018).
Customer Lifetime Value (CLV) estimates the total revenue generated throughout a customer's relationship with an organisation. Long-term members who renew memberships and purchase personal training create better value than short-term customers. This supports the view that retaining existing customers is often more profitable than constantly attracting new members.
Another useful direct metric is retention rate. A high retention rate suggests customers continue using the organisation's services. Many members remain with Swansea Leisure Centre for several years because of the supportive environment and strong relationships with staff. However, retention alone does not always indicate satisfaction, as some customers may stay because of convenience rather than loyalty.
Indirect metrics include customer satisfaction, customer feedback and word-of-mouth recommendations. Positive feedback after inductions, classes and personal training, together with customer referrals, demonstrates the importance of positive customer experiences. However, indirect metrics also have limitations. Customers may report high satisfaction levels but still leave for cheaper competitors. Positive feedback does not always result in long-term loyalty. Therefore, organisations should use both direct and indirect metrics together to gain a more accurate understanding of customer value.
Overall, Swansea Leisure Centre creates strong indirect customer value through personalised support. However, greater use of direct metrics such as Customer Lifetime Value and retention rates could help the organisation measure customer value more effectively and support future decision-making.

[bookmark: _Toc235976424]6. Customer Segmentation
Customer segmentation involves dividing customers into groups with similar characteristics to provide more suitable services (Wedel & Kannan, 2016; Zhou et al., 2021). Within Swansea Leisure Centre, customers come from different backgrounds and age groups. However, several common segments can be identified.
An important segment consists of customers aged thirty to sixty seeking long-term weight loss and improved fitness. Segmentation allows the organisation to provide more personalised services. For example, programmes are adapted for customers with previous surgeries, mobility problems or health conditions. This helps improve customer satisfaction and demonstrates customer centrality.
According to Kumar and Reinartz (2018), segmentation enables organisations to allocate resources more effectively and maximise customer value. However, segmentation also presents challenges because individual customers within the same group may still have different needs and expectations.
For example, two customers with the same goal may require different approaches because of age, motivation or medical history. Segmentation should therefore be used as a guide rather than a strict rule. In the leisure centre flexibility and communication are more effective than relying solely on customer categories.



[bookmark: _Toc235976425]7. Customer Centrality
Customer centrality means putting customers at the centre of business decisions and focusing on their needs rather than simply selling products or services. According to Shah et al. (2006), customer-centred organisations are more likely to build long-term relationships and create better value.
At Swansea Leisure Centre, customer centrality can be seen through the way services are adapted to individual needs. During gym inductions, customers are asked about their goals, previous experience, injuries and medical conditions. This information is then used to create exercise programmes that are suitable for each person. The Personal Trainer regularly adapts programmes for customers with previous surgeries, back pain and other health conditions. This helps ensure programmes are safe while improving customer confidence and experience.
Customer centrality is also important when teaching fitness classes. The personal trainer often asks for feedback after classes and speaks privately with new members who may feel uncomfortable raising concerns in front of others. This builds trust and creates a positive experience. According to (Payne & Frow, 2017), understanding customer needs is essential for delivering value. However, implementing customer centrality is often more difficult than the theory suggests because organisations cannot satisfy every customer.
This challenge is evident during group exercise classes. Although the personal trainer always listens to feedback, it is impossible to change the whole class to suit one or two individuals. In these situations, the personal trainer explains the reasons behind the decisions and makes sure customers understand that changes are made for the benefit of the whole group. Customer centrality therefore involves understanding customer needs while balancing operational requirements.
[bookmark: _Toc235976426]8. Customer Loyalty and Customer Satisfaction
Customer satisfaction and customer loyalty are often considered the same, but researchers have argued that they are different concepts. Satisfaction refers to how customers feel about a service, while loyalty refers to whether they continue using the organisation over a long period (Buttle & Maklan, 2019). At Swansea Leisure Centre, many customers are both satisfied and loyal because they have developed relationships with staff and appreciate the support they receive. This supports the view of Kumar and Reinartz (2018), who argued that long-term relationships provide better profitability than constantly attracting new customers.
However, customer satisfaction does not always guarantee loyalty. Some customers may be satisfied with the service but still leave because competitors offer lower prices. Commercial gyms such as PureGym and JD Gyms provide strong competition and often attract members through lower membership fees.
