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The aim of this report is to evaluate how different factors whether internal or external to the chosen organisation for this project has affected or influenced the quality and controls of an around the clock customer service and how it faces the growing demand of its customer, developing and maintain a good customer relationship 24/7/365.
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The relevance of organisations in the information era that we live today, is not simply based on transactions. They are about building relationships with organisations they have alliances with.  Generally, organisations commonly have a culture of pursuing quality, where they concentrate their resources to deliver the best service that they can offer, which is also in line with control quality systems. ServQual ( Behdioğlu et al, 2019), where everyone must be  involved, looking to improve the process and the service that they offer, and this ability to offer this high quality service, involves planning, doing, checking, and acting on what was planned (Luthra, S. et al, 2020); Is also the reason why organisations within the Hospitality Industry which has a great dependence on Information Technology and are at the front row of E-Business, invest millions to build, customers relationship management systems (CRM) that able them to capture, analyse, manage, and apply customer knowledge in order to retain customer, gaining competitive advantage, and enhance growth (Padilla-Meléndez & Garrido-Moreno 2014).
In this report we will address and analyse the internal and external factors of the chosen organisation for this project, and how it affects or influences the quality and controls of an around the clock customer service at the same time that we evaluate how it faces the growing demand of its customer, developing and maintain a good customer relationship 24/7/365.
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In the past 8 years we have been working in the Hospitality Industry and within these 8 years, we have moved from deferent departments and companies, going from manually handling daily tasks within the Housekeeping department to taking decisions and applying strategies to increase room revenue as Head of Room Division Department, having always the main focus on the customers, increasing the attractiveness and visibility of the organisation and building relationship, by taking the best advantage of the Customer Relationship Manager (CRM) available at the organisation. 

For the purpose of this project, we have selected Falstaff Hotel and Cocktail Bar in Canterbury as the organisation that we will analyse and evaluate the importance of the Customer Relationship Manager (CRM) on its management of quality and customer relationship.
Falstaff Hotel and Cocktail Bar is a Traditional 15th Century Hotel, that has been focussed on Hospitality for over six hundred years and have seen many transformations from its early days in 15th Century to where it is now (Falstaff 2022).  It is a 3-star vintage hotel with 50 unique bedrooms, on its way to becoming a 4-star Hotel, with every procedure required in place waiting for the rating evaluation in early 2023 and currently it comes in second or third place when listing hotels in Canterbury via online travel agents (OTA) platforms like Booking.com. 
In the hospitality industry, online travel agents (OTA) are responsible for most of the website-based hotel bookings, due to the ability that metasearch gives users to compare the prices of different properties including hotel website (Cure et al., 2022) and data shows that the 2 major online travel agents Booking.com and Expedia is vertically integrated with meta-search platform (Kayak and Trivago). (Cure et al, 2022).
In October 2022, Booking.com, the responsible for more than 60% of Falstaff Hotel room bookings according to Falstaff Hotel Annual Report 2021, reported that Falstaff Hotel occupies 3rd position in Room Revenue, 4th position in Average Daily Rate (ADR) and room nights, in a peer of 50 Hotels in Kent area. (Booking.com 3rd Quarter Report, 2022). Its not a chain hotel, however it has 2 sisters’ properties in its portfolio – The George and The Look Out. It also has a membership card called Pilgrims, that allows subscribers to have access to secret sales, discount at the Falstaff and Sister properties, on rooms and drinks. 
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Customer Relationship Management (CRM) has become a key ally of hospitality industry in, managing, retaining, improving guests’ satisfaction and personalise their experience (Padilla-Meléndez & Garrido-Moreno 2014).  However, the CRM is a key ally in organisation, when it comes to managing, retaining, improving customer satisfaction and personalise their experience, hotels does not take full advantage of the Customer Relationship Management (CRM) (Padilla-Meléndez & Garrido-Moreno 2014). Padilla-Meléndez & Garrido-Moreno 2014, made reference in their article of studies that found that Hotels using CRM were not able to translate knowledge generated by CRM into personalised service to their guest and out of hundred and twenty-eight hotels involved in the study, only a few were able to implement successfully the CRM initiatives.
 Peel, 2003 argues that many organisations start and stops the implementation of CRM strategy with implementation of technology and this technology is often focused rather on internal procedures and loose focus on customer communication and engagement.
We have highlighted how important a customer relationship management (CRM) can be to the organisations, however we have not defined what is customer relationship management (CRM), nor applied its importance and usability at chosen organisation for this project – Falstaff Hotel in Canterbury. 
So, what is customer relationship management (CRM)?
According to (Crick & Spencer, 2011) in (Padilla-Meléndez & Garrido-Moreno 2014), CRM is “an information technology (IT)-dependent strategic initiative that calls for the reconfiguration of the organisation’s activities around the customer to deliver consistent and highly personalised service at every customer touch point”.

