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Executive Summary

The purpose of this paper is to discuss customer experience during COVID-19 and how it is possible to improve service by using different strategies and models. As a case study organisation I have chosen Jumia, the biggest e-commerce website in Africa that is being used in more than 14 countries across Africa. Despite the problems it has faced, Jumia had increased profits during 2020 because of the pandemic. In this paper I provide ways in which Jumia can provide better customer service in order to achieve better relationships with its customers. 

Models: Throughout the paper I am using the CRM model for customer relationships management, the QMS in order to discuss quality processes and its relation to the gap of expectations that customers phase. Finally, I use the 7ps marketing mix in order to discuss the effective quality systems that Jumia has implemented, focusing on partnerships.

Recommendations: Finally, I provide two different recommendations based on customer service during COVID-19 and how it can be improved by having more options available and I also suggest safer ways to conduct payments and general safety precautions that Jumia needs to adopt for customers to feel safer. 










Introduction
COVID-19 has changed the way people live all around the globe and has influenced work life, entertainment, travel etc. like we have never seen before in any other pandemic. Many countries struggle with strict measures regarding social distancing. Many businesses have closed temporarily until lockdowns are over, and other businesses were forced to shut down permanently due to financial reasons. 
For this reason, many organisations have started seeking alternative ways to serve their customers in order to keep them and make profit during the pandemic and also after the COVID-19 situation is over. Online shopping, also known as e-commerce, has been the only way for most organisations to keep going and operate at least to an extent. Online shopping did not become popular thanks to the pandemic, but it definitely helped many businesses grow and others to make even more profit.
However, not every business is able to offer online shopping or even online services due to the nature of the organisation, and therefore these businesses are the ones that suffer the most due to the COVID-19. Some of these businesses are related to hair-salons, spas, tattoo parlours, clubs, casinos etc., which were forced to completely close due to hygiene reasons. While restaurants are not able to serve customers normally, many have adopted the “take-away” method so customers can order their food online and pick it up from their local restaurant. 
In the case of restaurants for example, they have found a way to adapt to the situation, at least temporarily, in order to keep the business going as much as possible. However, providing online ordering is not enough to keep the organisation going. In this pandemic, businesses need to adapt to their customers’ needs and provide high-quality experience and service. Creating and maintaining a good relationship with customers will not only help with profits during the pandemic but will also make their relationship stronger after CODIV-19.  

Case Study Organisation
In this assignment I will focus on an organisation that is based on e-commerce called Jumia. This company is what many call “Africa’s Amazon or Alibaba” (Hale, 2020) because it works in a similar way and it is the only e-commerce company that operates in many African countries. Jumia is the first and largest African tech company to have entered the New York Stock Exchange (Kazeem, 2020).
While Jumia has lost a lot of profit since it was first established in 2012 (Culliney, 2020) due to shareholders selling their shares (Jumia: The e-commerce start-up that fell from grace, 2020), Jumia has seen an increase in online orders due to COVID-19. Moreover, the government of South Africa has allowed Jumia to sell necessary hygiene products like hand sanitizers, masks, soaps etc., which in turn has helped increase their profits during the pandemic (Culliney, 2020).
In addition, Jumia reported having its highest earnings in a long time because of the pandemic and their orders were four times more than they were before, having reached almost six and a half million orders for the first four months of 2020 (Ehl, 2020). The reason for this success despite previous failures in Jumia’s profit is based on some differences the company has implemented in order to adapt the virus and keeping people safe. One of the steps that Jumia took in order to keep people safe and keep delivering goods is providing contactless payments. 

Methodology
These changes that companies employ in order to fit customers’ needs will be discussed in this assignment by using different strategies and models. The model that I will use is the customer relationship management model (CRM) in order to analyse the practices that Jumia employs and how it fits to the different factors that the organisation is facing both before and during the pandemic. I will also use the quality management system (QMS) and the 7ps marketing mix model in order to explain how the company can grow and develop based on prioritising and improving customer service.
I will also refer to various strategies that are based on providing the best customer experience and provide pictures in order to explain customer experience strategies. 

Critical analysis of factors that influence the organisation
The main goal of this assignment is to answer how organisations can adapt to situations like COVID-19 and how they can create stable and good relationships with customers. To answer this question, I will first define what customer service is and why it is important for the organisation and its development. I will also discuss internal and external factors that have an effect on the quality of the case study organisation and how they can be improved if they can.

