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Abstract. The article pays particular attention to the importance of appropriate
customer segmentation in the quality management of the customer service
process. Detailed analysis of the changes of customer's expectations can be
conducted on the basis of assumptions of customer’s life cycle, understood as
the stages of customer's purchasing activity. Several concepts related to this
issue have been introduced in the literature of the subject: Customer
Relationship Life Cycle (CRLC), Customer's Activity Cycle (CLAN),
The Relationship Life Cycle (RLC). Studies were carried out in three stages:
Stage 1: interviews on company's activities, employees, customers, customer
service process. Stage 2: analysis and evaluation of internal documentation of
enterprises, including customer service contracts, procedures, and instructions
for customer service. Stage 3: confronting the opinions of respondents (I and 1)
with their customers' opinions on the quality of services provided by the
company and the risks identified in the course of the customer service process.
The research section provides a proposal of customer segmentation prepared on
the basis of a case study of three manufacturing companies from the
construction industry and three groups of packages of actions that can be
undertaken within the framework of customer target groups were prepared.

Keywords: Quality Management, Customer Service Process, Customer
Segmentation, Customer Life Cycle.

1 Introduction

Customer service can be treated as a process, i.e. as "a specific category of
organization's resources that ensure synchronization of other resources used in the
aspect of changes” [6]. The ISO 9000:2015 standard defines this term as:
"the organization’s relationship with the customer during the life cycle of a product or
service™ [17]. This process is required to be sustainable while maintaining adaptability
in the areas of inter alia market, legal and other requirements.

Due to changing and growing needs of our customers, the intensity of competitive
struggle is also increasing. In the economic literature, is there many approaches to
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the term "competitiveness". The competitiveness studies can be conducted at different
levels enterprises [3]. Competent staff in the customer's mind is one of the key factors
in purchasing a product or service. Properly trained staff can help you achieve your
competitive advantage. Therefore, every company should make employees aware of
the essence of a positive approach to the customer [12]. This dynamic of change
requires quick and accurate decision making by the company. Faster and easier
decision making is facilitated by customer segmentation understood as a method of
"analyzing the complex reality of customers' needs, perceptions and expectations by
classifying clients into a limited number of homogeneous groups — i.e. groups
of people with similar needs, perceptions or expectations" [9].

It should be noted that the perception modifies the initial assessment of the
product/service performed by the customer. Factors influencing perception include
company image, psychological filters such as memory, knowledge, beliefs, values and
physical filters, which reduce/modify the level of quality and reliability of the
product/service, i.e. touch, sight, etc. Perception can also be considered in terms of the
ability to perceive, interpret and use information available in the environment for
decision making. The system of perception consists of the senses and their ability to
perceive the stimuli or to distinguish changes in their level (differences) and
the process of interpretation and psychological "processing" of information [22].

Detailed analysis of the changes of customer's expectations can be conducted on
the basis of assumptions of customer’s life cycle, understood as the stages of
customer's purchasing activity, which is dependent, among others, on from the time of
cooperation with the company and characterized by varied customer behavior and
customer service costs [14]. The terms used in the definition of relationship marketing
suggest that there are stages in the relationship with the client. Several concepts
related to this issue have been introduced in the literature of the subject. The best-
known ones are [24]:

o Customer relationship life cycle (CRLC),
o Customer's activity cycle, according to K. Rogozinski (CLAN),
o The relationship life cycle (RLC) of Tzokas N. and Saren M.

The Table 1 presents the description of these three approaches to the staged approach
to customer cooperation. The cyclicality of customer's relations with the company has
been presented in the literature in four phases with the same description, for each of
the three proposals for the name of this phenomenon.

A set of measurable and intangible characteristics determining the extent to which
the customer's needs are satisfied [5, 10]. Customer value for the company is defined
as "the value of these streams, which are generated by customers throughout the
whole period of the client-company relationship. The higher the value of these
streams for the company, the higher the customer value is, and this translates into
a higher value of the company and value for other stakeholders™ [2].

It is very difficult for an enterprise to determine the value offered to a customer, as
it requires analysis of the rationality of customer behavior. The concept of rationality
is defined on the basis of many fields. The term most relevant to the problematic issue
of the article is derived from economics and mean "behavior aimed at maximizing



usability, i.e. maximizing effects while minimizing costs and efforts incurred in order
to achieve the assumed objectives" [22].

Analyzing the offered value for the customer against the actual expected value
gives companies the opportunity to plan and apply pre-emptive actions, understood as
planning goals in a strategic perspective. Unlike the satisfaction test, it allows both
corrective and preventive action to be taken. According to the concept of dynamical
minimalism, one should strive towards the essence of processes [8]. Preventive action
is possible due to the use of e. g. benchmarking and value assessment for potential
customers.

Table 1. Cyclicality of client-business relations in the literature [4, 19, 23].

Relationships
phases in CRLC CLAN RLC
concept

Initial phase Presales phase Initial phase

Phases description: based on the analysis of information obtained from

I potential suppliers of goods/services, the customer is considering the
possibility of making a purchase. We are dealing with the quality of
preferences at this stage.