According to Peel 2003, Customer Relationship Management (CRM) is “the automation of horizontally integrated business process involving front-office customer touch points - sales (contact management, product configuration), marketing (Campaign management, marketing), and customer service (Call - centre, field service) – via multiple interconnected delivery channels (Telephone, e-mail, web direct interaction)”.
Smith & Zook, 2020, defined it as a “strategic decision to invest in and develop customer relationship process’’ and this relationship process strategy should be understood and viewed as tool to manage customer retention, which is totally different from customer acquisition, that is commonly mistaken but has different messages, incentives, and channels. 

At the Falstaff Hotel in Canterbury, the Customer Relationship management (CRM) used, it is within the scope of the tree definitions we have seen; however, it also can relate to the misapplication or not being used at its full potential.
To be more specific in terms of Customer Relationship Management (CRM) used at Falstaff Hotel we used a CRM called Mews. Mews is a property management system designed to automate and simplify all hotel operations from booking engine that enable booking creation, check in and check out, both online and face to face at reception, payment system integration, revenue management and guest interaction (Mews 2022). Mews allows customers to create their own profile and reward them with 10% discount every time they create a booking and interact with them providing useful information about their stay and steps to take from the moment, they create their booking until they check out, inviting them to share their experience regarding their stay allowing the managers to look into areas lacking attention and improve the service. In addition to Mews, we also use emails, have a call-centre in place and Bots.
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To understand better the factors that come into play internally at the Falstaff Hotel we will do a SWOT analyses, but before that, let’s understand what Swot Analyses is.  
A SWOT analysis is framework that uses ‘looking in and out’ approach by analysing what covers the internal organizational factors of strengths and weaknesses and the external factors of opportunities and threats (Armstrong and Taylor, 2020).

S – Strength 

· 50 unique bedrooms so repeating guest are able to have different experience
· Easy access and good location
· Employees are committed and contribute positively to the development of the organisation
· 24 hours manned reception and landline assistance

W – Weakness

· Falstaff Hotel doesn’t have in house dining restaurant
· Is a city centre hotel which expose it to noise pollution 
· Lack of a bigger function room, which is highly required
· No Sales team to drive the growth and use explore more CRM system. 
· Current CRM will be changed soon to cut costs
· Current systems are weak in terms of management report

O – Opportunities

· On its way to become 4-star hotel
· Creation of a sales team
· Interactive CRM currently in use
· Exploring more its CRM system
· Keeping the current system and try to add what they are looking into the new system into the current system

T – Threats

· Hilton global name as competitor
· The CRM that they will change to does not manage the customer relationship as well as the current system.
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For the external Factors analyses we will be using PESTEL framework and Porters 5 Forces. 
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Pestel analyses is a framework that inspect six macro environment aspects, considering both market and non-market factors (Regner et all, 2019). The Falstaff Hotel as an organisation has no influence over these factors, however these factors have power to influence Falstaff Hotel direct or indirectly.


