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                                                    Introduction: 

This report is based on a case study given by the university. the aim is to apply CRM knowledge into the chosen organisation which is Lebara. Also, how external factors such as covid 19 affect or influence organisation culture quality system in this organisation. I have never worked in this company but, one of my family members is presently working there (sister). Also, by the end of this report it should be able to show you how this organisation is able to maintain/achieve a good customer relationship.
 I will be introducing CRM models such as Servqual Model and VCM. I will be giving a brief introduction about the history background of lebara and, I will outline the two CRM problems in the organisation which are, language problem, and poor international calls. I will be also talking about their large immigrant community, and the CRM problem they are facing due to the covid 19 pandemic. And the lack of good customer service their customers are getting from lebara.
Due to lack of good preparation that cause a crash in their system because of the high traffic in their network. And the reason for that busy traffic in their network is due to their immigrant customers who majority of them need to call their loved one’s home, to check on them during this pandemic. Also, in this report I will be giving a brief introduction of CRM and I will also briefly be talking about the introduced CRM Models, which are Servqual and VCM model. And I will give a brief review about both models and recommend one of these models to help solve the CRM problems in the company. and briefly explain the reason why I think the chosen Model is the most suitable to solve the problems, and I will recommend one of these Models and finally implement it to solve the problems.




                                               Company Context:

 According to (Lebara.com, 2021) Lbara is a British phone card company which was founded in 2001 by, Ratheesan Yoganathan, Rasiah Ranjith Leon, and Baskaran Kandiah. They had a vision to revolutionise the international calling market. With the aim to enable immigrants from different parts of Europe to be able to communicate to their loved one’s back home, for a very reasonable price, which they were successfully able to achieve. Their inspiration came from Telenor building during their journey to Bergen airport, that led to the creating of Lebara which now represent a lot of communities.
When Lebara was first launched, they were selling international calling card through independent telephone shops. By 2004, they where able to launch a low-cost international service in the Netherlands, where they were selling sim cards through Mobile carrier Telfort. Later they were successfully able to launch in 7 other countries including France, the United Kingdom, Spain, Germany, Denmark, Switzerland, and Australia. Their main aim is to provide a high-quality service for a low price. Since it was founded in 2001 it was seen as one of the fastest growing pan-European mobile companies.

They are now owned by Vieo B.V., and Alchemy and Triton are the majority shareholder since 2019 from Palmarium. In 2017 they where successfully able to launch their first monthly post-paid sims contract in the Netherlands. The aim of this business venture is to expand their customer base. Lebara have over 275 thousand outlets, an active growing customer base over 3.5 million, and an annual turnover over of 400 million. Their focus currently is on the international calling market, and they gives offers such as post pay services and sim-only plans. They have plans to offer services as 5G to its customers as soon as its available. The culture of this organisation is based on innovation and business successes. and its workforce is very diverse, and its customer service is one of the best with many industry prizes.  

Palmarium strongly supports lebara and its expertise in growing in its digitalisation process. Its founders are no longer in the company. They have a new leadership, and its CEO is Graeme Oxby. who is very experienced, and he is not only CEO for Lebara but also Three and Virgin. He was able to transform Virgin from a prepay telecom company to a contract business. He was recently appointed as managing director for Liberty Global Europe Mobile Business, where he was successfully able to launch five new areas. According to Oxby, lebara is vibrant and excited when it comes to business growth, and convinced that with its potency, and the new leadership, and strong shareholders in the organisation it will take the business to a whole other level. 

Lebara is a very multicultural organisation. According to (C. B. Okpala. 2011)  To facilitate unity in a multicultural setting organisation like Lebara, can be very challenging.  because of the diverse methods of expression. Cultural norms, and way of life that can poses a big threat to the organisation. Even though when it facilitated successfully, the outcome can be very amazing. According to (A, Farah, at, El. 2013) Lebara contact centre places a lot of emphasis when it comes to workplace culture. You can tell from their engagement score record, how fun and vibrant the environment is, wherein the culture is the main factor. From activities like ‘’Smile Fridays’’, and ‘’Daily Morning Stretches’’ and even ‘’Nights out’’ just for staffs to engage in the organisation social media tools. Having established the important of a well facilitated multicultural organisation culture, managers must not only focus on the staffs when it comes to organisation culture but also the customers service culture because both are just as important.



