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Abstract

This study is undertaken to gain better understendif CRM implementation in software service conipanThe
literature on CRM gives the impression of beingomgistent. The objective is to uncover the proads€RM
implementation. A case study involving a Bangaloased software service firm which had implementBdiCwas
done. Semi-structured interview method was adofmtedathering data. The key finding is that effeetieadership is
critical for CRM success. Also, findings have shotkat CRM implementations have been successfulthos
achieved corporate satisfaction. The study confitmas the people, process and technology facte<mrcial for a
CRM program. Software Services companies are emgigjgnificantly all over the world especially im8h Asia.
These companies operate in a very competitive nharlethere is a need to distinguish a service frmtompetition,
for endurance. The effective use of CRM systemsntprove service, performance, customer satisfactiod
productivity is fundamental. However, the proceS€BM implementation in the service industry has yet been
studied. The paper outlines a guideline for a BBEXCRM program. The value of this paper is thatustrates how a
case study approach can be used to understaneahienplementation process by software servicedirm
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1. Introduction

Customer Relationship Management (CRM), aided biirielogy, integration of technology with businessl éhe

process has evolved and adopted faster due tdvémge in focus of marketing organisations (Ha2@93). CRM can
be defined as a revolving process during which comgs interact with their customers, thereby gdimeya
aggregating, and analysing customer data, and ginglohe results for service and marketing acegt{Seybold,
2001). CRM is a tactical business tool that helasketing departments identify and target potertietomers and
help set marketing goals by assisting the teametoete increased sales. It can also enable bmttomer

relationships, ensuring that the highest levelartige is provided to them. Today, companies actiossvorld are
laying emphasis on retaining existing customersesioyal customers are believed to be more prdétathere is a
consensual subscription to the theory of estabgsbtrong and long-term customer relationshipbtminess growth.
CRM fits perfectly with the need and also the dolut

In spite of the technological advances in receatyand high levels of investment, CRM faces seribfiiculties and
implementation failures (Arnold, 2002; Doherty & ¢lett, 2007; Ragowsky & Somers, 2002). CRM programs
experience a range of issues that include poorocat® customer focus, management commitment, change
management, and people, technology and processsigRaman & Pashupati, 2004). Though many survegs a
reports have recognised the soaring CRM implemientats well as adoption failure rates, most ofliteeature does
indicate that CRM can provide long-standing besdfitr organisations business and its customerslif@phkt al.,
2006). Nevertheless certain essential researchagapsvident. To close this gap, one of the prinaaegs is outlining

a foolproof mechanism for a successful CRM impletatton. The available literature does not adequadtighlight

the relationship between CRM technology adoptioth eustomer relationships of a successful CRM progeéher
(Ling & Yen, 2001; Shoemaker, 2001). As a restile, stake holders are left in an indecisive situatioe the fragile
nature of CRM system. Very few empirical studiesamtrated on studying CRM implementation procesglbping

a guideline which could assist other adopters. Agjahis background, a case study analysis ofntipéeimentation of
CRM system at a software service company is predent
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2. Overview and Background of CRM

The theoretical base of CRM is relationship marigticustomer retention, profitability, lifetime wal, and
satisfaction created through business process (&Heopovich, 2003). The business objective of CRNhicreased
profit and revenue. Having an effective CRM systermlace can add value to the brand while redugereral costs,
since it helps organise resources more efficieftiyaddition, with reduced costs of sales, proditgtiefficiency is
increased while the better flow of relevant infotima also adds value to customer interactions,ihglpo shorten
sales cycles. An efficient CRM system has a stdatabase which will support and help establisheslasistomer
relationships, again enabling closer customer tgy@Breenberg, 2004). In the past, CRM has beeimeltfas a
process (Srivastawt al., 1999), a strategy (Davids, 1999), a capabilitypfferset al., 1999), a philosophy (Hasan,
2003), a technology (Shoemaker, 2001).