This supports the argument made in the module that satisfied customers are not always loyal customers. Therefore, customer loyalty should be measured using behavioural data, such as retention rates, and customer attitudes rather than satisfaction alone. In some situations, external factors such as price and convenience may influence customer behaviour more than satisfaction.
As a result, customers sometimes become frustrated when progress is slower than expected. This demonstrates that customer satisfaction is influenced not only by the quality of service provided but also by customer expectations and personal commitment. Despite these challenges, customer loyalty remains one of the main strengths of the organisation. Many customers recommend the gym to friends and family, which creates positive word-of-mouth and helps attract new members, supporting research linking customer engagement with advocacy behaviours (Barari et al., 2021).
[bookmark: _Toc235976427]9. Managing Customer Expectations
Managing customer expectations is an important part of customer relationship management because expectations influence satisfaction levels. According to Zeithaml et al. (2020), customers evaluate services by comparing their expectations with the experience they receive. Customers attending Swansea Leisure Centre generally expect friendly staff, professional advice and support throughout their fitness journey. Personal training clients often expect noticeable results and improvements in health and physical appearance.
However, one of the biggest challenges is that results cannot be guaranteed. Personal trainers may only spend three or four hours each week with clients, while customer behaviour outside the gym has a much bigger influence on progress. For example, some customers struggle to maintain healthy eating habits or find it difficult to change their lifestyles. In these situations, managing expectations becomes extremely important. The personal trainer explains that fitness is a long-term process and that sustainable changes are usually more effective than quick fixes.
The Kano Model suggests that some factors create customer satisfaction while others simply prevent dissatisfaction (Chen et al., 2021). Friendly staff, clean facilities and professional guidance are basic requirements, and customers become dissatisfied if they are absent. On the other hand, spending additional time with nervous customers or providing regular reviews can create greater satisfaction because customers do not always expect this level of support.
The MoSCoW model can also be applied to customer expectations. Safety, professional advice and clean facilities are "must-have" requirements because customers expect them at all times. Personalised programmes and regular reviews could be considered "should-have" factors because they improve customer experiences. Additional support and extended inductions may be viewed as "could-have" elements which add extra value. Although these models help organisations understand customer requirements, expectations differ between individuals, so communication and feedback remain essential (Vijayakumar et al., 2024).
[bookmark: _Toc235976428]10. Customer Experience and Emotions
Customer experience is important because customers often make decisions based on emotions rather than purely rational thinking, and customer experience is shaped through every interaction with the organisation (Becker & Jaakkola, 2020). Within the fitness industry, emotions have a significant impact on customer behaviour, supporting the argument that emotional responses strongly influence customer evaluations of service quality (Klaus et al., 2020). Many beginners feel nervous or intimidated when joining a gym. Others may lack confidence because of previous failures or body image concerns.
In the leisure centre, creating a welcoming atmosphere is essential. During inductions, the personal trainer explains the equipment, reassures customers and spends extra time with those who need additional confidence. This approach supports the theory that customers decide emotionally and justify decisions rationally, as customer experiences develop through multiple interactions over time (Kranzbuhler et al., 2018). 
However, emotions can also create challenges. Social media often promotes unrealistic fitness expectations and conflicting advice. This can confuse customers and create unrealistic standards. One example involved a client who questioned the personal trainer's advice after seeing conflicting information online. Instead of arguing, the personal trainer explained that fitness is highly individual and that different approaches work for different people. This helped maintain trust and strengthen the relationship. Therefore, communication and education are essential for managing customer experiences and building trust.
[bookmark: _Toc235976429]11. Buyer-Seller Relationships
Buyer-seller relationships refer to the interactions between organisations and customers. According to (Day, 2000; Kumar and Reinartz, 2018), organisations develop stronger market relationships when they move beyond simple transactions and focus on long-term customer value creation. In the fitness industry, relationships often begin as transactional. Customers purchase memberships and expect access to facilities and equipment. However, long-term success depends on developing stronger relationships.
Within Swansea Leisure Centre, relationships usually move towards value-added and collaborative relationships. Through regular reviews, communication and personalised programmes, customers receive additional support that goes beyond a basic transaction. Within Swansea Leisure Centre, honesty is extremely important. The personal trainer explains that results depend on effort outside the gym and that progress takes time. 
Competence is also important because customers expect trainers to possess knowledge and professional qualifications. Continuous training provided by the organisation, including first aid, health and safety and online courses, helps maintain professional standards. Showing genuine concern for customers can be seen when additional support is provided or when programmes are adapted to suit individual circumstances.