Initial phase Purchase phase Experiment phase

Phase description: the customer has specific product or service requirements
and compares expectations with the offer of a particular company. The
phase ends after the customer has purchased it, which enables him to
proceed to phase I1l. The customer evaluates the product according to its
quality and value.

Service Service and

. . Identification phase
consumption phase consumption phase

1l Phase description: The customer evaluates the product during
use/consumption. There may be changes in the customer's assessment of
product value in phase Il.

Consumption end Relationship renewal

hase Post-sales phase phase or its
P disappearance
v Phase description: Meeting the customer's expectations, both at the moment

of purchase and use/consumption determines the further development of the
customer's relations with the company, i.e. the continuation or termination
of the cooperation.

Taking into account the context of customer value and value offered by a company in
the analysis of the article topic, an important aspect can be seen in the cost impact on
the scope of customer service. J. Horovitz has proposed three price levels and service
packages for low priced customers, performance seeking, and development
customers. A general model of these relationships is shown in Fig. 1.
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Fig. 1. Price levels of industrial service packages [9].

The assumption of the model shown in Fig. 1 is that each subsequent package includes
an increased number of services while maintaining the same characteristics of the
product offered. However, it is important to remember about the need to ensure and
maintain customer profitability. Nowadays, the struggle for a customer should not lead
to actions aimed at getting rid of unprofitable customers but rather changes in marketing
strategies aimed at making their customers profitable for the company™ [2]. In order to
reduce the cost of the relationship, the following measures could be used [4]:

o limit customer relations,

o applying cheaper variants of relations,

e changing the cost structure of the relationship, e. g. introduction of information
technology.

In the authors' opinion, the risk of running a business activity is an important aspect
affecting quality management in the customer service process. “The risk of the
production company originates from, among others lack of knowledge about the future
state of the environment in which the enterprise will operate™ [11]. “Not only the
structure and the configuration of complex systems undergo constant change, but also
their activity and scope of action” [7]. It is important to anticipate possible threats and to
propose measures to improve and modify the existing rules of conduct (application of
feedforward — controlling). Restoring service recovery "will mean the process of
restoring customer satisfaction after a product or service has failed to meet
expectations” [24]. Appropriate preparation of the organization enables the use of events
that may become an opportunity and even an opportunity for the enterprise [18].

2  Test methodology

The article presents the following research problem: how to segment customers in
order to ensure proper quality management of their service process.



Research on quality management issues in the customer service process was
conducted in 2013+2014 in three enterprises belonging to SMEs (small and
medium-sized enterprises) [13]. The criteria for the division of small and medium-
sized enterprises in accordance with Polish legislation have been adopted [26].

The selection of the sample was carried out randomly, intentionally and in
a targeted manner to typical units using the snowball method. On the basis of the
scope of industry demand for various construction projects presented by the
manager of the General Contractor's company (construction projects implemented
in the Poznan district) and a list of identified suppliers, one supplier from the
leading industries, i.e. the supplier of armaments prefabrication and ferroconcrete
prefabrication was randomly selected. The study assumes the names of enterprises
in accordance with the specification of their activity. The first company was active
in the reinforcement of reinforced concrete elements. Company 2 was involved in
the production of construction elements of building structures, e. g. columns,
rafters, beams and beams of bearing structures. The core business of company 3
was the manufacture of steel elements for the construction of building structures,
as well as non-typical steel elements, e. g.: steel elements, steel elements, etc. small
support elements, used as temporary supports on site.

The selection of companies used for the research sample took into account their
size and determination of environmental conditions, which is consistent with the
method indicated by Z. Pierscionek for research in the field of management
methods [16]. All companies participating in the survey have their registered offices
in Wielkopolska, Poznan district, and therefore operate under similar market and
legal conditions.

The following assumptions have been made on the basis of literature analysis and
presented the case study:

e Customer service consists of building and developing relationships with customers
and other market players in order to establish long-term, mutually beneficial
cooperation [1],

o High customer service levels can result in high costs and too low costs can lead to
their loss. Each company must therefore individually determine the cost-benefit
balance, if not for an individual customer, at least for the segments identified [21].

In order to identify the presented research problem, the following were applied:

e a diagnostic method, consisting of the identification of the existing state of
matters, its causes, and phases. It is the basis for rational decision-making.
The diagnosis is based on a causal and comparative analysis, aimed at identifying
the organization's deficiencies and defects, as well as their origins. The final
aspect of the method is the design and preparation for the implementation of
necessary improvements [25].

e The analysis method, defined as "a method of cognition of objects, phenomena
and causally-effect relationships between these elements” [20]. It usually takes
place in two phases. The first phase consists of identifying the parameters of the
problem, i.e. mutually dependent factors, features of the function or elements



of the problem, and the second in searching for possible states of these
parameters. It can, therefore, be said that the method of analysis consists in
determining the detailed structure of the problem in question [15].