Effective CRM programme provides some significagndfits such as improved customer satisfactioratgreevenue
growth, and increased competitive advantage, aswatrof long-term customer retention. CRM oftestmectures a
company’s focus - changing investments in winniag/mustomers to retaining existing ones (\dral., 2004). CRM
helps in improving the processes related to custonamagement, placing customers at the centreeafridpanisation,
creating a “customer centric” structure (Grant &dénson, 2002). Companies need to focus on unifonoh a
customised customer interactions across all custtoneh points, as well as the ability to forecasitomer needs in
order to cross-sell and up-sell products and sesviim specific customers. There is a skewed andniptete
understanding of CRM by the industry, the topicetdf huge scope for investigation. Marketing acadsrhiave
attempted to study CRM from different perspectivexl found that there has been no deliberate attempt
consolidate the conceptualisation into a holisticlerstanding (Zablakt al., 2004). Also, for the fact that, CRM
implementation is not straightforward and studiggenshown that CRM may often fail to produce theeeked results
(Peppard, 2002; Croteau & Li, 2003), makes the er@sand evolving nature of CRM a subject worthyfiother
debate.

3. CRM Implementation

Like with all good decisions for technology implemi&ion, the first step for a good CRM implemematis the

strategic decision to change or improve businessgsses in the organisation. Of course, thereeidittte matter of

investing in an improved information system, sodhigcal first step is top management buy-in amel support of an
efficient Project Manager (PM). The project manageeds to be extremely knowledgeable about thenialte
environment of the organisation as well as therealendustry environment, to be able to gaugeipedgwhat he and
his organisation are up against. He or she has te@ty clear on the customer scenario in theirshguthe demands,
anticipations, opportunities and threats on theketaBeing the point of contact between the soféwsmlution supplier
and the end users - employees, the PM needs tovisgthe project, coordinate the education ofehd users and
keep the motivation levels high. He or she needsaiwe the overview of the entire project in ordeibe able to
understand and communicate the development phae @roject, and the tasks in the next developrmpbkase of
CRM project(Pinto & Slevin, 1987).

There are certain things that have to be borneii mven before the implementation is started. Bif#006) points
out that organisations need to be aware of wherériplementation can go wrong and plan accordiriegjlures could
be triggered by overestimating the functionalitéthe implementation, inability to integrate thstems vertically so
if customers need some data from the back-offfeesystem cannot help, thus cutting down commtunicahannels.
And of course, the biggest threat is the top levehagement that is not tuned to the new implementand does not
provide the requisite leadership support.

In order that the process is streamlined to meettjective, the scope of the implementation néete defined early
on. To keep the process simple, defining a reagpnanageable system that is fragmented into smiailie of system
scope is one good way to do it. Phasing in softvianetionality over a series of sequential impletaéons is a
significant way of decreasing complexity. In orderdower the risk, it helps if specific customisatiis reduced, or
even done away with. The biggest factor for deteimgj the application functionality is the businesed — clearly
laying down the scope of functions to be implemén{®©cker & Mudambi, 2002). The module by module
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implementation process approach makes businese sEmdf the adoption is in a chunk, there arenclea of unused
technology capacity and unnecessary business dismypvhich ultimately creates losses, failing teyback test
(Rigby & Ledingham, 2004).

The first obvious step is securing the commitmdribp management to the implementation of CRM &sisiness
strategy. Then CRM can be translated into a stydtesy is aligned with the organisation’s busingtsategy. Then the
organisation’s technical, human, and organisatioaphbilities need to be analysed, as the resieofdmponents are
being formulated. According to Coltman (2008)e strategy for CRM should be oriented towards:

= Customer management

= Integration and alignment of organisational proesss

= Information capture and alignment of technology

= Creation of CRM strategy implementation plan
At the level of technology readiness, as the comp&comes more technologically and organisatiorsaliyanced, the
level of technological complexity that the CRM daning to the table increases (Alt & Puschman, 200#4gre is a
specific set of requirements that an organisateeds to have ready before a complex CRM is puticep It requires
the organisation to adopt definitive type of CRMtgyns (analytical, operational, and collaboratibberk operations,
front-office applications and software requiremenatsd systems that run an efficient knowledge memesmnt process
(Boonet al., 2002; Shang & Ko, 2006; Ocker & Mudambi, 2002).

While top management stakeholder buy-in is critité equally important that the system and pssaestructuring is
communicated to the employees of all levels, coxgsll functionalities, not only sales and techggloThus, it is
critical to change the business- attitude of thganisation, without which a CRM cannot operatecédfitly. Unless
the values and culture of the organisation chanpese would not be any shift in mindset towardsaggr culture
centricity (Sinet al., 2005).

