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[bookmark: _Toc80695145]Organization Background
viagogo is an online platform for buying and selling tickets for events such as sports, music, and entertainment globally. Its mission is to offer buyers the widest possible selection of tickets, adjusting to their tastes and needs, and to help private sellers, as well as large multinational organizations, to reach a global audience.
This organization has been founded in 2006 by Eric Baker, co-founder of US based StubHub. It launched partnerships with few large organizations such as Tomorrowland, Chelsea F.C Manchester United F.C Rugby Federation, Melbourne-based AFL clubs and others around the world, offering their selection of season tickets for matches and concerts.
Its business model is to sell second-hand tickets. During the purchase process, buyers will be able to see the actual face value of the tickets, the price listed by the seller plus booking fee.
According to similarweb.com, viagogo has the largest online market traffic with 94.49% with a recent increase of 26.48% compared to his competitors in the UK
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 (Similarweb.comLTD, 2021).
[bookmark: _Toc80695146]Organization inside Customer Service Operation
viagogo’s customer service had to adjust to changes of technology throughout the years, and one of the largest investments that this organization has made has been building their own software specially for their customer service and app developing. Few tools that they have made was:
· Customer Service Response tool (CSR): This tool is the main tool where customers service agent can review:
· Customer details
· Order history 
· Order status
· Customer emails 
· Substitute order with other seller listings 

· Customer Service-Learning Tool (CSL): This tool is used for training
· Mass Email Too (MET): This tool use to elaborate emails that would be sent in large scale and have the ability to pick up the customer chosen language and send the correct translation.
· Last minute Sale tool (LMS): This tool has been designed to show any last minutes sales to allocated pick up section and help the agents to provide the assistance customers with the order pick up and sellers drop of tickets time.
The company also has invested in build and app, this was customers are able to make, change or edit any order from any devise anywhere. This increase the amount of contact for customer service and customers would be able to make contact through this app.
Customer Service department is one of the vital areas of any organization, this because with happy customers company builds better reputation. Consumer lifetime value revels the amount of money a consumer potentially brings to a company over the course of their engagement. 
viagogo operates over 30 countries, which means that their customer service must be a multilingual, initially customer service was standard to every region, however, due to shown data gather during the last 5 years by the company, customer satisfaction has increased by 75% as their emails are standard emails and do not reach customer expectations. The company has discovered that they would need to improve the department should be adjusted by region as customer behaver changes according by each country; as an example, Brazil would rather call the company to request information as they are more use to direct contact then UK customers that prefers to send emails to organizations to request information.
[bookmark: _Toc80695147]Nature of the Problem
As the company has grown in the past 10 years and reached more market, has also grow the demand and the problems. The company has expanded so much and so quickly, that hasn’t had the time to adjust to the changes.
The biggest issue the company faces is poor communication between customer services departments, following by poor customer service quality, for example:
· Wrong spelling.
· Wrong translation email.
· Incorrect information provided
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Trustpilot UK reaching a low rate of 1.6 (bad) and decreasing the sales and profits. (Trustpilot, n.d.)
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Decrease on sales 


Registered a decrease on revenue by low reputation


Low customer rate registered in the last 6 months
· Trustpilot 1.6 (bad)
· ReclameAqui Brazil 4.4/10
Customer satisfaction has decreased 75%
· Poor emails
· Incorrect email translations
· Incorrect information provided
viagogo has 94.49% of online traffic last registered and this increased by 26.48%
Registered a decrease on revenue by low reputation
Poor communication between CS departments
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Online tools to prevent paper usage




Legal restrictions from CMA (Competition and Market Authority

Decrease profit due to poor CS 

Investment in new team and tools

Company potential fine due to lawsuits
Employment Dissatisfaction within the company due to extra work 

Lack of communication 

Tension between department and employees



 
Potential lawsuits from customers due to services dissatisfaction 



Negative impact in social media 

Need for more training tools
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Cause and Effect Diagram


Technology

Customers
Finance

Loses in compensation and refund
Dissatisfaction with the service


Lack of invested in training tools

Increase customer contact and complaints
Losses in potential profit due to bad reputation


Potential customer Lawsuits
Low rate in Trustpilot and other rating sites
Bad comments in social media
Poor Workflows
Poor Training
Lack for job Motivation
Tension within Departments
viagogo
CS Issues
CMA investigations
Social Media Impact
Legal
Organization Departments
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Solution 01 
· Build a clear workflow for employees and share them across CS department. 
· Build a strong training Material to provide to CS agents, supervisors, and managers.
· Develop better training tools, and provide training regularly
· Elaborate adequate email templates in the correct language for customers. 
Solution 02 
· Regular one to one meeting with staff. 
· Provide weekly memos
[bookmark: _Toc80695153]PMI Decision Making tool
viagogo Customer Service Dissatisfaction
[bookmark: _Toc80695154]Solution 01 – 
· Build a clear workflow for employees and share them across CS department. 
· Build a strong training Material to provide to CS agents, supervisors, and managers.
· Develop better training tools, and provide training regular
· Elaborate adequate email templates in the correct language for customers. 
 PMI Model (score scale is 5)
	Plus Points
	Minus Points
	Interesting Points

	1. Allow employees to know what each department does (+5)
	2. Extra management time to conduct one to ones (-3)
	1. Improve CS Level (+5)

	3. Determine if additional support is need by agents ((+5)
	2.  Budget to provide/Improve training equipment-Software
 (-4)
	2. Increase employees’ confidence about the job (+5)

