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Executive summary
In the current era of rapid development, the service center has become a very important department in the company. As an automobile company that entered the domestic market earlier, Shanghai Volkswagen, in today's social environment (due to the epidemic has changed a lot of major In the environment), how to improve their customer service level and provide an efficient service level has become a problem. This article mainly combines the internal and external environmental analysis of Shanghai Volkswagen Company and the SWOT analysis method to analyze the current situation of Shanghai Volkswagen and the changes that should be made in the service center in the future to respond to the changing social environment. Finally, there are Some corresponding feedback and thinking.

Introduction
Shanghai Volkswagen Automobile Co., Ltd. is a Sino-German joint venture and a multinational company. It is currently an automobile company jointly operated by SAIC and Volkswagen. The company is currently headquartered in Anting, Shanghai, and in Yizheng, Nanjing, China. Urumqi, Ningbo, Changsha and other places have established production bases. Therefore, Shanghai Volkswagen has also become one of the largest modern car production bases. Shanghai Volkswagen has grown up with China's reform and opening up, and has witnessed and created a lot of automobile history in China. With the progress of society and the times, Shanghai Volkswagen's sales volume in recent years has not been as good as before, but as a former "big brother" The strength and potential of Shanghai Volkswagen cannot be ignored. In the future automobile market, there are two necessary conditions, one is innovation, and the other is high-quality service. If Shanghai Volkswagen wants to enter the future automobile market To seize the opportunity, at least one of the conditions must be won. Next, we will discuss how Shanghai Volkswagen can seize the opportunity on the important factor of high-quality service.

[bookmark: OLE_LINK1]1.Internal environment analysis

1.1 Corporate culture

Corporate culture is very important to a company, and it is the foundation for maintaining sustainable development of the company. While continuously developing the company, Shanghai Volkswagen is also appropriately adjusting its corporate culture. The initial corporate culture of Shanghai Volkswagen is "pursuing excellence and always striving for the first."
In the early days when Shanghai Volkswagen was established in China, the domestic automobile market was in a closed and backward state. The birth of Shanghai Volkswagen put an end to the low-level status quo of China's occlusion, opened up the way to utilize and introduce foreign capital, and accelerate the development of China's auto market.

The initial Shanghai Volkswagen strategy should be considered differentiation in Porter’s generic strategies. Because Shanghai Volkswagen’s corporate culture is the pursuit of excellence, high-quality products must not be low-priced, but it uses cooperation with foreign capital and uses a large number of high-tech machines and processing workshops to create products that are different from those on the market. Other products, so the core competition of Shanghai Volkswagen at that time will definitely be high-quality, advanced, and different from most products on the market.

This initial strategy of Shanghai Volkswagen has been maintained for more than ten years. Until 2007, most of the Chinese auto market at that time had mature and advanced technologies, and all had similar operating models. Shanghai Volkswagen changed its strategy and began to implement the "Volkswagen Powertrain" strategy. The purpose was to reduce the average fuel consumption and emissions of all Shanghai Volkswagen cars by 20%, and Reduce production costs, challenge the goal of selling 3 million vehicles a year, and achieve lower consumer car and car purchase costs. At this time, the strategy of Shanghai Volkswagen changed from differentiation to cost leadership.

This strategic transformation is a success. Up to now, Shanghai Volkswagen’s annual sales volume has remained at the forefront. Until recently, due to COVID-19, many people were unemployed and the economic crisis arrived. The automotive industry was facing a major crisis. However, in the current automotive market, New energy vehicles are also favored by people because they are cheap, do not use gasoline, and are easy to use in urban areas. I think if the future is new energy vehicles, this will be a new strategic change. , I believe that Shanghai Volkswagen, with its core philosophy of "pursuing excellence and always striving for the first", will certainly be able to make strategic changes in the future and become a domestic or even world-class automobile company.


1.2 Enterprise Resources

1.2-1 Human Resources
Human resources Nowadays, talents are important to every company and are also the key to the company’s long-term stable development. Shanghai Volkswagen attaches great importance to the development of employees and has established a sound training and assessment system at the beginning of its establishment to continuously stimulate employees’ enthusiasm and creativity. In addition, the corporate culture of Shanghai Volkswagen has also permeated every employee, creating an atmosphere of learning, innovation and active work for the company. Therefore, Shanghai Volkswagen, which has a strong learning atmosphere, has a long-standing reputation. The company has continued to improve in recent years. The professional ability of each post, strengthening the construction of the talent team, has trained more than 300 senior skilled teachers.
It is precisely because of so many professional teams that Shanghai Volkswagen has the motivation to move forward and the innovative thinking.