The transformation of the organisation’s orientatio customer-centric orientation is a key elemé&nhumber of
factors can be changed to meet the need of CRMemmgitation (Boort al., 2002; Curry & Kkolou, 2004). The
organisation could initiate the redesign of commation systems between the custom facing and bffice-o
operations. Emphasis could be placed on the cuttficistomer —centricity to become the objectivealbfofficial
functions. Teamwork and collaboration would be p8akfor each project and any resistance to tive pa&radigm of
the workplace needs to be dealt with.

In their interactive research approach, Payne &H2006) identified four main implementation areas.
1. CRM readiness assessment — needs to be doneérimplementation stage, to assess if the organisii

ready for a defined CRM system implementation. Thasild be the stage where senior management buy-in

would be critical.

2. CRM Change Management — In order that a large scalecomplex CRM implementation be accepted and
successful within a company, a sea change in csgianal and cultural behaviours is required. Heace
critical dimension of any large CRM program implenation is an effective change management program.

3. CRM Project Management — As with all projects, CRiMject management plays an increasingly significan
role as the size and complexity of CRM initiatiiesrease. In most instances two main types of
implementation teams can be identified: Where mtebspecialists are brought together on a tempdrasis
to address a particular project with a finite coatipin date. Where the user organisation puts tegéhbest
technology and sales brains in a team across inxtiets the blessings of the top management, rigreni
significant part of the CRM initiative. Whichevéret case may be, a successful CRM project implertienta
is one that will help the organisation achieve bass objectives, thus supporting the entire busisieategy.

4. Employee Engagement — finally comes the deep $igmi€e of employee engagement to support the \&riou
initiatives that comprise the overall CRM prograrhe role of employees and their acceptance of RiglC
processes and implementation activities are crifioiad successful implementation.

According to Crocket & Reed (2003), for an impletiation to be successful, the organisation conceneeds to do a
detailed analysis on the industry best practicelsvamether they can be adopted by the organisafioa key steps for
a successful CRM implementation would be:
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« Have clarity on where the CRM stands, and howritlmacome a part of the organisation’s businesteglya
not as an implementation but as a strategic tool.

« Asses the technology, processes and people cdpdbilthe new step.

< Ascertaining if there is a good enough business tasnplement a new application that will realtge entire
organisation. Understanding that it cannot be gnsither new toy.

« After these assessments, a new implementationnglads to be created that would define the goal very
clearly, explaining how to achieve and how to elyagd about achieving it.

Chen & Popovich (2003) proposed an implementatiaaehin the context of customer- centric, entegprisde,
technology and cross functional integration. Thizdel is based on the three important factors- megpbcess and
technology. The people factor highlights the imande of top management commitment and organisatibiaage,
the process factor emphasises the importance ah@ational process change and the technologyrfdidousses the
evolution of the information technology and thempiortance.

Once in place, it makes business sense to intetif@i@RM with other systems to produce even mdieieit results.
When a CRM system is integrated with other decisiopport systems such as the enterprise plannistgray the
executive information systems, the product lifeleyenanagement systems, to name a few, each of these
functionalities creates a better flow of data idesrto take informed decisions on strategies. Witk new clarity,
organisations can plan for production, sales ahdrdunctions, much better than when working insilThis would
definitely translate into better customer undemitagy, more successful sales strategies, leadibgtter revenues and
higher profits (Anderson, 2006).

In summary, CRM implementations are found to besessful in organisations which collate greater dataut their
customers, and work out strategies to cater ta thrégque requirements (Kotler, 2002). Goldenbe@0@) adds the
three most significant factors that make an impletawgon successful - people, process, and techgelegch of these
present challenges, but it is only by integratimese factors that the CRM system can run. The @gion needs to
study the impact of the CRM system on its resoyiiteprocesses and even its customers, and matliagfehese to
make them one integrated whole — an entity thegagly to welcome the CRM system in its processdsaiaa it to its
maximum value.

4. Resear ch M ethodology

The objective of this paper is to study the pro@#$SRM implementation in the software services pamies. A case
study methodology was adopted as it allows theareber to ask over open-ended questions relatindpéd happened,
why it happened and how things happened (Yin, 1994k case study illustrates the experiences of CRM
implementation at a Bangalore based software sfirim. Due to the confidential nature of the studhe company's
name has been changed to ‘XYZ Corp’ to mask compadgntity. The data for the study was collectgdéveral
semi-structured interviews with members of the hess development team within the company and ®rrief
archival documents. The target audience for intsvgiwere the Sales and Marketing Manager and Balestor. The
semi- structured interview methodology facilitatedyather data that was rich in detail (Miles & ldaiman, 1994).

