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Customer Relationship Management (CRM) has become a priority for organisations seeking to build a competitive advantage through long-term customer relationships rather than one-off transactions. In the retail food sector, where consumers have extensive choice and low switching costs, businesses must deliver quality, personalised experiences and good customer value to achieve customer retention and loyalty (Buttle & Maklan, 2019). This is particularly relevant for independent bakery businesses operating within competitive local markets, where customer satisfaction and repeat business are essential for long-term profitability.
Whisk & Rise is a fictional  bakery located in Kenfig Hill, South Wales, close to an industrial estate. The bakery offers cakes, pastries, freshly prepared sandwiches and speciality coffee through multiple purchasing channels including an in-store café, and a website, Uber Eats and Deliveroo. To strengthen customer relationships, the business has loyalty cards, maintains an active social media presence and stores customer information through a customer database to support personalised marketing activities. These initiatives demonstrate an awareness that successful CRM extends beyond sales and involves creating meaningful customer experiences throughout the customer lifecycle.
The purpose of this report is to critically analyse how Whisk & Rise manages customer relationships from acquisition through to loyalty and advocacy. The report evaluates direct and indirect customer value metrics, customer centrality and strategies while critically assessing the bakery's quality management processes and their impact on customer value and customer expectations. Academic theories and models, including the Customer Lifecycle Model, Relationship Marketing Theory,  and Customer Lifetime Value (CLV), are applied to evaluate current practice and identify opportunities for improvement. Finally, evidence-based recommendations are presented to demonstrate how Whisk &
Rise can maximise customer value, improve customer loyalty and strengthen its long-term competitive position.
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Whisk & Rise is an independent  bakery situated in Kenfig Hill, positioned close to an industrial estate. This location creates opportunities to attract multiple customer groups, including industrial employees seeking breakfast, lunch and takeaway coffee, Local residents purchasing fresh bakery products and families ordering celebration cakes for special occasions. Unlike larger national coffee shop chains, Whisk & Rise makes handmade products, personalised customer service and strong community engagement.
The bakery offers a broad product portfolio comprising of breads, handcrafted cakes, pastries, freshly prepared sandwiches and speciality coffee. Customers can purchase products through several channels including the physical bakery, the company's website and third-party delivery platforms such as Uber Eats and Deliveroo. The use of multiple distribution channels reflects a marketing approach that increases convenience and enables customers to interact with the business according to their preferred purchasing method (Kotler & Keller, 2022).
Whisk & Rise currently uses several CRM tools designed to enhance customer engagement. A loyalty card programme rewards repeat purchases, encouraging customer through incentives such as complimentary beverages or discounted products. The bakery also maintains customer records collected through online orders and loyalty registrations, enabling targeted promotional campaigns via email and social media. Platforms including Facebook and Instagram are used to showcase seasonal products, encourage customer interaction and strengthen brand awareness within the local community.
Although these activities demonstrate customer-focused intentions, effective CRM requires more than technology or loyalty schemes. Payne and Frow (2017) argue that CRM should be viewed as a strategic business that integrates people, and technology to create superior customer value. Whisk & Rise must ensure that its CRM initiatives are supported by consistent service quality, employee engagement and data decision-making to achieve long-term customer loyalty.
As a small independent bakery, Whisk & Rise also faces several challenges. Competition from supermarkets, chain coffee shops and online food delivery providers increases pressure on pricing and service quality. Furthermore, consumer expectations have evolved significantly following digital transformation, with customers expecting rapid delivery, seamless online ordering and personalised interactions (Kumar & Reinartz, 2018). Consequently, the bakery must continually improve both its customer experience and quality management processes to remain competitive.


[bookmark: _Toc235737862]CUSTOMER LIFESTYLE ANALYSIS. 