1.2-2 Financial resources
In the early days of China's reform and opening up, Shanghai Volkswagen had excellent results. After investment from all walks of life and foreign companies, the company's total assets grew rapidly from RMB 980 million to RMB 3.94 billion in the early days of its establishment. After continuous improvement and strategic layout in the later period. As of 2019, Shanghai Volkswagen is still one of the largest sedan companies in China. Therefore, abundant financial resources have also laid a solid economic foundation for the future transformation of Shanghai Volkswagen
.

1.2-3 Management System
Organizational structure Since its establishment, Shanghai Volkswagen has adopted an organizational structure built with work processes, and the specific core processes have revolved around the following goals. The vertical management level is simplified and the middle-level managers are weakened, which increases the management scope of the enterprise, thereby simplifying some tedious management levels, and canceling some middle-level management positions, which shortens the enterprise's command chain. Enterprise resources and power are placed at the grassroots level, driven by customer demand. The grassroots employees of Shanghai Volkswagen have direct contact with customers, so that they have part of the decision-making power, and can more truthfully feedback customers' feelings, greatly improving the quality of service, and truly satisfying customers. This coincides with the viewpoint of enhancing the status of the service center mentioned later. Shanghai Volkswagen realized this early on.

More modern means of communication. The use of E-mail and office automation systems for communication between Shanghai Volkswagen’s enterprises can greatly increase management and office efficiency. 

Implement management by objectives. While the management delegates decision-making to employees, target management is carried out. Employees can make some decisions at work independently and be responsible for them, truly turning every employee into the owner of the enterprise.

2. External environment analysis

2.1 GDP and its growth rate.
my country's GDP has maintained rapid growth since the reform and opening up, but the current impact of COVID-19 has led to the global economic situation that is not optimistic. From the current situation, the Chinese government needs to implement a series of economic stimulating policies such as expanding domestic demand. But no matter what, the downturn of the macro environment has basically become a reality. The sluggish macro economy will inevitably have an adverse impact on the development of the automotive industry, and it will inevitably affect the development of SAIC. （Shanghai Automobile Co., Ltd.）

2.2 Market internationalization
my country's auto industry faces the global market, but overall, my country's auto market does not account for much of the international market, so the country encourages auto companies to go global. 
However, due to the current downturn in the global auto market, the fast-growing Chinese market has become an important target for the future development of major global auto companies. The Chinese market has become the focus of competition, and major auto companies are increasing their market in China.  This poses a great test for Shanghai Volkswagen and even my country's automobile industry. 

2.3 Development of the capital market
With the development and continuous improvement of the capital market, auto companies have more sources of funds. In the current international auto market, various auto companies are unanimously optimistic about the prospects of the Chinese auto market. They all start from a global strategy. On the basis of the strategy of laying out the Chinese market, actively and effectively enter the domestic market.

2.4 Energy supply and oil price
Fossil fuels may become the main challenge for my country's energy supply: my country's excessive dependence on fossil fuels puts pressure on the sustainable supply of resources. my country's per capita recoverable energy reserves are far below the world average, so in the long run, oil shortage will become one of the main problems that must be faced in the development of the automobile industry.

2.5 The price of steel affects the future automotive industry
Due to the large fluctuations in the prices of various steel products in recent years, and with the increase in investment and construction in and out of our country, the demand for steel has greatly increased, so the price of steel will also fluctuate. As a major consumer of the steel industry, the price stability of automobiles is crucial to maintaining their costs. This also affects whether the cost of future cars can be further reduced, which has a huge impact on the future car market.