 Therefore, by looking at opportunities when it comes to value of co-creation, managers must have a consideration of the nature of their business, the culture in the organisation and a recent understanding about their customers needs and behaviour. You will not have the customer cooperation if they did not feel like they are valued, or they are appreciated. therefore, it is very important for an organisation not to confuse the customer value, with the organisation values. Many organisations will be agreed that understanding the behaviours of customers is crucial when it comes to meet their expectations. And Lebara knows that they need the customer full cooperation to achieve this. Insight research with the cooperation of its customers will help the organisation to provides it customer needs. Company’s need customers feedback and data collection to understand why customers are not satisfy or unhappy with the organisation.

One of the CRM problems Lebara is facing during this pandemic is poor international call quality, Due to heavy traffic in their network system. which lebara did not take into consideration, that their network will be very busy. Because of its huge immigrant community, and majority of these customers need to call very often their loved one’s home during this pandemic, to check on their wellbeing. Because of their lack of covid 19 preparation, their system was unable to sustain its high demand service that led to customers dissatisfaction. The other CRM problems at Lebara is communication problem, whenever clients call the customer service line for help. Because most of their customers are immigrants who just moved to Europe, they could only speak their language from country of origin. Therefore, because of that reason, the staffs were finding it very difficult to communicate to their immigrants’ customers to understand their complains. That led to customers very un-happy and dissatisfied with the poor customer service. However, this report will offer solutions to solve these CRM problems in this organisation.
The reason why lebara have a large immigrant community is based on factors such as low price, high international call quality. but now it seems like they have loose one of those important factors, which is the international call quality. So, if they fail to provide a good quality call to their customers, or poor customer service whenever client call, they will probably lose a lot of their customer base. And the perspective of consumers when exploring their behaviours, in what can determine their preference in any service is a good service consistency. However, if this problem is not taken care of it will cost the company to lose client. However, if these problems are taken care of the benefits will be customers satisfaction, good customer service, and finally the company will see a tremendous growth in revenue. So, Lebara need to take a quick action. Considering in this critical time wherein new communication technology system such as WhatsApp, Snapchat, Facebook, and many others are moving very fast. So, it is easy for lebara consumers to shift to these communication mediums because they are free of charge. 
According to (M. George. 2017) because of the fast growing of Telecommunication Mediums such as WhatsApp, Snapchat, Facebook, and many others, it is very likely that the trend will shift to these mediums of communication.  Because they are free of charge, and easy access, and because they are in many of our smartphones. Therefore, traditional telecommunication like Lebara must improve their quality, so they will not end up like blackberry or they must not ignore these medium like blackberry did couple of years ago that cost the whole company to crash, because their customers switch to, I phone and Samsung. So therefore, in reference to these problems I have highlighted I will use the servqual model to help solve these problems.




                                      Model Review: 


I will review Servqual and the VCM model in reference to the problem I have underlined in this report.
Servqual Model:

(Toolshero, 2021). Valarie Zeithaml, A. Parasuraman, and Leonard Berry invented this model in 1988. It is a way to calculate and obtain customer experience quality service. At first it highlights on its quality system development in the field of quality product. As it goes further in time, its turn out to be even more vital when it comes to improving the quality of services it related to. When service quality is improved it will give the organisation an advantage. Furthermore, service overall become more important, and the outcome is that it’s had big impact during the eighties. In those days it is an abstract when measuring service and it was not simply measurable.

The name Servqual is the short cut for service quality. Therefor my understanding about Servqual is that it measures the quality service of the organisation, so it is literally aimed to find the gap in the service the organisation gives. the whole model is based on the thought that, customers perceive certain service or accept certain service.  therefore, that gap is the zone of tolerance, and it is very important for a company to able to go about that zone of tolerance. Meaning as a company, you can kind of play with that zone of tolerance to meet the customers expectation. 

















VCM Model:
(Techopedia, 2021). The Value Chain Management Model (VCM) is seen as a business strategic which analyse tool, which is used for continuous integration, and value of collaborated components of chains, and resources. Its focus is to minimize resources and gain access to the value in every chain level, ensuring the best possible process. combination, reduce stocks, improve production, and increase customer satisfaction. (L, D, V, Xavier. 2006). By using the VCM model it helps organisation to decide effectively how the activities values are best delivered and organized in the organisation and the chain values to provide effectiveness in cost service and customer support service.



                                           Model Selection:
The chosen model to help solve these problems at Lebara will be the Servqual model. The reason why I choose to use this model is because it is easy to adapt on any occasion. Therefore, I am going to show in this report that it will help solve the CRM problems in this organisation. And the reason why I think VCM will not be suitable like the Servqual is because, it does not have all the elements to help solve these problems. Even though this model has some piece like improve customer satisfaction which is very needed at Lebara because their customers are very unsatisfied with their Customer Service. But the Servqual Model has that element as well therefor, it is not necessary to use VCM Model for this report. on the other hand, Servqual have all the elements which is needed to help solve these problems. 