5. Empirical Study: Case XYZ Corp

XYZ Corp (name changed) is a Multicultural Globachnology & IT Services Company delivering businasd
technology solutions to a wide range of Fortune &@®panies and Small and Medium Enterprises (SNi&badjy.
XYZ Corp’s services portfolio includes Enterprisedihess Services, Product Engineering and R&D Sesyiand
Enterprise Information Security Services. Aroundp2b cent of their clients are Fortune 500 comaara another
25 per cent are large global multinationals, reingimepresent small and medium enterprises acar#sus verticals.
The future business strategies of XYZ Corp areatonftheir existing customers and acquire new ovéth their
Customer centric approach, they plan to have amegedented focus on Customers. They also intemdatce an
investment in innovation labs for incubating newsibess models, and innovating within their busingssvices,
verticals). This will also include expanding thigicus on new horizontal services and scaling thatrtess to a much
larger levels. XYZ Corp implemented CRM in 2008| 8hles and Customers details are now stored in @M
system. XYZ Corp did not change its practices tahfée vendor's CRM system, instead the CRM systandhth be
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customised to suit their existing process. XYZ Cloag implemented Hosted CRM, accessible throughintelface.
The vendor provided training to both the end-usard the systems engineers. Training was also givdarther
customise the CRM system if need arises.

6. CRM Implementation at XYZ Corp

The process of implementation at XYZ Corp starteith whe buy-in of the top management, facilitatitige

transformation of the company into a customer-gemtrganisation. This was not only an implementati@ed but
also a business need — in the face of severe nydtmnpetition and a strategy to retain good custsmThe biggest
contribution and involvement in the CRM implemeittatprocess of the senior management was in tefissonring

adequate financial and human resources. As meutieaéier, the CRM implementation was kicked ofthwa

thorough assessment of its readiness to successfiplement CRM. By developing a differentiated CRRiMategy
and aligning it with the company’s new businesatstyy, plans were developed to implement a CRMeptdhat

broke down the CRM activity into smaller sub-prégedn order to start its actual implementatiore tompany
focused on the following activities and aspects #ere sub-parts of the whole CRM implementation.

New business plans were put in place to carry leaitéchnological part of the CRM project. Theseplaimed at
providing advanced communication channels to tlepany’s customers as well as to its employeessdt@med at
providing fast and differentiated software serviagd help leverage the level of performance anduymtivity for the
company’s employees. The overall implementatiom @kso took steps to improve the infrastructure pravide
better customer support services. XYZ Corp signefiveryear contract with their CRM vendor to proeic
consultancy service for CRM implementation. Thetst also included technical support, since thaget is
strategic and involved a significant amount of stweent.

Since the assessment had identified poor humanneesskill levels as one of the bigger reasongdituire of the last
attempt, one of the big aspects this time was prispaming and buy-in from the employees. The grogsistance by
the employees to adopt to the new changes in thike system was avoided this time. The learning pgedeom past
mistakes ensured that the employees understooditbatresistance, alongside poor orientation aiditig programs
for staff, contributed to the failure of the lasRE launch. This time, the entire resource strucives redesigned
according to the assessment of its current cafiabiliThe vendor contract included developing trajrprograms for
the employees. These were aimed at leveragingskids to the required level, so they there wookdno problems in
coping with the company’s new customer-centrictetig. A series of training programs were launcheteacompany
headquarters while other programs were organistsideuthe company.

The people requirement of a successful CRM impleatiem included the requirement of a industry tsedés head,
who could spearhead the implementation. This peatgmmhelped in positioning qualified skilled persel especially
in upper-level positions. To fight resistance tamye by the personnel, the company applied a tatoged approach.
Firstly, the staff was educated at all levels iarpled training programs on different aspects ofrtbe strategy.
Thereafter the company offered a substantial reaiucylfor employees who did not make an effort twlbee a part of
the new paradigm, or were unable to do so for aagan - either due to their lack of sufficientlskilr due to their role
in resistance to the new changes in the compairyistare and culture.