3. SWOT analysis of Shanghai Volkswagen
3.1 Strength
（1）. Because Shanghai Volkswagen entered the Chinese market earlier, its products are of high quality, durable, and stable. Moreover, Shanghai Volkswagen is well-known in China and has a good reputation.
（2）Shanghai Volkswagen's product series are very complete, and the product market segmentation is very good and targeted, so the sales volume is very large.
（3） Shanghai Volkswagen has a lot of room for growth in the future. With regard to my country's current consumer market, consumption habits and consumption power, Shanghai Volkswagen has strong R&D capabilities. In addition, the advanced technology center also lays the foundation for Shanghai Volkswagen's future products.
（4） At present, Shanghai Volkswagen already has a relatively complete after-sales service. After years of hard work, Shanghai Volkswagen has more than 600 after-sales centers and more than 300 accessory companies across the country. It can be said that it is a relatively complete after-sales system in China.

3.2 Weakness
(1) Compared with other brands' models, Shanghai Volkswagen's models are not rich enough and relatively single. 
(2) From the perspective of car sales in recent years, Shanghai Volkswagen's market share has been declining compared with the previous car market. 
(3) In brand planning in recent years, Shanghai Volkswagen has invested relatively little in new products and its development progress has been relatively slow.

3.3 Opportunity
(1) Automobile consumption is showing a gradual development trend, and automobile demand is showing from central cities to counties, townships and rural areas
The market is moving from coastal areas to imperial capitals in central and western inland areas.
(2). With the introduction of some of the latest relevant policies in my country, the automobile industry is gradually moving towards new energy, and Shanghai Volkswagen's independent brands have good development opportunities. 
(3) With the continuous strengthening of global environmental awareness, energy conservation, environmental protection, and safety have become new development trends in the automotive industry. Shanghai Volkswagen's products are developing in the general direction of economy and energy conservation. 
(4) In recent years, as the technology of minicars has been further strengthened, the country has also further adjusted the consumption tax of automobiles. From this we can boldly predict that the small displacement minicars of Shanghai Volkswagen will surely promote the company's sustainable development.

3.4 Threat
(1) Due to the development of the existing external environment, Shanghai Volkswagen's competitors are also engaged in fierce competition, especially some Japanese auto brands, which poses a big threat to Shanghai Volkswagen. 
(2) As the recent oil price problem has also brought a great threat to Shanghai Volkswagen, most of Shanghai Volkswagen’s products are currently fuel vehicles, and the new energy vehicle market will inevitably be developed in the future. Therefore, there is also a certain degree of reporting on Shanghai Volkswagen’s new technology. risk. 
(3) Compared with some higher-end Japanese and German models, the service of Shanghai Volkswagen is relatively weak, so its threat is to achieve service-oriented in the future auto market.

4. “white glove” service
First of all, we have to figure out what strategy is. Michael E. Porter once said that strategy is to create a positioning with unique value, and then it is further clarified. Strategy refers to how a company establishes a differentiated positioning in the minds of customers. And from this to lead the internal operations of the enterprise. Next, I will propose a series of service strategies related to Shanghai Volkswagen to help them better adapt to the future automobile market and seize the opportunity.

[bookmark: OLE_LINK2]According to the strategic policy advocated by the country in recent years, white glove service is bound to become a popular trend in the automotive industry and some other customer service industries in the future. The so-called white glove service is when customers feel or can predict problems before they occur. The service staff can solve the problem in advance or provide some handling plans. Through the above internal analysis of Shanghai Volkswagen, we know that Shanghai Volkswagen is a high-demand automobile company pursuing excellent quality. In the early days of the company, a lot of human and financial resources were spent on the quality of automobile products and the development of new products. It was not until the end of 2005 that Shanghai Volkswagen launched a relatively complete set of customer service. The customer service center completed the business integration of pre-sales and after-sales call centers, so that customers can enjoy the unified standard service of Shanghai Volkswagen throughout the process. Ensure that all kinds of inquiries and suggestions get the fastest response, and achieve personalized services through the full tracking of the customer's life cycle. Provide users with a full range of services such as car purchase, car use, car replacement, and decoration, so that users can truly experience the full range of services.

In fact, white glove services have become more and more popular abroad in recent years. According to Reuters, United Parcel is negotiating cooperation with Werner, a freight logistics company in the United States, in order to provide large-scale home delivery services such as fitness equipment, furniture and "White glove" express value-added services such as the installation of household appliances are competing for market share in e-commerce. In fact, the "white glove" business is becoming a battlefield between global logistics giants and well-known companies. XPO Logistics, Schneider Electric, Ryder Fleet Management Company, SEKO Logistics, and JB Hunter Container Transportation Company, the second largest LTL logistics company in the US, are also actively deploying.