Overall, relationships within Swansea Leisure Centre are based more on trust and support than simply selling services. This creates greater customer value and helps encourage long-term loyalty.
[bookmark: _Toc235976430]12. Critical Analysis of Strengths and Weaknesses
One of the biggest strengths of Swansea Leisure Centre is its friendly and welcoming atmosphere. Many customers prefer the environment because it feels less intimidating than commercial gyms. Personal relationships with staff create trust and encourage long-term loyalty. Another strength is the personalised approach used during inductions and personal training sessions. Programmes are adapted to suit individual goals and medical conditions, which demonstrates customer centrality and creates additional value. The organisation also benefits from strong communication and regular feedback. Reviews, progress tracking and customer conversations allow improvements to be made when necessary.
However, several weaknesses also exist. Competition from commercial gyms remains a major challenge. Lower prices and larger marketing budgets make it difficult to compete purely on cost. Another challenge involves customer expectations. Some members expect rapid results without making changes outside the gym. This can lead to disappointment and dissatisfaction even when high-quality support has been provided. Group exercise classes also present difficulties because it is impossible to satisfy every individual. In some situations, the needs of the majority must take priority over individual preferences. In addition, information available on social media can create confusion and reduce trust in professional advice. Customers are often exposed to conflicting opinions and unrealistic promises, making it more difficult to manage expectations.
Therefore, although the organisation demonstrates many strengths, continuous improvement remains essential. Building customer relationships alone may not be sufficient to overcome increasing competition within the fitness industry.
Figure 2 below summarises the main strengths, weaknesses, opportunities and threats identified within Swansea Leisure Centre, illustrated using ChatGPT, (OpenAI, 2026).
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                              Figure 2: Swansea Leisure Centre SWOT Analysis (OpenAI, 2026).

[bookmark: _Toc235976431]13. Quality Processes
Quality processes are important because they help organisations provide consistent services, meet customer expectations and create customer value (Slack & Brandon-Jones, 2022; Fonseca & Domingues, 2017). Within Swansea Leisure Centre, quality processes are used throughout the customer journey. Before customers begin exercising, they complete health questionnaires and PAR-Q forms.
The organisation also provides staff training through first aid courses, fire drills and online learning platforms such as iHASCO. These processes help maintain professional standards and ensure employees have the knowledge required to provide safe services. Within Swansea Leisure Centre, quality processes are also evident during gym inductions and personal training sessions. Customers are asked about their goals, injuries and medical conditions before programmes are created. Progress reviews are carried out regularly and customer feedback is used to make improvements.
These procedures reduce risks and increase customer confidence. However, quality should not only focus on safety. Customers also expect friendly staff, effective communication and personalised support. Therefore, quality management involves technical and human factors. Although these processes are generally effective, there are limitations. Human error can still occur and different customers may have different expectations. Therefore, quality should be viewed as a continuous process rather than something that is permanently achieved.
[bookmark: _Toc235976432]14. Juran's Quality Model
Juran's model consists of quality planning, quality control and quality improvement. These three stages are often referred to as the Juran Trilogy (Juran, 1986; Velkoska, 2022).
Quality planning can be seen during the consultation stage. Customers complete health questionnaires and discuss their goals before exercise programmes are developed. This helps ensure that services meet individual requirements.
Quality control takes place through regular monitoring and reviews. Progress is tracked and feedback is collected from customers after classes and personal training sessions. Any concerns are discussed and changes are made where necessary.
Quality improvement occurs when information gathered from customers is used to improve services. For example, if a customer struggles with certain exercises because of a previous injury, the programme is adjusted to provide a safer alternative.
Within Swansea Leisure Centre, programmes are regularly modified after customer reviews and feedback. This demonstrates that quality management is not a one-time process but an ongoing activity.
However, some researchers argue that quality models can be difficult to apply because customers have different expectations. What one customer considers excellent service may not satisfy another customer. Therefore, quality models should be used as guidelines rather than strict rules.
Using Juran’s model in a leisure setting can also be difficult because service quality is not always easy to measure. Unlike manufacturing, where quality can usually be assessed using clear and measurable standards, leisure experiences depend on individual feelings, expectations, and personal preferences. Despite these limitations, Juran's model remains useful because it encourages organisations to focus on customer needs and continuous improvement.