Based on operational front-line functions (Salesl&rketing) and service delivery without a clearaisof focusing

on the customer, the old structure would not haaenhkable to support a CRM. For the CRM strategguticeed this
time around, it was mandatory to have a new orgdinisal structure. Creating new departments aneémgaging
some older functions within new departments walyreequired. So, in the new attempt, the CRM cottee headed
by the Chief Executive Officer (CEO) of the compaoytrolled the force that supervised the implemgon of CRM.
In addition, each CRM project was owned by a cert@partment which had the responsibility for téehnical

implementation of the CRM project. The shared serdiepartment then had the responsibility for ungyhe process
of implementing CRM by the different departmentsvés the shared services department that crdatestrategy for
redesigning processes and procedures.

Based on the empirical study and literature reviawuide for a CRM program is outlined as depidte#ligure 1.
Given the current economic and business scenastmatly, any technology enabler that promises totadousiness
value, should be a strategic objective of any cdiggdion. Customer retention, maintenance, loyaity satisfaction are
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the business mantras. Competition is cutthroaeardy sliver of the market makes a difference. ffeempany needs
data, a unique approach, and deep insight intouksmer's mind and preferences. CRM programs eam leffective
sales strategy to achieve all these objectiveso@g as organisations can map a benefit in termevehue and market
share from their sales strategy, they should apa f6RM implementation to put the strategy outhi@ market.

The implementation can be divided into three phaBes-implementation, Implementation and Post-immaetation
phase.

Pre- implementation Phase: This phase starts tiypimgta plan for CRM system. Under the tutelagatdeast support
of Top Management, a CRM committee should be fortoetlick start the process. This team should corufis
representatives from different teams, which inclulde IT team, the back-office operations team, risource
allocation team, and the customer facing sales.t&&@ committee should be responsible for requirgrgathering,
identifying a core team that would be accountabletiie deployment and operation of the CRM systgetting
sufficient budget allocated for the CRM projecteYiwould also be responsible for monitoring thegpess of CRM
implementation. Here are some steps that need ¢nfoeced:

« Planning and top down communications to make som@@yee buy-in is in place
« Changes to processes, including structural chastrasegy changes should be done and communicated t
employees
* Readiness assessment needs to be done
« End user training is mandatory
Various CRM systems and vendors need to be evalwatearious criteria apart from the cost factor:

* Vendor experience and capability in aiding progacution as well as provide technical supportrayri
implementation.

¢ Vendor maintenance support and service

e Training and software upgrade support

« Integration functionality and compatibility withetexisting systems (legacy systems, ERP system)

The CRM committee has to evaluate and select tleetlost is most suited to their IT infrastructured drusiness
processes. Then a choice needs to be made betmsteleld & Hosted and between Integrated suiteBasd of Breed
CRM systems. Each has its advantages and disadesnaad the final choice lies on a couple of factor

« For global office scenario, a hosted system wotkswore financially viable, along with the benefitglobal
access
* In case the organisation has legacy IT infrastmectund applications, it should opt for Installedteyns to
avoid compatibility issues.
« For companies that don’t have a fixed number ofgjse'pay-as-you-go' arrangement will work besatile
attrition issues.
Implementation Phasén this phase, the three most important factorgaople, process and technology, which have
to be in place. These three components are imteedi and have to coordinate with each other farcaessful CRM
program. Getting employee and stakeholder buy-@s$ential, as is getting the processes in pldeeemployees are
to be informed well in advance about the CRM pland process. The skill level of end users has tdelveloped so
that they could use the new CRM system. As fareahrtology is concerned, the implementation strasdguld
include plans to prepare the IT infrastructure &mdie the CRM system. The strategy should inclutte-end
project execution plan, keeping the business dbesas the main focus. All the customer informatiollated earlier
will also need to be migrated to the new systemlevimplementation happens, and the process of iclgaand
migrating needs to be done under vendor supervisioavoid problems later. The data has to be dmtethat its
analysis and reporting is aligned to the busingssegy that the company has drawn up. The custdaterstored in
the CRM system needs to managed efficiently. Diadailsl be stored in a secure storage location.