The Customer Lifecycle Model provides a useful framework for understanding how organisations create and maintain customer relationships over time. Rather than viewing purchasing as a single event, the model recognises that customers progress through several stages including awareness, acquisition, conversion, retention, loyalty and advocacy (Buttle & Maklan, 2019). Effective management of each stage contributes to higher customer lifetime value and increased organisational profitability. Digital marketing plays a significant role in modern customer acquisition because consumers increasingly rely on online reviews and social media recommendations before making purchasing decisions (Kotler & Keller, 2022). However, customer acquisition through third-party delivery platforms presents both opportunities and limitations. While Uber Eats expands market reach, it also reduces direct interaction between the bakery and its customers, limiting opportunities to build emotional relationships and collect valuable customer data.
From a Relationship Marketing perspective, acquisition should focus not only on increasing customer numbers but also on attracting customers whose long-term value justifies acquisition costs (Morgan & Hunt, 1994). Therefore, Whisk & Rise should evaluate the quality of acquired customers rather than simply measuring the volume of new transactions.
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Following acquisition, customers must be successfully converted into paying customers through positive purchasing experiences. At Whisk & Rise, conversion depends upon several quality-related factors including product freshness, employee friendliness, waiting times, pricing and store atmosphere.
Grönroos (2015) suggests that perceived service quality is determined not only by technical quality (what customers receive) but also by functional quality (how the service is delivered). Consequently, customers purchasing identical coffee may experience different satisfaction levels depending upon employee communication, speed of service and cleanliness of the bakery.
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Customer retention is widely recognised as being more cost-effective than continually acquiring new customers (Reichheld & Sasser, 1990). Whisk & Rise currently supports retention through its loyalty card scheme, customer database and regular social media engagement.
However, simply offering discounts does not necessarily create genuine customer loyalty. Relationship Marketing Theory argues that trust and commitment represent the foundation of sustainable customer relationships (Morgan & Hunt, 1994). 
For example, using customer purchase history to recommend favourite products or sending birthday discounts could increase emotional attachment to the bakery while strengthening repeat purchasing behaviour.
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The final stages of the customer lifecycle involve transforming satisfied customers into loyal advocates who actively recommend the business to others. Loyal customers typically demonstrate higher purchase frequency, lower price sensitivity and increased lifetime value (Kumar & Reinartz, 2018).
For Whisk & Rise, customer advocacy may occur through positive Google Reviews, Facebook recommendations, Instagram posts featuring bakery products and informal word-of-mouth communication within the local community. Such advocacy represents indirect customer value because it influences new customer acquisition without additional advertising expenditure.
Nevertheless, loyalty should not be assumed simply because customers repeatedly purchase products. Dick and Basu (1994) distinguish between behavioural loyalty (repeat purchasing) and attitudinal loyalty (emotional commitment). A customer may repeatedly purchase coffee from Whisk & Rise because of convenience rather than genuine brand preference. Consequently, the bakery should measure customer satisfaction alongside behavioural data to obtain a more comprehensive understanding of customer loyalty.
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Is recognised as one of the most important strategic approaches for organisations seeking to establish profitable, long-term relationships with customers. Rather than focusing solely on increasing sales, CRM integrates technology and customer information to enhance customer satisfaction, loyalty and business performance (Buttle & Maklan, 2019). Payne and Frow (2017) argue that successful CRM is a business philosophy centred on understanding customer needs and delivering personalised experiences throughout the customer lifecycle.  CRM is particularly valuable for independent businesses such as Whisk & Rise, where customer loyalty significantly influences long-term profitability.
Whisk & Rise has implemented several CRM practices, including a customer database, a loyalty card scheme and active engagement through social media platforms. These demonstrate an understanding that customer relationships should extend beyond individual purchases. For example, the customer database enables the bakery to record customer preferences, purchasing patterns and contact information, which can be used to develop personalised marketing campaigns. According to Peppers and Rogers (2017), personalisation strengthens customer relationships by making customers feel recognised and valued, thereby increasing customer satisfaction and loyalty.
The bakery's loyalty card programme is another important CRM tool designed to encourage repeat purchases. Rewarding customers after a specified number of purchases provides an incentive to return while reducing the likelihood of customers switching to competitors. However, loyalty programmes are not without limitations. Uncles, Dowling and Hammond (2003) argue that many loyalty schemes primarily reward existing purchasing behaviour rather than creating genuine customer loyalty. Customers may continue purchasing simply to obtain rewards rather than because they have developed an emotional attachment to the business. Therefore, while the Whisk & Rise loyalty card supports customer retention, it should be combined with good customer service, product quality and personalised communication to develop stronger emotional commitment.