[bookmark: _Toc235976433]15. Deming Cycle and Total Quality Management
Deming's Plan-Do-Check-Act cycle provides another approach to continuous improvement (Deming, 1986; Alolayan et al., 2024). The planning stage involves identifying customer goals and creating suitable programmes. The implementation stage involves delivering training sessions and providing support. Progress reviews and customer feedback represent the checking stage. Finally, changes are introduced based on feedback, which reflects the action stage.
This cycle can clearly be observed within the role of the Personal Trainer at Swansea Leisure Centre. Programmes are planned according to customer goals, delivered through training sessions, reviewed regularly and adjusted where required. Total Quality Management also emphasises continuous improvement and employee involvement. Gyllenhammar et al. (2022) and Sweis et al. (2019), argue that quality should involve all members of an organisation rather than being the responsibility of management alone.
At Swansea Leisure Centre, quality is supported by staff training, health and safety procedures and customer feedback. Reception staff, gym instructors and managers all contribute to the customer experience, demonstrating the importance of employee engagement and internal marketing in delivering service quality (Qiu et al., 2022). One strength of Total Quality Management is that it promotes consistency throughout the organisation. However, it can also be time consuming and requires commitment from employees and managers. Therefore, leadership commitment is as important as quality procedures when implementing continuous improvement.
Overall, the principles of Deming and Total Quality Management can be seen within Swansea Leisure Centre, even though the organisation may not formally describe its processes using these models.
[bookmark: _Toc235976434]16. Evaluation of Effectiveness in Meeting Customer Requirements
The organisation appears to meet customer requirements effectively in many areas. Customers receive support during inductions, programmes are personalised and feedback is regularly collected. One of the biggest strengths is communication. Many members value the friendly atmosphere and personal support provided by staff. This contributes to emotional value and encourages loyalty. Another strength is flexibility. Programmes are adapted to suit injuries, medical conditions and individual goals. This demonstrates customer centrality and helps improve customer satisfaction.
However, meeting customer requirements is becoming more difficult because customer expectations are changing. Social media has created unrealistic beliefs regarding fitness and body image. Customers often expect rapid transformations and may become disappointed when progress is slower than anticipated. Competition from commercial gyms also presents challenges. Although Swansea Leisure Centre provides personalised support, competitors can attract customers through lower prices and larger facilities.
Some aspects of customer success remain outside the organisation's control. Trainers can provide guidance and motivation, but customers ultimately decide whether they follow advice outside the gym. Therefore, even excellent service cannot guarantee positive outcomes. This highlights an important limitation. Customer satisfaction is influenced not only by organisational performance but also by customer behaviour and expectations. This suggests organisational success should be evaluated using multiple measures rather than customer satisfaction alone.
Overall, the organisation demonstrates strong customer relationships and quality processes, but continuous improvement is necessary to remain competitive within the fitness industry.
[bookmark: _Toc235976435]17. Recommendations
Several recommendations can be made to improve customer value and strengthen customer relationships.
Firstly, the organisation should continue investing in customer feedback because this allows services to be adapted according to changing customer needs. Collecting feedback regularly can help identify problems before they affect customer loyalty.
Secondly, better use of digital communication could improve customer relationships. Regular emails and educational content could help customers understand that long-term lifestyle changes are more important than quick results.
Thirdly, loyalty programmes and referral schemes could encourage existing members to remain with the organisation and recommend services to friends and family. This could help increase customer retention and reduce the impact of competitors.
Finally, the organisation should continue focusing on its biggest strength, which is providing a friendly and supportive environment. Competing with commercial gyms on price alone would be difficult, therefore building strong relationships and delivering personalised support should remain a priority.
[bookmark: _Toc235976436]18. Conclusion
This report has critically analysed Customer Relationship Management, customer value and quality processes within Swansea Leisure Centre. The findings show that customer relationships play an important role in creating value and encouraging loyalty. Customer centrality is demonstrated through personalised programmes, regular reviews and continuous communication. Models such as Juran's Trilogy, Deming's Cycle and Total Quality Management can all be identified within the organisation.
However, challenges remain. Competition from commercial gyms, unrealistic customer expectations and changing market conditions create pressures which require continuous improvement. Overall, Swansea Leisure Centre has developed strong customer relationships and effective quality processes. Although weaknesses exist, the organisation's focus on communication, trust and personalised support allows it to create long-term value and maintain customer loyalty.
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Figure 2. SWOT Analysis - Swansea Leisure Centre
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Figure 1. Customer Lifecycle at Swansea Leisure Centre
Source: Adapted from Buttle & Maklan (2019).
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