Customer Service 
 Customer service refers to the interaction between the person who buys a product and the organisation that sells the product (Grant, 2020). In many cases nowadays, there are automated ways to address issues people might have with a product or a service but almost always a human representative is necessary for the better experience of the customer (Grant, 2020). 
A good organisation must be able to include automatised and a human representative for better customer service. In my case study organisation for example, Jumia has both options available. If a customer has a question related to the progress of their order, the Jumia website provides a FAQ section where the customer is able to insert their details and learn about their order and its progress. If, however, the customer needs information on a more difficult issue or a problem and wants to speak to a representative, Jumia offers the choice by providing a form to complete with information about the issues. However, they do note that due to COVID-19, the telephone lines are not working so customers will have to send an email only if they want to speak to a representative.  

Customer Relationship Management
Customer relationship management (CRM) is a model closely related to customer service, but it includes all of the guidelines, practices and principles an organisation implements when having interactions with customers. It is a very important model in marketing because it helps significantly the organisation retain customers and minimise churn. The point of CRM is to create good relationships between the organisation and the customer in order to keep them coming back (Hargrave, 2020). CRM refers more to the technology that companies use to manage customer service and these technologies can either be software, cloud storage or artificial intelligence.

Personalising the customer’s experience
 In many e-commerce platforms like Jumia, special software is used to store information of the customers, like their order history or previous communication they might had with the business’ representatives. Many websites ask for the customers date of birth in order to send emails with various offers, coupons or gift cards for their birthday. These benefits that CRM provides, make the customers feel unique and special and that they have a special relationship with the business. The customer feels like he is being viewed as a person by the organisation and not as a wallet with money. Personalisation improves sales and 80% of the customers prefer personalised businesses. Customers have certain expectations and CRM helps gap the customer expectations and the actual experience they leave with from the organisation (Toor, 2020). 
Personalising the customer’s experience can have a much bigger effect than we might think. Customers appreciate good service experience so if they experience even one bad incident, they will leave a brand that they love (Lund, 2020). Also, companies that are focused on customer experience are 60% more profitable than those who are not, and more than 86% of customers are willing to pay more money if that means they will have better service (Lund, 2020). That is why CRM software is useful in collecting different information from different departments in the organisation and providing better services and communication to each customer separately. 
Also, in many cases, cloud services are used to store customer information online, not local. This is helpful because cloud information is even more readily available than a local database. Even though it is useful, it is also more expensive and could also cause leak of customer information if the company goes out of business (Hargrave, 2020) and then customers would not easily trust an organisation that uses similar tools. Next, I will discuss the importance of trust to customers.