Relationship Marketing Theory, developed by Morgan and Hunt (1994), emphasises that trust and commitment are the foundation of successful customer relationships. This theory is particularly relevant to Whisk & Rise because customers purchasing bakery products often value authenticity, consistency and personal interaction. Friendly staff who remember customers' names or favourite coffee orders can strengthen trust and create memorable customer experiences that large chain competitors may struggle to do.
Nevertheless, Whisk & Rise currently faces challenges associated with its multichannel sales strategy. Customers purchasing through Uber Eats or Deliveroo often interact more with the delivery platform than with the bakery itself. Consequently, valuable customer data may remain inaccessible, limiting opportunities for personalised marketing and long-term relationship development. While third-party delivery platforms increase customer reach, they also reduce direct customer engagement and increase dependence upon external service providers.
To overcome this limitation, Whisk &Rise could encourage customers to order directly through its website by offering exclusive discounts, additional loyalty points or complimentary products. Such an approach would enable the bakery to collect richer customer information while reducing commission costs associated with third-party delivery platforms.
Social media also forms an important component of the bakery's CRM strategy. Platforms such as Facebook and Instagram enable Whisk & Rise to showcase new products, promote seasonal offers and interact directly with customers through comments, competitions and customer content. Unlike traditional advertising, social media supports two-way communication, allowing customers to provide feedback while enabling the business to respond promptly to compliments or complaints. According to Kotler and Keller (2022), this interactive communication strengthens customer engagement and contributes to higher levels of trust and relationship quality.
However, effective CRM requires continuous evaluation rather than relying solely on technological tools. Simply possessing customer information does not create value unless it informs strategic decision-making. Whisk & Rise should therefore regularly analyse customer purchasing behaviour, identify  customer segments and adapt marketing strategies accordingly. This demonstrates customer centrality by ensuring organisational decisions are driven by customer needs rather than internal assumptions.
Overall, Whisk & Rise demonstrates several positive CRM practices, but greater integration between customer data, personalised communication and relationship-building activities would strengthen customer loyalty and long-term competitive advantage.
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Understanding customer value is essential for organisations seeking sustainable profitability. Modern marketing recognises that customers contribute value not only through direct purchases but also through behaviours that influence other consumers and strengthen organisational reputation. Consequently, organisations should evaluate both direct and indirect customer value when developing CRM strategies.
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Direct customer value refers to the measurable financial contribution generated by individual customers through purchasing behaviour. Common direct metrics include purchase frequency, average transaction value, customer retention rate and Customer Lifetime Value (CLV) (Kumar & Reinartz, 2018). These measures enable organisations to identify their most profitable customers and allocate marketing resources more effectively.
For Whisk & Rise, direct customer value can be generated through multiple purchasing occasions. A customer may initially purchase a coffee before work, later return for lunch, and subsequently order a celebration cake for a family event. Collectively, these purchases represent significantly greater value than a single transaction.
Customer Lifetime Value (CLV) is particularly useful because it estimates the total profit a customer is expected to generate throughout their relationship with the business (Gupta & Lehmann, 2003). Rather than focusing solely on immediate sales, CLV encourages organisations to invest in long-term customer relationships.
For example, offering a complimentary coffee after ten purchases may reduce short-term revenue but substantially increase long-term profitability if customers continue returning over several years. This supports Reichheld's (1996) argument that retaining loyal customers often produces greater profitability than continually acquiring new ones.
However, accurately calculating CLV requires reliable customer data. While Whisk & Rise records customer information through its loyalty programme and website, purchases made anonymously through delivery platforms may not always be linked to individual customers. Consequently, estimated customer value may underestimate actual purchasing behaviour.
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Although financial purchases remain important, modern CRM recognises that customers also create indirect value through behaviours that positively influence other consumers.
1.positive online reviews.  2.recommendations.  3.social media.  4.customer referrals.  5.Whisk& Rise name.
For Whisk & Rise, satisfied customers posting photographs of cakes on Instagram or recommending the bakery through local Facebook groups may influence numerous potential customers without additional marketing expenditure. Such electronic word-of-mouth has become increasingly influential because consumers generally trust recommendations from other customers more than traditional advertising (Hennig-Thurau et al., 2004).
Google Reviews also represent an important source of indirect customer value. High review ratings improve online visibility while strengthening customer confidence before purchase. 
Overall, Whisk & Rise currently generates value through both financial transactions and customer advocacy. Nevertheless, greater analysis of customer data combined with regular measurement of CLV, NPS and online engagement would enable more informed strategic decision-making. By recognising the full value customers contribute beyond immediate sales, the bakery can allocate resources more effectively and strengthen long-term customer relationships.