                                            Application: 

The Servqual model explains the gap between what the company thinks the customer wants, and what the customer thinks that the company will deliver. so, if these types of gaps exist it is because the company didn’t do their research about what the customers really want. therefor it is basically lack of marketing research. For instance, a customer will expect a certain service quality, and when they finally get the service, it could be above or below their expectation. so, in lebara case, the customers were expecting a good quality international call which they were unable to offer their customers. instead, they get a very poor service that led to dissatisfaction. Another gap could be the delivery of service, in this case the customers were expecting lebara to have staffs in place who can speak their language. so, they will not have trouble whenever they contacted the customer service for help. 
However, the service quality has been measuring with certain dimensions. but the most suitable one to use is the Rater dimension. which consist of Reliable, Assurance, Tangibles, Empathy, and Responsiveness.
These are the problems Lebara is facing and to solve them I will be using these 5 Servqual dimensions.
Reliable: Organisation must fulfil its promises to its customers which in lebara case, is that they promised their customers a good international quality call. And it is fair to say they were unable to do so because, their customers were not satisfied with the service they were offered. Therefore, they were unable to show reliability to their customers. And Lebara will have to find a solution to solve this problem, because customers only stay in the company if the company keep their promises, especially when it comes to services their customers are buying.
Assurance: Organisations must covey assurance to its customers, by providing facilities in place for situations like the pandemic. it will give customers the feeling that they can rely on the organisation, and they will not feel let down like the way Lebara immigrant community feeling because of the poor customer service. due to language problem which is the organisation responsibility to make sure they give every customer a good service, by putting the right facilities in place. And by doing so, customers will have trust and confidence in the company.
Tangibles: because service can be Tangible, Organisation must demonstrate a good Tangible facility to its customers. by making sure staffs are well trained well-spoken and they must have enough information materials in place for the customers. And they must make sure they have physical present in customers environments.  
Empathy: it teaches organisation how to take care of their customers. for instance, whenever they have a poor customer service, they must have compensation facilities for its customers. Like, setting up a free phone cards compensation package for its immigrant community to show a sign of Empathy towards the dissatisfied customers. By doing so it will increase the customers loyalty for the company, and by not doing so, they will search for attention elsewhere.
Responsiveness:
This is the will to help customers and provide them the quick service they require. This dimension demonstrates alertness, and punctuality, when dealing with customers request. therefor it teaches you how fast you can respond to your customers problems. However, customers in this internet era, can easily share their customers experience to other customers. therefore, it is very important to make sure that your responsiveness to your customers is very effective. Because poor responsiveness can easily destroy your business.






                                           Recommendations:

I will recommend this these five Servqual elements to solve these problems.
Reliability: in other to be reliable, the company must be able to manage reliability. Because in business one of the basic is to do what you promise your customers you will do. it is bad for business if you get to the habit of saying something and in the end, you do not do it. As an organisation, reliability must be your top priority. The best way building reliability with customers is to start strong and finish even stronger. Focus on your timeline, by checking if you have done too much or, make sure that you have not done things that are outside of your skillset, that will make the work difficult to fulfil.  It is better to say I can’t do this now but, I will get it done in a certain period. than to say yes and end up not delivered. Therefore, this Element is very vital for Lebara to use, when it comes to delivering good quality international calls to its large immigrants’ community. Therefore, to solve this poor network problem, I will recommend developing a reliable network technology that can sustain the heavy traffic in the network system. because the network technology system they have now in place is not reliable. Especially if the system shut down due to many customers using the network at the same time. In a difficult time like this (covid 19) customers deserve a reliable network to talk to their loved ones back home. And a big company like Lebara should be able to give them good service.
Assurance: To gain success in your organisation, you must guarantee your customers quality of assurance. because you will experience a rapid customer growth, as your business starts to grow. In this early period in your business can be very crucial because, you may lose the quality, and consistency, that you normally give your customers. in this crucial moment, your customers will need Assurance that you will ensure that they have the customer experience satisfaction. customer assurance is basically the steps you take to enhance quality performance, like get to know your customer base, understand what the customer needs are.  Lebara can implement this Servqual element, by having systems in place that can monitor their customer base, managers must have face to face weekly interviews with their staffs, to make sure that staffs are offering the best customer service. 
Managers must make sure that they have a system in place to give feed backs to staffs, so they can improve. They must set up a platform where client can voice their opinion, when things are not going well. And by engaging with the customers can give your customers some Assurance. And I will recommend Lebara to develop a universal language translation app system, that customers can download on there smartphones. so, whenever they receive message from the client service, it will automatically be translated in their local languages. and lebara must also do a data base research on their immigrant populations by regions and try to find out the nationalities of the immigrants that have the most population. So, they can hire somebody of that community. for instance, if the data research result says the Somalia community have the most population in that region, then they should hire a Somalia who can speak the language of that community. therefor whenever they need help, they would not worry about a staff who cannot understand them. because now they have one of their own who can understand them. and customers will be happy and happy customers helps the company growth. by doing so you have not only solved the CRM problem, but you have created a job for someone from that community.  which will even make the customer relationship even stronger because you have in some way exercise loyalty, and that will make your customer base even stronger.