P - Political – Tax policy is within this factor and is also relevant to Falstaff Hotel however it has no control over it. In this factor we can also include Brexit, that when it happened many European immigrants employed by Falstaff Hotel resigned to return to their countries because of the Brexit, however Falstaff Hotel had no influence over what triggered these resignations and could do anything to stop it. 
Covid 19 restrictions imposed by the government.

E - Economic – Unemployment rate and disposable income are relevant to Falstaff Hotel however it has no control over it. If unemployment rate is relatively low, people are more likely to have disposable income so they can go on holiday staying in the hotel or have weekend break in the Hotel and this contribute to hotel business growth. 
Inflation and interest rate rise also has its play and Falstaff Hotel is trying to find a balance of keeping its business growing at the same time that it provides a quality product and service to its customers. 

S- Social – Within this factor, age and lifestyle are relevant to Falstaff Hotel, on its own and Falstaff Hotel also as an organisation has packages that target different ages and lifestyle group.  To name a few of those packages, we have Romantic Break, Get away to Costal Kent, Sunday Saver Break, Cocktail Masterclass Stay etc. Falstaff also have an inclusive policy by having adapted room to its disabled guests 


T – Technology – Within this factor Data Storage, Network Access and Coverage are relevant to Falstaff Hotel as is in Falstaff best interest to be able to story data securely from customers and use this data to personalise its offer and also enabling visiting customers to have easy access and internet coverage throughout the whole city.

E – Environment – Now many people are avoiding visiting places that are not environment friendly and Falstaff hotel has recently been awarded by Booking.com - travel sustainable property badge, which means that the organisation is environment friendly, and does things like recycling waste, reduce use of plastic such as switching plastic water bottle in the room for glass bottle, not using plastic straw, toilets that has 2 options of fluxing etc. This being out of the Falstaff control, not complying will simply cause loss of revenue, decrease flux of visitors, specially these loyal to travel sustainability. 

L – Legal – Within this factor, Discrimination Laws, Health and Safety, Employment Laws and GDPR are relevant to Falstaff Hotel because it must comply with non-discrimination law, health and safety for employees and customers, General Data Protection Regulation (GDPR) to protect customers data and it also enables Falstaff to use this data to improve and customize its services. 
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New Entrants

New entrants can raise the level of competition; however, it depends largely on barriers to entry. 

In this factor, Falstaff Hotel doesn’t see new entrants as a threat because it enjoys of high investment to entry, which make this possibility less attractive for new entrants. 


Threat Of Substitute

Threat of Substitute depends on the buyer’s willingness to substitute the relative price and performance of substitutes.  

In this factor, Falstaff Hotel strive to keep itself above competition level because guests can easily replace its service with competitors serve. On top of that, guests have easy access to Airbnb which comes at a lower price even with not all amenities that Falstaff can offer but it still a threat due to the similarity of the service offered. Furthermore, Falstaff Hotel has its loyalty program and does special campaign for the subscribers in special to reduce the possibility of this threat. 


Bargaining Power of Suppliers

The bargaining power of suppliers can be considered high if there are many buyers and few suppliers. 

Falstaff Hotel has 2 more sisters’ properties which are within 20 miles radius, and they all have different suppliers. Due to the similarity on the culture product and service offered, Falstaff enjoys the ability of using sisters’ properties suppliers in case needed.

Bargaining Power of Buyers 

Buyers are people or companies that create demands, and this can negatively affect the competition if there are many sellers and few buyers.

This factor is a threat to an extension to Falstaff Hotel as there’s other properties with higher rating star and others with global name like Hampton by Hilton, which gives the customers the ability to choose.


Intensity of Rivalry

This factor analyses how intense the competitors is in the marketplace looking at the number of existing competitors and what each competitors can offer. 