Safety
CRM is extremely important in creating a sense of loyalty between the business and the customer not only to make more profit for the present, but also create loyal customers for the future (Singh, 2020). Loyalty is an important factor that is both internal and external to the organisation and it can be achieved by making the customer feel safe when making online purchases. The organisation is responsible for the safety option that it offers but if the country’s internet infrastructure and cyber laws are not secure, then the company cannot do much for the safety of its customers.
 Many people are not willing to buy products online due to fear of having their money or card information stolen or receiving wrong products. This is internal factor as well because Jumia in this case, is responsible for creating a safe platform and storing safely customer information. Jumia had recently a problem with fraudulent orders and had to face many lawsuits for the false orders being placed (Jumia: The e-commerce start-up that fell from grace, 2020). This information does not make the customers feel safe and does not make the organisation look trustworthy in the eyes of the customers.
 In a study conducted in Nairobi, Kenya, the researchers found many reasons relating to customer safety and how these reasons affect their online buying behaviour. 
According to Kibandi & Reuben (2019), they used more than a thousand participants from Nairobi who are Jumia customers. They asked the customers many questions related to their buying behaviours online. However, many participants identified some threats and risks that the believe might occur when shopping online for different products. 
Many believe that their credit cards might be hacked or misused online, that they might be charged more for the product than what the website says the price is, that their personal information might be shared with third parties and that there is an increased chance of hacking e-commerce sites because cyber-crime laws in Africa are not very strict (Kibandi & Reuben, 2019). 
In another study, many customers mentioned that it is generally safe to buy online but many disagreed on whether Jumia is a safe e-commerce website (Namuwolya, 2019). Thanks to CRM software, organisations can create customer focused strategy where the customer’s needs are the central aspect of the organisation. This strategy of putting the customer first, creates a sense of trust and loyalty. In the case of Jumia, since many of its customers mention safety when shopping as an important need, one of the steps they have taken is to inform the customers about protecting their credit card information through disclaimers on their site, and not sharing it with anyone. Other than that, there are not many things to make people feel safe when buying off Jumia, like for example safer payment methods so Jumia will need to focus on developing a safer platform and provide more options to suit even more customers.
According to Ekwueme, Akagwu & Nehemia (2017), people in African countries do not trust online payments and prefer face-to-face transactions. This does not help increase online shopping. However, Jumia has seen an increase in purchases because of the nature of the virus. People in some African countries are forced to pay with contactless ways because they are afraid of being infected and the COVID-19 crisis has increased the online sales and has changed how people view e-commerce websites and transactions. Moreover, Rwanda and Kenya have been actively promoting contactless payments more (Ehl, 2020).
In turn, during the third quarter of 2020, profits were significantly increased compared to 2019 (Henry, 2020) based on Jumia’s annual report, with the gross profit being 22% higher and operational loss being 50% lower (Business Wire, 2020). However, Jumia will need to retain its higher profits and customers even after COVID-19 and to do so they will need to focus on CRM strategies as bigger brands like Amazon do.
 If we take safety as a factor for example, Amazon refunds every lost or damaged item or replaces it very quickly even during COVID-19. Jumia must follow a similar pattern in order to assure customers that even if their parcel is lost or arrives damaged, they will definitely get their money back or have the item replaced by a new one. This will not only make the customers feel safe when making a purchase now during the pandemic, but also after the pandemic ends Jumia customers will view the organisation as trustworthy and will trust them with their money more. Good customer relationships will help the organisation achieve its objectives of growing financially and spreading more throughout African countries. 
Other factors that influence the organisation’s quality
As I discussed previously, one of the main issues regarding online shopping in Africa, is related to safety and the idea that it is safer to buy and pay for items face-to-face. There are other reasons why Jumia is still struggling to make large profits and these reasons are not dependent on Jumia itself, they are external. In the case of safety for example, Jumia can add payment methods that are safe, like PayPal for example or have more strict rules between buyers and sellers. 
However, customers of Jumia also report that it is not easy for everyone to complete online orders in general because only a small amount of the population has access to the internet (16.1% of the total population in Nigeria), and also the quality and speed of the internet is not very good, so even though internet users are increased, there is still a big portion of the population that cannot access e-commerce sites like Jumia (Ekwueme et al., 2017). On the other hand, others report that African countries are on the middle of a “digital revolution” and therefore COVID-19 is pushing the countries towards digitalisation and e-commerce faster than a few years ago (Ehl, 2020).
According to Hale (2020), it is also difficult for organisations like Jumia to succeed in countries with underdeveloped roads, transport and logistics because the cost is much higher. Transportation outside of the bigger cities is fairly difficult in many parts of Africa. Moreover, there are not that many customers in rural areas and Jumia has to have a specific number of customers before making deliveries further away. Also, Jumia has to work with third party delivery businesses and postal companies in order to serve the customers who live in rural areas (Ehl, 2020). This way, the focus is on serving more of their customers who live in the cities faster but also serve customers outside of the cities even if not as fast. As a result, customers in the city will be satisfied due to the faster delivery and as the infrastructure and transportation are being improved, customers in rural areas will also be satisfied and prefer to buy from Jumia instead of traveling to the city which could potentially be more expensive than ordering online.
These factors are not easy to manipulate because they are external. Jumia for example, cannot create better road infrastructure or provide internet to more people or faster internet. However, since COVID-19 is forcing people to shop online, Jumia has to focus on the needs of their already existing customers in order to have a good relationship with them and focus on winning new ones based on its popularity with its customers. The point is to be able to adapt to this new situation by providing more services and products to people. 
Jumia is adapting to the pandemic by providing a steady supply of essential hygiene products and also having contactless payment and contactless handling processes. The delivery employees leave the items on the stairs or at the door in order to adhere to government rules and protect its customers. This shows to their customers that Jumia cares for their health and values their safety (Culliney, 2020). Strategies like this have as a result the gain of more new customers because they trust that Jumia will handle their purchase and delivery with safety while following the orders of the government. 