On the other hand, if we want to propose a more personalized service area to occupy a favorable market in the future, we need to formulate a series of more detailed measures in advance.

4.1 Launch products suitable for all kinds of people
In the recent period, due to the impact of COVID-19, the overall global economy has shown a downward trend. All industries have been reshuffled, many companies have closed down, and a large number of workers have lost their jobs, so that people dare not spend money, especially cars. This kind of industry, because in the eyes of most people in China, cars are not what they must buy in their lives, so when people don’t have money, the auto industry will naturally be very depressed. Therefore, Shanghai Volkswagen needs to recommend suitable products for different customer requirements in addition to launching more low-cost and cost-effective products.

Just like the e-commerce company Alibaba, Alibaba’s Taobao is a shopping software that groups users according to the frequency and price of items that users usually search and browse online. For example, a woman searches for a sweater online. The software will automatically recommend a lot of different sweaters on the main page when the lady opens it next time, which greatly improves the user's browsing enthusiasm and purchase rate. Of course, different price points will distinguish different consumer groups. For the same sweater, high consumers will buy genuine and original products, and low consumers will buy high imitation or even inferior products. I think Shanghai Volkswagen can make an appointment online before the customer visits the store. In the appointment, you can briefly ask some small questions, such as what car you bought last time, what series of cars you are going to buy this time, and how What brand and type of clothes do you like in daily life? These questions can classify customers of different ages and different consumption levels, Provide priority services to high-value users. Categorizing customers is conducive to customer analysis for different types of customers and formulating customer service strategies respectively.


4.2 Accurately classify customers
After the customer fills out the questionnaire, Companies need consumer-oriented segmentation, statistical classification of consumer needs and behavior characteristics, and then obtain market segmentation. This subdivision method takes the overall characteristics of consumers as the subdivision standard, and uses analytical and anatomical research methods, mainly from individual cognition (including perception, cognition, learning, attitude, motivation, needs, personality), social and cultural environment (Including demographics, family, related groups, subculture, culture) and behavioral decision-making process three different aspects to analyze. The ultimate goal of subdividing consumers' psychological characteristics and behaviors is to try to understand the inner basis of different types of consumer psychological behaviors. Since the subdivision criteria have been selected before subdivision, this type of subdivision is also called prior subdivision. In addition, the company also needs product-oriented segmentation. Usually, we can base on different marketing decision goals (product and brand positioning, pricing, advertising positioning, etc.), around specific products or brands, and based on consumer characteristics in a specific context Consumers are segmented from perspective. Specific subdivision criteria include product and brand usage rates, purchase methods, attitudes towards products or brands, benefits sought from products, attitude responses to marketing variables such as product concepts or advertising, etc. The purpose is to understand consumption in the market in order to choose the most powerful target customer group and appropriate marketing strategy, the psychological needs and consumer behavior differences of a certain type of product or brand in a specific situation. the customer can choose to visit Shanghai Volkswagen’s vehicles in two ways, which are divided into online and offline. When choosing to visit online, employees can use a head-mounted camera to take pictures of the customer in real scenes, you can also sit in the car, allowing customers to truly feel the space and decoration in the car. On the contrary, when customers choose to visit the vehicle in the store, sales can divide customers into many different types based on the results of the survey, Shanghai Volkswagen can make a detailed table according to the products purchased by each customer, and then train and sell meticulously according to the preferences of each different customer, so that each Customers who come to the store can get a more detailed and more comfortable car buying experience.

This is what we call the positioning of consumer groups. The positioning of consumer groups is to directly target a certain type of consumer group, highlighting products to serve this type of consumer group to gain the approval of the target consumer group, and combining the brand with consumers is beneficial to Enhance consumers' sense of belonging and make them feel "my own brand"。 For example, Xiali, the boss of the internationally renowned brand Lenovo, once divided the Chinese consumer market into four major groups: young white-collar workers, gamers, college students, and rural users, and used the characteristics of different consumer groups to launch different series of computers to allow each consumer the group can be satisfied with the product, thus expanding the Chinese market.