Falstaff Hotel face intense competition as among its competitors there’s a higher rating hotel, Hampton by Hilton which enjoys of Hilton global name and Cathedral which attracts many religious customers that visit Canterbury for religious purposes.
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[bookmark: OLE_LINK1][bookmark: OLE_LINK2]For an organisation to be able to build customer value by managing the relationship, the organisation must be able to identify customer, differentiate them, interact with them, and customise for them. These represent the basis of a genuine relationship, however gaining the customer trust is the main focus of this process (Peppers and Rogers, 2004)

Genuine relationship means mutuality and customer-specific action. We can also say that customer relationship has many facets and when we hear the word relationship, we might think one of these facets to have emotional component to it, at least on the most successful one, however a relationship in this context can also be non-emotional. To put this into perspective, let’s say for instances, you have no emotional attachment to one of the bank providers of one of your credit cards, which communicates with you every month offering a new credit card suitable to your spending habits. Does this mean you have no relationship? Or you can be a super emotional and fan of a football player that even though you follow his performance, in the field, lifestyle outside the field, etc, he is not aware of your existence. Does this can be called a relationship? (Peppers and Rogers, 2004) 
The point we are trying to make is that a relationship is mutual, interactive, and iterative by its nature. Any organisation interested in maintaining a relationship with its customer must consider a set of actions and these set of actions should ultimately lead to a high level of trust, and in order for customer to develop that trust, organisations need to have strategy in place that able them to build that trust by using the information available to them so they can gain competitive advantage, deliver growth and profit (Peppers and Rogers, 2004).
At the core of a Customer Relationship Management (CRM) design must be the ability to bring the organisation much closer with customer touch, learning more and more about them and use these information’s to deliver greater value, and making each one of them being more valuable to the organisation which is highly more possible by technology (Peppers and Rogers, 2004).

In this chapter we will apply IDIC model to the chosen organisation for this project and explain why this model is applicable to this organisation. 

IDIC is an acronym that stands for Identify, Differentiate, Interact and Customise, where 1. organisations identify their customer, 2. Differentiate the customers, 3. Interact more efficiently and effectively with the customers and 4. Customise the treatment that the customers receive (Peppers and Rogers, 1999).
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First Direct, a bank in the United Kingdom, that only deals with its customers by phone, used lemons in their studies, to test how well their call centre representatives relate the customer. The test was simple. Each blindfolded call centre representative would be handed a lemon and given time to feel, getting to know the fruit’s texture. After a reasonable amount of time, the lemon would be taken and put into a bowl and the representative still blindfolded would be asked to now find the lemon that he/she was feeling (Peppers and Rogers, 1999). 

At the organisation chosen for this report, most of the communications are made via phone or email. Team members are trained on how to use the interconnected CRM to identify caller ID and access their history ahead of getting into the reason of the call. Once the call is stablished, team members are aware of who they are talking to and which volume of business that specific customer brings to the company. 
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According to Peppers and Rogers, 1999, Pittsburgh based PNC Bank accomplished this by rating customers based on their social security number and history of transaction. Up on introducing the social security number there’s a software in place that segment them based on their transaction history and needs. Once this segment is accomplished the system will then transfer callers with rudimentary transaction to an entry lever representative and customers with complex financial transaction to handlers with specific expertise.

Falstaff Hotel doesn’t have this sophistication in place at PNC Bank, however high value customers are rated within the Pilgrims subscription programme and these higher value guests benefits exclusively of best room category in the secret sales, complimentary amenities when staying, complimentary stay for personal special occasions like birthday, wedding anniversary, first stay anniversary etc, which is also in line with customization that we will discuss further in option 4. 
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Having the call centre representatives intimately interacting with lemons, is how Direct Bank emphasise the importance of getting to know the customers. One can argue that the representatives weren’t on an intimate term with citrus fruit but there’s no doubt that call centre is one of the primary doors where initial contact comes through hence having the call centre representative’s interaction focussed is extremely important for a company to gain competitive advantage (Peppers and Rogers, 1999).