Quality Management System 
QMS or Quality Management System is a system that focuses on documenting procedures, processes and responsibilities in order to achieve better quality with regards to customer requirements (asq.org, n.d). This system is very useful for creating good relationships with customers because it focuses on the customers’ requirements. This system contains other smaller processes that will lead to customer satisfaction. These processes are: 
· design and build, which refers to the creation of an effective QMS
· deploy, which is the deployment of the QMS
· control and measure, which refers to measuring how the system works through audits
· review and improve, which involves reviewing how effective various processes are and improving upon them for better results (asq.org, n.d)
By employing a QMS, an organisation like Jumia that was having financial problems up until recently, will be able to focus on having quality training for its employees (Hill, 2018), both those who work in customer service and those related to the handling and delivering of products. Moreover, by increasing the quality inside the organisation’s different departments, the overall quality of the organisation is also increased and therefore the relationship between the customers and the organisations becomes stronger and longer lasting. 
If Jumia for example, had designed and deployed a quality system for secure orders, they could have avoided having the problem with fraudulent that they faced about a year ago. This is in turn related to customer loyalty and trust because customers always trust brands and businesses that are of high quality. After COVID-19 is over, Jumia should also focus on having a clearer structure of their internal processes and procedures and also focus on becoming a name that is viewed by the people as good quality, like Amazon for example. 
While Amazon includes products by third party sellers that are not in Amazon warehouses, they are the ones responsible for the entire experience of the customer no matter who is selling the product. If a customer faces a problem with their order and the store is not willing to refund them, then Amazon will complete the refund, so the customer is satisfied. While the third-party seller might lose customers for their bad service, Amazon will not because they had the customer and the good experience as their primary objective. 
In addition, it is important to note here that quality is not something that is only determined by the products themselves. Perceived quality for a product or service, is determined by the gap that exists between the customers’ perception of a product and the customers’ expectations about the product. This gap is created when the organisation has not fully understood the needs of the customer (The Gap Model of Service Quality | Retail Management, n.d.). In my case study organisation for example, Jumia did not know what the customers expected from them and focused more on expanding and growing to more African countries instead of creating a more secure website for its customers, which is what most African customers ask from an e-commerce platform. This shows that the quality of the customer experience is not very good in Jumia as an organisation which is bad for the relationships with customers. The picture below shows how a gap in quality of the customer experience can be created.
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https://brainmates.com.au/brainrants/the-customer-service-gap-model/
Organisations need to do research on the market and their different consumer groups in order to understand their differences in their needs and what they expect from the organisation. Not being able to meet a customer’s expectations because of bad customer service or because the representatives appear indifferent is responsible for more than 68% of lost customers in a business (Meeting customers' expectations | Business Queensland, 2017). 
While customers might be more forgiving now with COVID-19 with delayed orders or not very fast customer support and communication, when the pandemic is over and things go back to the way they were, customers will not be as forgiving as they are now. When businesses open again and things start working at a normal pace, organisations like Jumia especially will need to prove that they are able to follow their customers’ needs and meet their expectations if they are interested in establishing good relationships.