Customer Centrality and Customer Segmentation
Customer centrality is a business philosophy that places customers at the centre of organisational decision-making. Unlike product-centred organisations, which focus primarily on sales and operational efficiency, customer-centred organisations design products, services and experiences around customer needs and expectations (Shah et al., 2006). Payne and Frow (2017) argue that organisations adopting customer centrality create greater customer satisfaction, stronger loyalty and higher profitability because they continuously adapt their strategies based on customer feedback and behavioural data.
However, genuine customer centrality extends beyond offering multiple purchasing options. According to Kumar and Reinartz (2018), organisations must proactively understand customer needs rather than simply responding to complaints. At present, Whisk & Rise relies primarily on social media interaction and loyalty data.
A further limitation concerns third-party delivery platforms. Customers ordering through Uber Eats and Deliveroo often have limited interaction with the bakery itself, making it difficult to establish meaningful customer relationships. While these platforms increase market reach, they reduce direct communication and ownership of customer data. Consequently, Whisk & Rise should encourage customers to migrate towards direct website ordering by offering exclusive loyalty rewards or promotional discounts. This strategy would strengthen customer relationships while reducing dependence on external delivery providers.

Customer segmentation involves dividing customers into groups with similar characteristics to enable organisations to develop targeted marketing strategies (Kotler & Keller, 2022). Rather than treating every customer identically, segmentation recognises that different customer groups possess distinct needs, behaviours and purchasing motivations. 
Demographic segmentation categorises customers according to measurable characteristics such as age, income, occupation and family status. For Whisk & Rise, industrial workers located near the bakery represent an important demographic segment. These customers are likely to value convenient breakfast items, takeaway coffee and reasonably priced lunches during working hours.
Families represent another significant demographic segment, particularly those purchasing celebration cakes for birthdays, weddings and special occasions. This group may prioritise product quality, customisation and reliability over price alone.
Behavioural segmentation classifies customers according to purchasing behaviour, loyalty and product usage. 
Whisk & Rise may identify several behavioural customer groups:
1.Daily coffee lovers,  2. Weekly lunch customers, 3. Celebration cake customers,  4. Weekend visitors, 5. High value customers.
 The bakery's loyalty programme enables management to analyse purchasing frequency and identify customers generating the greatest Customer Lifetime Value (CLV). According to Buttle and Maklan (2019), organisations should allocate greater marketing resources towards retaining high-value customers because retention generally produces higher profitability than continual customer acquisition.
Psychographic segmentation considers customer lifestyles, attitudes and personal values. Increasingly, consumers seek authentic local businesses offering handmade products rather than mass-produced alternatives. Customers choosing Whisk & Rise may therefore value craftsmanship, freshness, sustainability and supporting local independent businesses.
Although Whisk & Rise primarily serves customers within Kenfig Hill and neighbouring communities, online ordering and food delivery services have expanded the bakery's geographic market. Consequently, promotional activities may vary according to customer location.
For example, businesses located within the nearby industrial estate may respond positively to corporate lunch packages or scheduled coffee deliveries, whereas residential customers may prefer weekend family offers and celebration cakes.
Critical Evaluation
Whisk & Rise must balance personalisation with operational efficiency. Rather than creating numerous highly specialised customer groups, management should prioritise the most profitable segments while maintaining consistent service quality across all customer interactions.
Overall, effective segmentation enables Whisk & Rise to allocate marketing resources more efficiently while strengthening customer relationships through targeted communication and personalised service.