	4. Re-enforce company values (+4)
	3. Time off job hours to train 
(-3) 
	3. Help Customer trust (+4)

	5. 4. Evaluate if any Training material needs to be updated (+5)
	4. Budget for training tools (-3)
	4. Increase Customer Satisfaction (+5)

	6. 5. Guarantee CS quality (+5)
	
	

	7. 6. Ensure that customers received the right information (+5)
	
	

	8. 7. Reduced unnecessary customer contact and complaints (+5)
	
	

	Total Plus Points = 34
	Minus Points = -13
	Interesting Points = +19



Final Value for solution 01 = 34 + 19 – 13 = + 40

[bookmark: _Toc80695155]
Solution 02 
· Regular one to one meeting with staff
· Elaborate adequate email templates in the correct language for customers. 
· Provide weekly memos
PMI Model (score scale is 5) 
	Plus Points
	Minus Points
	Interesting Points

	
	
	

	1. Allow supervisor to identify if more support is needed to agents (+5)
	1. Disagreement on the workflow (-2)
	1. Business runs smooth (+5)

	2. Avoid Mistakes and miss understanding (+5)
	2. Designated team to evaluate template e-mails (-3)
	2. Clarity between departments (+4)

	3. Clarity among the teams (+5)
	
	

	Total Plus Points = 15
	Minus Points = -5
	Interesting Points = +14



Final Value for solution 01 = 15 + 14 - 5 = +24




[bookmark: _Toc80695156]Plan Evaluation
The Solution with the higher score was solution, this must be introduced gradually and be monitored frequently
As explained above the two biggest issues in the company is the poor communication between CS departments which leads to poor customer service, this has affected the company image and credibility for its customers.
Management has reviewed and identified that those two issues has cost the company millions, and unnecessary company workload, alongside with a terrible reputation which affects the company future potential profits and risk for customer to initiate lawsuits.
Implementation Schedule 
	Task
	Duration
	Resources required

	Present your proposal to the management
	2 days
	Laptop, office room

	Arranging a meeting to explain your solution (PMI Tool)
	3 days
	Laptop, projector, digital screen, and an office room

	Highlight the budget
	3 days 
	Financial statement 

	Plan Approval
	15 days
	Laptop projector, financial report, office room

	Arrange review meetings
	1 day per week for 12 weeks
	Laptop, projector, feedback report




To ensure the presented solution will have a security, a team will be designated for this project with a close revision my management. The full list of resources needed to present it and start initiating this proposal are:
· Laptops
· Office rooms
· Digital Screen
· Financial statement
The documentation is now completed and once a week a meeting will be carryout with management to a full report of the progress, which include a data report of customer contract, full review of email templates, a survey from employees across the CS department, make improvement suggested by management if necessary.
As it shows in the above PMI table, solution 1 will have more development and the cost would be higher, solution 1 will have better outcome for the company than solution 2. 
To implement the solution 1, it would require:
·  5 agent that speaks the languages where the organization operates, review template emails and adjust/correct accordingly.
· 1 supervisor/manager to lead the project.
· Training Material for training purposes
· 1 web developer to improve online training tools		
An Implementation plan will be intruded to the management for approval. 
Meeting review:

	Meeting Review Agenda 

	
	Date of the meeting 
	27 August 2021
	

	
	Attendees
	Manager Director
CS Manager
Operation Manager
Last Minute Sales Manager
Fraud Manager
Web Manager
	

	
	
	

	
	Reviewed
	Notes
	Includes
	
	

	
	Review CS process
	Process has been reviewed and amendments suggested
	Management Review, Review quality Policy and objectives
	
	
	

	
	Review each department workflow
	Flow has been checked 
	Documents policies
	
	
	

	
	Review current training material
	Discussion of updates on training has been made
	Document, review process
	
	
	

	
	Review communication channels 
	Pyramidal contact will be mandatory
	Approve and eliminate unnecessary contact
	
	
	

	
	Review new recruits for the project
	Discussed recruitment process and time frame
	List of skills for recruiting
	
	
	

	
	Review each market target
	Discussed which market requires more attention
	Plan strategies 
	
	
	

	
	Develop planning 
	Discuss full plan details of the project
	Planification review
	
	
	

	
	Monitoring
	Discuss monitoring requirement and plans of prevention
	Monitoring process
	
	
	

	
	
	



Review:
After the proposal Management has decided to proceed with solution 1, although this option will require a bigger budget, as shown above has more benefit in the long run. Management noticed that:
· CS quality has improved after training
· Work atmosphere is much more present 
· Survey confirmed that 95% of employees knows the workflow and is happy to carry out their jobs
· After gathering data, it shows that 1 out of 10 customers returned for further information regarding their order. 
· Losses in refunds and compensations has decreased
Management is very satisfied with their result and will continue to conduct improvement, to make sure there is not fall back
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[bookmark: _Toc80695157]Conclusion

As shown in this report a poor communication within organization has a very high consequences, as viagogo has developed into the business in fast way, was not able to catch-up with-it customer needs and adapt their customer service to each market. 
By analysing the issue and break it down in simple factors, helped to elaborate solutions options and in this case was solution 1. With the selected changes has impact positively in the company to its customer and employees, it has made a difference, of customer contact and complaints, the environment at the workplace.
Customer service department is one of the most important in a company as this the only department that will be facing the customers, investing in staff training, amend workflows and improve communication channels only create a good work relation. Good communication is vital to maintain a company floating as everyone is working towards the same goal, which is provide the best service to all customers and increase company profits. 
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