7Ps Marketing Mix
The 7ps marketing mix tool is a strategy tool that was created in 1960 by Jerome McCarthy (Hanlon, 2020). This model is one of the most used marketing models. Initially it was only 4ps of marketing, but it was later revised to 7ps. It is so popular because it is a very helpful model for companies in order to understand the main issues they might have and review them. Although the 7ps strategy model might be more useful in smaller businesses, it can definitely apply to organisations that are struggling financially and need a review of their objectives and goals for the future, especially with regards to customer relationships. Organisations that use this strategy use it in order to find ways of improving their services and overall performance and conducting analyses with regards to the competition or a SWOT analysis (Hanlon, 2020).
In more detail, the 7ps refer to the different terms of the model which are:
· Products 
· Prices
· Promotion
· Place 
· Physical evidence
· Partners and 
· People
The organisation uses these 7ps in order to analyse its components in relation to their data. For example, if we make an analysis for Jumia using the 7ps marketing mix, we will analyse the 7ps components with regards to their products and their quality, and how they can be improved. Many products in Jumia are sold by third party sellers and some might be handmade so they would probably have to conduct quality assurance in order to keep only good quality products in their website and by trustworthy sellers. 
 Also, their prices or pricing model and how they can be adjusted in order to be more appealing to customers. If for example they need different pricing for products that might be overly expensive or cheaper than they should. With regards to promotion when advertising themselves online or offline, they would have to conduct research based on their customer groups and their needs in order to see what is appealing to what age group, gender, profession etc. Jumia sells many different products so marketing should be targeted towards many different groups of people and their needs.
 Moreover, an analysis on the place where the customers can complete their purchases, if there is both a physical store and online store or if there is a phone application available and how easy it is to use for completing purchases. According to Namuwolya (2019), a study conducted in Kampala, Uganda, found that Jumia customers who participated in the study found that the Jumia website is easy and convenient to use.
 The physical evidence which relates to their facilities, stuff, equipment etc., and how well presented these are. For example, Jumia’s delivery employees have a specified uniform and delivery motorbikes with the company’s logo. This makes the organisation look more professional. However, as mentioned before, during the COVID-19 situation, Jumia telephone operators serve customers only through emails and not by phone. This might feel unprofessional and that the company is not too well prepared for a pandemic situation. Some customers might need to talk over the phone for an issue they have.
Finally, the two final Ps of the model refer to the people that are employed by the organisation and its partners. Conducting an analysis on the people would help the executives understand if there are any gaps in their skills and the quality of service they provide to customers. If for example some are not as well trained, they might be responsible for customer churn because of their bad attitude or not being helpful enough with customer support.
Partners is a very important issue because it helps the organisation grow. Thanks to COVID-19, Jumia has managed to form partnerships with two large companies, the one is Reckitt Benckiser and other is Procter & Gamble. What Jumia managed to do with these two partners, is to have a steady supply of hygiene goods and create a campaign called “stay safe” which is able to reach everyone in the country of South Africa and Jumia stated that they would not be making any profit of off these products because they are essential for personal hygiene (Culliney, 2020). 
From a brief analysis of the 7ps marketing mix we can identify some systems that are supporting Jumia’s quality processes. First of all, by using a 7ps critical analysis, we see that Jumia has made significant progress in increasing the quality of their partnerships by forming relationships with very popular brands such as Procter & Gamble. This system of having good partnerships, helps Jumia meet customer requirements much more by including more products that did not exist before the partnership. 
This is a very smart and effective move in order to earn new customers and create even better relationships with them. If Jumia is the only e-commerce platform that provides products by Procter & Gamble, or has a bigger variety in their products, due to COVID-19 restrictions, more and more people in south Africa will prefer to shop from Jumia and not individual more expensive stores that do not offer contactless delivery and payment. 
Therefore, the customers that got to know the brand during the pandemic and if they had an overall positive experience, will become loyal customers and will remain even after the pandemic. I believe these systems that Jumia has implemented are very effective because COVID-19 is not a pandemic that is over, it is a pandemic that has been going on for a year and customers have been using Jumia regularly due to the situation. Thanks to the virus, Jumia has increased profits and gained more happy customers. They have also found effective quality processes to become more popular with the people and become the biggest e-commerce platform in Africa. 

Recommendations
One recommendation I would make for better customer service and therefore experience for Jumia would be to be available through more platforms. As I mentioned earlier, during COVID-19, Jumia in South Africa only provides customer support through their website by the FAQ section or by having a form that the customer can complete, and they will answer back in 2 business days. They do not have telephone operators at this time. I believe that 2 business days is too long for customer issues especially if a customer wants to return something that is faulty and thy have only a specific number of days they can return. By having telephone support, customers will be more satisfied because their issues will be solved instantly, and they will not have to wait for day before solving their problem. Customers need fast support, especially now and even though they might be more forgiving, they will need to see exceptional service from companies in order to become regular satisfied customers.
Another recommendation I would have to make is related to safety when making online purchases. Due to the incident Jumia had with fraudulent orders online, they might have lost a significant number of customers. This could have been avoided if Jumia had a way to control orders and see if they are fake or not by examining the location of the order or the names of those who place the orders. Safety when buying online is very important to people in Africa who are not that familiar with large e-commerce platforms. While many trust Jumia, other do not believe it is a safe place to shop and therefore bad reputation is created.
Jumia will have to examine the ways of payment and provide more and more safe ways to pay for customers who are afraid of using their credit card. They will also have to assure the customers that their information will not be used with other parties.
Conclusion
In this assignment, the purpose was to select a case study organisation and talk about its quality processes and systems during COVID-19 and to apply theories/models in order to evaluate those systems. I used the CRM to talk about the software that is used by e-commerce organisations and how Jumia uses its own system in order to satisfy its customers in times like this. I also used the QMS in order to discuss how Jumia can benefit from different systems and to understand better why customers’ expectations are different from the service they receive due to the gaps that exist and how they are created. Finally, I used the 7ps marketing mix model in order to analyse how Jumia uses the different components of the model and how to improve on different areas. I also provided recommendations for Jumia and how it can improve its current service in order to have better customer experience and more satisfied customers during post - COVID-19 times.
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