Quality Processes and Managing Customer Expectations
Quality management represents one of the most significant determinants of customer satisfaction and long-term organisational success. Unlike tangible products alone, customers evaluate both product quality and service quality throughout their entire interaction with an organisation (Grönroos, 2015)
Consequently, quality processes influence customer value, customer expectations and ultimately customer loyalty.
SERVQUAL Model
The SERVQUAL model developed by Parasuraman, Zeithaml and Berry (1988) remains one of the most influential frameworks for measuring service quality. The model proposes that customers evaluate service according to five dimensions:
Reliability, Responsiveness, Assurance, Empathy, Tangibles.
These dimensions provide a useful framework for evaluating Whisk & Rise's customer experience.
Reliability refers to delivering consistent service every time. Customers expect freshly prepared sandwiches, high-quality coffee and cakes that consistently meet expectations. Inconsistent product quality would quickly undermine customer confidence.
Responsiveness concerns the willingness of employees to assist customers promptly. During busy lunchtime periods, particularly when serving industrial workers with limited break times, efficient service becomes essential. Excessive waiting times may encourage customers to purchase from competing cafés.
Assurance relates to employee knowledge and professionalism. Staff should demonstrate confidence when discussing ingredients, allergens and dietary requirements. This is particularly important as consumer awareness of food allergies and nutritional information continues to increase.
Empathy involves providing personalised attention. Employees remembering regular customers' names or preferred coffee orders contributes to stronger emotional relationships, supporting Relationship Marketing Theory.
Finally, tangibles include the cleanliness of the bakery, employee appearance, packaging and visual presentation of products. Attractive displays of freshly baked goods significantly influence customer perceptions of quality before purchase.
Although SERVQUAL provides a useful framework, critics argue that customer expectations constantly evolve, making service quality difficult to measure objectively (Cronin & Taylor, 1992). 
Gap Model of Service Quality
The Gap Model explains that dissatisfaction occurs when differences exist between customer expectations and organisational performance (Parasuraman et al., 1985). Several potential gaps may exist within Whisk & Rise.
For example, customers ordering through the website may expect deliveries to arrive within a specified timeframe. Delays caused by delivery partners could negatively affect customer satisfaction despite being outside the bakery's direct control.
Similarly, promotional images displayed on social media create expectations regarding product appearance. If actual products differ significantly from promotional photographs, customers may perceive reduced quality regardless of taste.
Management should therefore ensure accurate communication, realistic marketing messages and continuous employee training to minimise service quality gaps.
Kano Model
The Kano Model categorises customer requirements into three levels:
Basic needs, Performance needs, Excitement factors (Kano et al., 1984)
Basic requirements for Whisk & Rise include food safety, freshness, accurate orders and cleanliness. Customers simply expect these standards; exceeding them rarely increases satisfaction, but failing to meet them creates dissatisfaction.
Performance factors include product quality, value for money and service speed. Improvements in these areas directly increase customer satisfaction.

Total Quality Management advocates continuous organisational improvement involving all employees rather than responsibility resting solely with management (Deming, 1986). For Whisk & Rise, it also requires consistent attention to ingredient quality, hygiene standards, employee training, complaint management and customer feedback.
Employees should receive regular training regarding customer service, allergen awareness, food preparation and complaint resolution.                                                                                                                                                                                      