While it makes business sense for most compatiegécision to integrate the ERP and CRM shoul@ i eally
on the need of an organisation. Nevertheless,itiégration always allows for best utilisation detsystem for
strategy purposes. Organisations with large bafikeofapplications can streamline their operationish vthe
integration of CRM and ERP. As a suggestion, litaer to choose the ERP vendor to procure the GiRivply for the
fact that they more often than not provide a seasrlgegration between these two systems. Top Managt needs to
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consider their financial feasibility before theycae on integration of their ERP with CRM.

Post Implementation Phase: Top Management is redjtirmonitor the usage and utilisation of the ClRRMend-users,
ensuring that operations guidelines and processdseing followed. A clear CRM process should biirmed and the
end-users should be informed and trained aboupttheess to be followed while using the CRM. Allalgathered
through market research and customer interactionsld be recorded and managed appropriately far aaalysis to
draw meaningful reports.

Once CRM is put into use, measuring the succe#s aperations helps gain clear insight into thigcaty of the
process. In addition, it can reveal the effectiwsnaf the CRM process that has been drawn up at affihe business
development strategy. From time-to-time, the penfomce of CRM has to be measured to evaluate isteféness
and a suitable framework has to be adopted to medse performance of CRM. Additional to calculgtithe ROI,
CRM performance can be measured by developing Cpagific framework.

A good way to extract the best utilisation of tyetem is to plan reward programs to motivate engssyto use CRM.
Human Resource polices should include plans forivatdg the employees to use CRM. Also, Trainingl an
Development (T&D) programs should be planned asrggoing Human Resource Development (HRD) actity t
train new hires, and train existing resources om features added to the CRM system or for bettiésation of the
existing features. Training programs should incl@®M vendor trainings as well as trainings devetbpgernally
about the organisation's processes and plans. tlslonical personnel/ engineers needs to be traindgde technical
aspects of the CRM system for trouble shooting ahyhe technical issues arising during usage amdiuture
customisations (if required).

A significant factor here is that all the activitieonnected with the CRM need to be customer facoseustomer
centric, as the sales strategy. Also, right froegtanning phase to the post implementation pledlsgecisions made
should be customer centric. It is also required #ibthe operational activities should be monitbtey the Top
Management. Only then the commitment and best usadtjedraw best results from the system, making the
implementation a success. In the figure 1, alleleenents listed are ultimately success factorsnf@iICRM program.
Each of them need to be treated as significannpeters/ factors for a successful CRM program, gndring any one
can cause a weak link in the CRM system and maytseis inefficiencies of the program.

Implication

CRM Implementation is the most significant stepthe company's decision to go ahead with a CRM Bysie
encompasses the entire nine-yards of readinesssasset, matching capability to market demands,gatting the
people and process to change as per requiremest.ddmpanies go at least three fourths of the wansure it is a
success. It could be done in smaller modules asabe XYZ Corp did, or as a whole if the implemé&otais on a
smaller scale, but the readiness assessment iswéhats the difference.

This article outlines a guideline for a clear alexible path for implementing CRM by identifyingfféirent phases of
CRM implementation and linking these phases to GiRibtess factors. Firstly, it identifies the CRM @uments that
will help provide organisations with a clear visioh accountabilities and responsibilities for impknting CRM
within the organisational structure. To achievecsgs with CRM, companies are advised to take the tio
understand the issues affecting people, process,technology components individually. They also cheée
proactively manage the integration of all three ponents to ensure that the people, process, ahddlegy mix is
right during all phases of the CRM initiative. Tligsidy has confirmed the theory that people elenseioindamental
and significant in any CRM implementation. Changecpss to be customer centric is the way forwardhe success
of CRM and business objectives. Top Managementagethke "ownership" of the complete program.

Conclusion

The foremost requirement of a successful CRM practtarts at the top. The top management of aanganisation
have to be the first evangelist for the concept fiindset for adapting processes and people teemmgpitation of a
CRM has to flow down from the top, making it a canp wide effort, with active support from seniormagement.
Executives in decision- making positions need toabevely involved in changing processes to malentimore
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customer-centric and cross- functional. This wdutp facilitate putting in place new processes tisat technology
better. It would also help in instilling disciplidecooperation and collaboration in carrying out ¢hess-functional
processes. The system would need proper trainiegngloyees in order for them to become more custaetric,
thereby adding value to their customer interactidigs would also help enhance their market andocuer related
skills, and thus motivating them to achieving CR¥aLs.
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