Studies were carried out in three stages:

3

Stage 1: interviews on company's activities (e. g. business development stage,
sales market), employees (e. g. professional development stage, motivation
system), customers (e. g. characteristics of the customer portfolio, customer
segmentation), customer service process (e. g. business activity, customer
service). The scope of service, reasons for complaints, identification of
information and its flow in the process. These interviews were supported by
a partially structured survey. The questionnaire was prepared in two parts.
The first part included questions addressed to the employees involved in
the implementation of the customer service process (with the possible support of
the Quality Management Officer) — I, and the second part was addressed to
the company's top management/managers (with possible support of the Quality
Management Officer) — II,

Stage 2: analysis and evaluation of internal documentation of enterprises,
including customer service contracts, procedures, and instructions for customer
service.

Stage 3: confronting the opinions of respondents (I and I1) with their customers'
opinions on the quality of services provided by the company and the risks
identified in the course of the customer service process. In this respect,
interviews were conducted with the bridge designer from the independent Design
Office and with the representative of the General Contractor.

Test results

On the basis of literature analysis and research results of stages 1+3 the following
were developed:

criteria for customer segmentation,

general characteristics of the behavior of enterprises towards target customer
groups,

levels of packages of customer service activities.

A set of information describing customer segments adequate to the industry specifics
of the surveyed companies is presented in the Table below 2. Customer segments
described in the Table 2 can be characterized as:

individuals and small businesses looking for low prices,
SMEs, which are primarily looking for effectiveness,
big companies, with development potential.



Table 2. Criteria for customer segmentation.

Criteria for customer InEelEl
seqmentation/customer orders and Orders from Orders from large
9 orders from SMEs. construction companies.
segments. SMEs
c L to 20 thousand ~ 20+50 thousand 50 thousand and more
Customer ompany
financial approx. 50% of orders approx. 50% of orders
structure 20+100 100-300 300 thousand and more
— order thousand thousand
Company 2 80% of orders (5+10
value/perc 1% of orders 19% of orders 0 )
entage of projects per year)
orders.
Company 3 no data no data no data
Margin high, even up to 100% low margin 1+2%

The identification of three target customer groups requires adopting the general
behavioral characteristics of each segment as presented in chart 3 below.

Table 3. General characteristics of the behavior of enterprises towards their target

customer groups.

Un_dertaken Jidiguoiopel Orders from  Orders from large construction
actions/customer and order from SMEs companies
segments the SME. ' P '
Who initiates the empl_oyees large companies or employees
customers looking for . -
process? . looking for investment
investment

Reason for taking the
order.

— replenishment of orders
portfolio investments that
enable loading a monthly
work schedule,

— short-term orders

— replenishment of orders
portfolio investments that will
allow for the completion of the
work schedule for the next year
and subsequent years,

— taken to implement at least
from six months in advance

The accepted method
of reducing the cost
of an order.

Basic analysis of waste quantity
— a improvement of the project
in terms of materials utilization.

Detailed analysis of waste
quantities - project optimization
and use of materials.

Provisions in
contractual penalties

for failure to meet the  "° no present
delivery deadline.

The penalty for the

customer for delays no no present

in delivery.




Based on the information provided in the Table 3, it can be concluded that [13]:

e By providing the expected value of the relationship with the client under
consideration for development clients, the company has to cover the margin of
very high service costs in relation to other segments,

e The lowest customer service costs can be identified for the group of individual
customers and small businesses that tend to look for low prices,

e The analysis of the costs of particular packages and their configuration would
enable more accurate prediction of the profitability of offered solutions (product +
service).

For the selected segments, three groups of price levels and packages of industrial
services were developed in accordance with J. Horovitz's assumptions, presented in
the Table 4 below.

Table 4. Levels of packages of customer service activities.

Cost of Individual
customer | client/small SMEs Large company
service business
individually selected activities
service, 30 days warranty
service, warranty
A extended payment terms 60+90 days (settlement
phase)
payment terms of
30 days
24-hour contract manager in the office and
care of the outside it
selected staff in
the office
service hours: 8+16:00
warranty planning and adjusting delivery dates to meet

cash payment

agree on possible
delivery times
for the company

customer needs

personal

collection - L .
consulting in advising on optimization solutions and current
range of changes

advice on optimization

mistakes made solutions

in projects

product product product

Taking into account the importance of customer segmentation, customer service
quality and the costs of this process, it is possible to identify potential aspects of




particular importance from the point of view of customer service quality
management:

¢ identification of the company's customers and recognition of customer expectations
and processing of complaints — stage 1+3 research,

o customer differentiation according to the revenues and profits generated by them
(customer segmentation) — see the Table 2,

o adjusting the company's offer by influencing the creation of value for the customer
while taking care of the increase in revenues and profits for the company — see the
Table 4.

4 Summary

The article discusses the following research problem: how to segment customers in
order to ensure proper guality management of their service process.

The theoretical part discusses the aspects related to the subject of the article and
defines the most important concepts.

The empirical part presents the adopted methodology of research. The scope of
research carried out in three stages was also clarified. On the basis of the identified
target customer groups and the J. Horovitz’s model, which depicts the relationship
between the scope of customer service and the specificity of customer segments,
three price levels, and service packages have been developed: for low-priced
customers, customers looking for efficiency and growth customers.

The issues important for the continuation of the discussion on the subject of
quality management in the customer service process should include: risk analysis in
the customer service process, taking into account the customer's life cycle.
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