Falstaff Hotel understand and value customer interaction and the reason why there’s a system in place to identify a caller ID and upload its profile history is to give the member the necessary tools to interact effectively with the customer. This interaction over the email that is another popular way of contact at the Falstaff Hotel is similarly as effective as phone communication as email address is a must in the guest profile when collecting data from the customers. Through the email, Customer relationship management (Mews), allows customer to create his/her personal profile, upload pictures, preferences, interest etc, and all this information’s are used by the phone operators, sales team and receptionists when interacting with the customers. 
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When comes to customization, companies around the world have lesson to learn from Amazon.com. Amazon.com offers individual cross-selling to individual customer   in real time based on their individual history. Net Perceptions the company that developed the software named loyaltybuilding that allows Amazon to offer this cross selling has extended this into call centres (Peppers and Rogers, 1999).

Again, however Falstaff Hotel does not have loyaltybuilding available to its members, it has its own policy on customise their customer stay. Each guest stay is unique, and members are trained to treat customers always by name and to assist in customise each stay specially from high value guests their data’s, preferences, and other information such as reason for their visit are checked and used to anticipate customer needs. One example of this that we can mention is the fact of Canterbury being a religious city where many guest come to visit the Cathedral. Falstaff hotel having partnership with Cathedral, are able to get cheaper ticket and  takes advantage of this partnership to award free tickets well ahead of the stay to avoid any early purchase from the part of the guest that the members were able to find that the reason of their visit is to visit the Cathedral rather than placing a bottle of champagne that would cost more than the tickets and probably had a less personal touch to the customer than the tickets that will definitely save some money to the guest. 

We cannot deny that this simple touch, allows Falstaff Hotel to, not only customise, but reach advocate level in the ladder of loyalty among its customers, which is in line with pareto principle that argues that 20% of your customers brings 80% of your business ( Zhu and Xiang, 2016) as these customers mentioned earlier does not keep coming years and years but brings their friend and families and does not stay anywhere else when in Canterbury. 
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As conclusion, we can say that a combination of Internal forces like interactive CRM in use currently, 24 hours assistance and manned reception (Armstrong and Taylor, 2020) with external forces like technology, and legal policy like ability to store customers data, and use them to improve and customize services (Regner et all, 2019), allows Falstaff Hotel to maintain a system and controls of a 24-hour customers’ service. Furthermore, Falstaff Hotel deal with new customer demand and achieves its business objective at the same time it maintains a good customer service 24/7/365 by identifying, differentiating interact and customize its services among its customers (Peppers and Rogers, 2004).

We can also add that customer relationship management CRM is of extreme importance to Falstaff Hotel specially to identify, differentiate, interact and customize the relationship with customer and despite this great importance, Falstaff  still does not take full advantage of its current CRM Mews(Padilla-Meléndez & Garrido-Moreno 2014), and that similarly to many organisations it mixed the implementation of its CRM Mews with implementation of technology which focused partially on internal issues like detailed management report, that are not aligned with customers communication and engagement (Peel, 2003).
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Falstaff Hotel should not change the current system to the older system that is planned to be changed by the first quarter of 2023, as the current system are more interactive with customers and offers features within the modern technology that the old one does not offer as it does not include these new features such as enabling customer to creating their own profile, receive emails reminding of the next procedures to take regarding the oncoming booking, online check out and customise their profile with their picture, personal preferences, real time assistance when checking in online etc.. 

In addition, perception and expectation of many customers which some even have emotional attachment to organisations, does not mean that there’s a relationship with the company, hence Falstaff Hotel should not ignore customers preferences, perception and expectation as ultimately what will keep them loyal and the business growing is the Falstaff’s  ability to translate customers’ perception and expectations into services provided (Behdioğlu et al, 2019), so, Falstaff should, develop new way of serving the customers based on their feedback on what they are saying.
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