Tangibles:
 physical interaction with customers is very important therefore, customers will appreciate some form of tangible way of communication between them and the organisation. so I will recommend therefore to have system in place that physical interaction with customers can occur. like setting up workshops where staffs will have a one-to-one interaction with customers. so, they can give their honest feedback about the things that they don’t like about the company, and what needed to be change, this will help the company greatly. because it is a way to collect customer data in a physical form. I will recommend also to adding some tangibility ways such as, sending lebara greetings cards to recent customers. And that will not only make customers feel appreciated, but it will bring Lebara physical present in their environment. which is needed considering the emotional impact these pandemics have cause in the world in general. Such a gesture will bring customers closer to the organisation, and it will help improve customer service.

Empathy: it is very important to show Empathy to your customers, especially when you are dealing with dissatisfied customers or unhappy customers. This element will make them understand that you clearly understand what they are going through, and that you a personally involved and interested in them. So therefore, to implement this element it is important to take the less formal approach when addressing your unhappy customers. By being less formal they will relate more to you, and they will receive your message with Empathy. This way of interacting with the customers by showing them that you understand their frustration, will automatically make your customer believe that they are in good hands. And you will be doing everything in your power to take care of their problem. 
Empathy is a form of giving your customers the assurance, that you’re a committed to solve their complain and let them recognise that you care.  Because you have made your self one of them, by absorbing their problem in an Empathetic way. However, it is very vital in this element to give the customers the feeling that whatever they are expressing, you have listened. however, you must give them the opportunity to correct you by involving them in the conversation. by using empathetic phrase like, I just want to make sure I understand so please, if I miss any part, I hope you will not mind correcting me, I will appreciate it. this type of technique will give any unhappy or dissatisfy customer a sense of calmness


Responsiveness, this element basically teaches you how fast you can respond to your customers. in this internet day an age wherein customers can easily share their customers experience, it is very important to make sure that your responsiveness to your customers is very effective. because poor responsiveness can easily destroy your business. You offer a bad customer service, if your customer must wait for five to six days for an email respond. Therefore, I will recommend Lebara to set up a special responsive unit, for their large immigrant population. So, their problem will be solved as quick as possible. And also, I will recommend setting up a lebara technology app, so that customers can download it on their phones, where their complains can be responsive in 24 hours
                                          Conclusion:

In conclusion, this report has looked at one of the biggest phone card companies in Europe. And it has given a brief introduction about the history, and background of the company. Furthermore, it has showed how it has revolutionised the international calling system, and have helped immigrants all over Europe, to able to communicate to their loved ones back home for a low cost. However, it has also highlighted the problems in the company due to the pandemic. and how the covid 19 has impacted their calling system since their large immigrant community had to call their loved one’s home. which led to a very busy network that the system crashed, and customers were very dissatisfied. It has also showed how important it is to keep the customers satisfied because, bad customer service is not good for business.
This report has also look at the important of CRM in the organisation. It has also showed how a good CRM can help improve growth in the organisation, and a poor customer service will not only make your customers unhappy, but it can also make you lose them to your competitors.
This report has introduced two CRM models, the Servqual and the VCM models. and it has selected two models in the model selection section, for a brief introduction to the models and, have able to give review about both these models. Furthermore, it has also managed to choose the appropriate model that suitable to apply, in trying to help solve the company problems. However, it has given recommendations about how it can be applied, to help solve the problems in the organisation. furthermore, it has detailed the chosen model, which is the Servqual, and has explain it five elements. It has used these elements to solve the company problems and has successful in solving the problems. finally, this report has demonstrated the ability how to solve problems in the organisation by using these CRM models.
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