4.3 Comprehensive after-sales service
When the product is sold, we need to start a comprehensive after-sales service. The comprehensive after-sales service strategy means that the company provides consumers with all the services required for the entire after-sales process. This strategy is suitable for almost all products with high economic value and longevity. Products with a long cycle, complex structure and strong technology, at the same time, can maximize consumer satisfaction, enhance the competitiveness of enterprises, expand market share, and bring good economic and social benefits to enterprises. Comprehensive after-sales service has some traditional after-sales services that we are familiar with, and we can also use digital technology to add more methods.

4.3-1Remote maintenance strategy. 
Shanghai Volkswagen can use the company’s IT staff to create a comprehensive after-sales service website, which can contain some maintenance cases, technical assistance and other practical information. When there is a problem with the products sold by Shanghai Volkswagen, it can be the first time the case is entered into this system, and the relevant maintenance personnel will participate in the maintenance as soon as they see it and give a reasonable solution. When a similar problem occurs later, the customer can quickly find the similar problem by searching keywords. And the solution has achieved the purpose of handling technical problems conveniently and quickly.

4.3-2Establish a complete technical support center.
If a major product quality problem occurs in a car, then customers can of course choose a more professional and complete automotive technical support center to understand the situation. The technical support center will be equipped with quality experts, product engineers from Shanghai Volkswagen Research Institute and provide us with When a major failure or difficult problem occurs, the technical support center can start to work for the technical engineers of the supporting parts. Different problems can be solved by relevant experts to help customers solve problems better and faster.

Tracking high-tech services. This service is still in the blue ocean market and is an immature technology, but it will definitely become the mainstream in the future and occupy a large market.

4.3-3 "Tracking" service
First of all, we can add a small chip to every Shanghai Volkswagen car product. In addition to being used as GPS positioning, it can also detect the car’s fuel, tire saturation, and wear of the engine and some parts. Circumstances, once the vehicle is found to have any safety hazards, an AI machine at the customer service center will call the owner to report the situation. For example, if the owner of a Shanghai Volkswagen car is driving on a highway, one of the tires of the vehicle In the event of insufficient gas, the chip will automatically detect the problem and feed it back to the service center. After receiving the feedback, the service center will immediately call the owner to inform the situation to avoid greater accidents. In addition, the chip will also learn to update. If some unknown unexpected situation is encountered, the customer will report it back to the service center, and the technician will record it and issue a new instruction. If there are similar problems in the future, the chip can make corresponding feedback.

4.3-4 artificial intelligence
In addition to installing the chip to find problems, customers can also call the service center of Shanghai Volkswagen at any time. Unified is AI to answer customer questions intelligently. AI can find corresponding questions based on keywords and give several reasonable solutions. There is no doubt that AI will become smarter and smarter with big data. If there is a problem that AI cannot solve, it can be transferred to manual customer service, which greatly saves human resources and reduces costs.

In addition, the service center will also classify the products sold, and regularly inquire about the vehicle usage and problem feedback of the owner. If a problem is found to occur in large numbers, the service center should find a way to solve it, and then send the solution to all owners the owner of the type car. Realize humanized service.

4.3-5Improve service center status
Finally, I think that the status of the service center should be improved in the future, because now is entering a service-oriented era, and most companies are pursuing high-level services. Data shows that customers who need after-sales service account for 20% of all customers, and about 80% of customers who have opinions but will not complain will not come again, but if the complaints are handled properly, about 98% of customers will come again, For companies with poor service, the average annual performance growth rate is only 1%, while the market share will drop by 2%.. For companies with high service quality, the average annual growth rate of performance is 12%, and the market growth rate is 6%. The cost of developing a new customer is 5 times the cost of keeping an old customer, and the loss of an old customer can only be made up for by gaining 10 new customers. These are enough to show the importance of the service center for a large company like Shanghai Volkswagen. I think it can break the current low requirements for service centers. The service center can be upgraded to a high-level position in a company, and only elite talents in each position can be promoted to the company’s service center, because the customers directly facing this position also directly affect the customer’s buying experience. Only professional company employees In order to better answer customer questions and retain more customers, it also solves a series of problems such as high turnover of service center personnel and high training costs.
Secondly, I believe that services should be classified in detail. Each type of car should have its own service personnel. The company should provide each service personnel with the vehicle they serve, because only those who have actually driven the vehicle Will understand consumers, so that each customer service can better understand the problems that customers say, and can also firmly retain the company's talents.