Managing customer expectations has become increasingly important within competitive hospitality markets. Theory proposes that customer satisfaction
depends upon whether actual experiences meet or exceed pre-purchase expectations (Oliver, 1980). 
For Whisk & Rise, accurately communicating delivery times, product availability and seasonal menu changes reduces the likelihood of customer disappointment. Maintaining transparency when products sell out or deliveries are delayed may strengthen customer trust because honesty reinforces relationship quality.
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The preceding analysis demonstrates that Whisk & Rise has established a strong foundation for Customer Relationship Management through its loyalty programme, social media presence, customer database and multiple purchasing channels. 
 1: Implement an Integrated CRM System
Although Whisk & Rise currently stores customer information, this would enable a more personalised communication, automated promotions and improved analysis of purchasing behaviour. Payne and Frow (2017) argue that effective CRM integrates technology, customer information and business processes to create superior customer value.
For example, customers could receive personalised birthday discounts, recommendations based on previous purchases or reminders about seasonal products. Such personalisation is likely to strengthen emotional engagement while increasing Customer Lifetime Value (CLV).
Whisk & Rise should introduce regular customer satisfaction surveys, QR-code and feedback cards.
Feedback should be reviewed monthly, enabling continuous service improvements in accordance with Total Quality Management (Deming, 1986).






Examples include:
	
	

	Industrial workers
	Breakfast meal deals, weekday coffee subscriptions

	Families
	Birthday cake promotions, seasonal celebrations

	Students
	Student discounts during quieter periods

	Coffee Lovers
	Loyalty rewards and new speciality coffee launches

	
	


Kotler and Keller (2022) argue that targeted marketing improves marketing effectiveness because promotional activities better reflect customer needs.


Whisk & Rise should design memorable customer experiences.
Examples include:
Live cake decorating demonstrations 
Children's baking workshops 
Seasonal tasting events 
Community charity mornings 
Coffee loyalty clubs 

According to Pine and Gilmore (1999), consumers increasingly purchase experiences rather than products. 


Quality management should become a continuous organisational process rather than simply responding to customer complaints.
Whisk & Rise should implement:
Weekly quality inspections 
Mystery shopper evaluations 
Staff training programmes 
Hygiene audits 
Customer complaint analysis 
 
Applying Total Quality Management principles would encourage continuous improvement while maintaining consistently high service standards (Deming, 1986).


Satisfied customers represent valuable marketing assets. Whisk & Rise should actively encourage customer-generated content by creating hashtags, running photo competitions and rewarding customers who leave Google Reviews or share experiences online.
This recommendation supports Relationship Marketing Theory because advocacy strengthens trust while reducing customer acquisition costs through electronic word-of-mouth (Hennig-Thurau et al., 2004).

9. Conclusion
This report critically analysed Customer Relationship Management (CRM), customer value creation and quality management processes within the fictional bakery Whisk & Rise. The analysis demonstrated that successful CRM extends beyond maintaining customer databases or implementing loyalty schemes. Instead, effective CRM requires organisations to understand customer needs, develop long-term relationships and consistently deliver superior customer experiences throughout the customer lifecycle.
Whisk & Rise has established several positive customer relationship initiatives, including a loyalty programme, active social media engagement, a customer database and multiple purchasing channels through its website, Uber Eats and Deliveroo. These activities support customer acquisition, retention and engagement. However, critical analysis identified several limitations, particularly regarding customer data integration, customer satisfaction measurement and reliance upon third-party delivery platforms.
The application of academic theories including the Customer Lifecycle Model, Relationship Marketing Theory, Customer Lifetime Value (CLV), SERVQUAL, the Gap Model, Kano Model and Total Quality Management demonstrated that sustainable competitive advantage depends upon delivering consistent service quality while placing customers at the centre of organisational decision-making. Customer centrality and effective segmentation enable organisations to tailor services according to differing customer needs, thereby increasing both direct financial value and indirect value through advocacy, recommendations and positive online engagement.
The recommendations presented within this report—including integrated CRM systems, enhanced customer segmentation, systematic customer feedback collection, continuous quality improvement and stronger digital relationship management—provide practical strategies that would enable Whisk & Rise to maximise customer value and strengthen customer loyalty. Implementing these recommendations would improve customer satisfaction while supporting long-term profitability and sustainable competitive advantage within an increasingly competitive bakery and café market.
Ultimately, customer loyalty is created not through individual transactions but through consistently positive experiences, trust and relationship quality. By embedding customer-centred thinking within every aspect of its operations, Whisk & Rise can establish itself as a highly valued local bakery capable of maintaining long-term customer relationships and achieving continued business success.
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