5.Analysis and feedback
Next, we analyze the results and some deficiencies that may be caused by our proposed plans and strategies. The first is the questionnaire survey for customers. The questionnaire survey questions are very important. If they are too revealing and want to know the customer’s consumption level, they will feel uncomfortable and even feel that their privacy has been exposed. If the question is too cryptic, it will not be possible. Very accurate understanding and classification of customers. Therefore, it is very important to come up with problems that do not expose privacy and can accurately determine the types of customers.

Next, we will discuss online experience car products. Online experience car products are a kind of experience marketing. Customer value is the core of experience marketing. Meeting customer needs is the basic goal. Only by constantly satisfying customers can customers accept what you sell the company can only win customer satisfaction and loyalty with its products and services. Therefore, the first thing you must do to experience car products online is to be authentic enough, because for customers who cannot go to the store to experience the current epidemic or regional problems, they want a scene that is closer to reality. In the future, in addition to making more Three-dimensional head-mounted cameras are available for customers to experience, and VR technology can also be considered to simulate the scene in the store. It is worth mentioning that if the online experience is sufficiently complete, most of the customers may only choose the online experience, which may result in too many people online and no one to visit offline, so in the future, the online experience will be ranked Service may also be a trend.

When we mentioned the remote maintenance strategy. When it comes to remote maintenance, it is associated with user security issues. It may take a lot of energy and time to use remote maintenance websites to ensure that users are not stolen by some illegal personnel when uploading their information and photos using remote websites. This remotely maintained website may not have too many cases and users in the early stage, so it needs a lot of user experience, and then a little bit of improvement of the website system. The second is the problem of artificial AI. If you want to build a complete AI system at this stage，you need the support and application of big data. The era of big data will become more and more perfect in the future, so how to protect customers in the era of big data Privacy and the ability to quickly extract customer information is a question worth considering.

Finally, I want to talk about the status and importance of customer service. First of all, the customer service center is a big macro perspective. Compared with other departments such as sales, the customer service center can better serve customers from the perspective and interests of customers. Customers have a good consumption experience. Therefore, many companies now regard a good user experience as an operation method. Compared with those companies that cannot find a way out in traditional operations, a good customer service center may be a good operation mode. Therefore, in this fast-developing society, customer service requires not only a complete system to request, but also "seeking change". The customer service center also needs to constantly change for the trend of the times, and can be keenly aware of social changes and make corresponding changes. The corresponding response is also necessary for our information society. The customer service center must constantly adapt to new changes, and constantly innovate the company's business and improve its business capabilities. These are the capabilities of talents in this society. Therefore, talents with these capabilities are also one of the aspects that Shanghai Volkswagen needs to consider in the future.
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Appendix
company background

In November 1978, during the period of reform and opening up, the Chinese leader Deng Xiaoping personally gave instructions, and since then opened the prelude to the Sino-foreign joint venture of Chinese cars. Later, after 6 years of continuous efforts, in October 1984, the Chinese and German parties were in Beijing's Great Hall Shanghai Volkswagen was officially born after signing a formal operating contract. 

In the subsequent business roads, Shanghai Volkswagen has taken a different approach and found a unique way-using foreign capital and introducing advanced foreign technology. At that time, it promoted the overall development of China's automobiles, and provided novel development concepts and practical models, which pointed out a good path for other domestic automobile companies at that time. In addition, Shanghai Volkswagen is also continuously expanding its production scale, and has promoted the mass production of Chinese car parts. At that time, this big move drove the development of a large number of supporting industries and formed an internationalization in the future. The production level laid the foundation and played an irreplaceable role for the subsequent rapid development of China's automobiles.

In the later stage of Shanghai Volkswagen, the company's registered capital has increased from 160 million yuan to 11.5 billion yuan, and its total assets have increased from 980 million yuan to 36.94 billion yuan. After three phases of technological transformation and asset acquisition, Shanghai Volkswagen's annual sales volume can still exceed 2 million units until 2019, which is also a top r
anking in China and is currently the largest car company in China.
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