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Abstract

This study is undertaken to gain better understandf Customer Relationship Management (CRM) sigctasors
in software service and Information Technology (EBmpanies. The literature on CRM gives the impoessf
being inconsistent. The objective is to uncover shecess factors associated with a CRM projectage cstudy
involving a Bangalore based IT company which hagllé@mented CRM, was done. Semi-structured interview
method was adopted for gathering data. The keyrfgni that effective leadership is critical for MIRsuccess. The
study confirms that the people, process and tedgydiactors are crucial for a CRM program. IT comipa are
emerging significantly all over the world espegidah Asia. These companies operate in a very coithemarket
and there is a need to distinguish a service fitoencompetition, for survival. The effective useGRM systems to
improve service, performance, customer satisfaaioth productivity is essential. However, the susdastors for
CRM in the service industry have not yet been stldirhe value of this paper is that it illustratesv a case study
approach can be used to understand the real CRééssifactor in software service firms.
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1. Introduction

Customer Relationship Management (CRM) is all aboahaging customer data to better understand awad geeir
needs. In today’s business context, many organisatiave made CRM an integral component of thédrmmation
technology systems, a significant contributor teittfiront office efficiencies and their customepexence (Ling &
Yen, 2001; Nguyemt al., 2007). The ability to access and analyse alloznst interactions and the information thus
collated, is essential to providing the high qyatif services that today’s customers demand. Muahtstry players
and academicians agree that for the outsourcingsinglin the context of Information Technology (ITORM is a
significant part of the business strategy that $ielganisations in establishing strong relationskijth existing and
prospective customers, to support their revenudésg@aver the last two decades, CRM has grown ragiduttle,
2004).

Despite advances in IT and the huge investmentshéhge gone into it, most CRM implementation faballenges
and sometimes failures (Arnold, 2002; Davids, 1998herty & Lockett, 2007; Ragowsky & Somers, 200dany

projects suffer from issues relating to lack ofpmate customer focus, low management commitmaafficient

change management. In addition there are peoplenddogy and process issues that sometimes caligesgKale,

2004; Raman & Pashupati, 2004). The biggest refmathis is that the focus of IT companies is gatushifting

from customer satisfaction to higher returns onesiment. The backbone of a good outsourcing engagfeis
customer satisfaction, which is no longer the fo&isce it is imperative that a service providedstract is aligned
with a customer’s business objectives and requinenany other focus will cause the contract to witHn most
failure tales, the basic failure of the implemeiatatis its dismal performance as a business toml failure to meet
the revenue targets (Raman & Pashupati, 2004). tWehconcept of CRM fast taking centre stage inkthsiness
policies of most organisations, there needs torbi aepth study of what it is all about, how itnk® and how to
make it a business success factor.

2. Literature Review
We take as a given fact that as a concept, CRMhbwas in and has been developed in environments ateat
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industrially and economically developed (Sanzoghal., 2008).But under the current global circumstances and the
increasing use of information and communicatiommtetogy, business has become dynamic as neverebaifar the
speed of transfer of goods and products is unpested. Because of this scenario, CRM is required@sinesses
across the globe. Today it is an essential pddazfl as well as global organisations. CRM is nagler merely a tool

to increase sales; it is now globally recognisedaasoftware aid to a sales strategy. It demandsgasain
organisational structure, changes in processesloga® behaviour and of course technological abtiityconnect
through customer channels, as well as the readindss willing to do so, to make it a success (C&edhen, 2004).

CRM, today, needs to be viewed as a 'strategicchealtion of value activity' because there musbdémeefits to both
the organisation and customers, for CRM to be ssfok(Payne & Frow, 2005).This means that in thecess of
designing a CRM strategy, companies also need nieider the customer perspective on their businesssgand
strategies. Hence, the basic requirement that m@ak&#RM implementation stand in any enterprise ésstnucture of
the business and its focus. Only in organisatiohsre/ customer relations are a focus for all stiesegcross the
departments, will CRM ever be successful. This ggvan fact. This attitude also gives them an ddgechnology
usage since the buy-in and hence, usage is muakddcgiving them a definitive edge over compatitio

CRM has aptly proved its utility to the enterpriged there is no doubt about customer relationsh@sg the
mainstay of a good sales strategy. However, thezestdl statistics to prove that failure rates@GRM projects can
reach between 50 per cent and 70 per cent (Morf@éh8onenko, 2001; Kale, 2004). Researchers sudkchsama

& Usoro (2008) and Rigby & Ledingham (2004) claimat the major problems associated with CRM are
non-technical and the issues commonly include asgéional change and instability, inaccurate aratl@aguate and
customer information. Sometimes other changesétffiatt the business — like a merger or an acqoisithay be a
reason for failure of CRM implementation.

For any successful initiative, a senior sponsordaee be identified and the same holds true for CREis is
important, in order to create a vision that matcties strategy to the objectives and facilitatesassfunctional
working environment within the organisation. Withetinvolvement and buy-in of Top Management, theotwo
factors become easier to take care of. Clearlypsdevel understanding, sponsorship and leaderghip a critical
role in a complex CRM implementation. Organisatiovtsose Top Management personnel take an activeipart
working on customer relations are usually more sssful in implementing CRM initiatives. It is obui® that the
success of a CRM implementation is heavily hinggdnuthe commitment and support of the company’s Top
Management. Chalmeta (2006), Pan & Baik (2007), ka&n(2001) and Eid (2007) opine that it is impératthat
the Top Management needs to be supervising anddimgvfeedback to the employees who use CRM aptican

a regular basis, in order for it to be working adaog to requirements. This is a part of the preagfsmeasuring the
effectiveness of the implementation.

According to Payne & Frow (2006), CRM is not an @mpiate approach for a company to adopt if it doeshave
the leadership of the firm engaged in supportinglC&hd a board-level sponsor committed to its suecébe
results of a survey conducted by Robettal. (2005) also confirm this. The survey was carrigtito confirm on the
critical factors in successful CRM implementatiorddased on responses given by marketing executhe®st 32
per cent said that pre-implementation strategia® wWee most important while 26 per cent maintaitied executive
commitment was the most important. While the CRIgian helps create shared values and a customes, ftwal
involvement of senior management also ensuresthimtision is aligned to the strategies that demntified in the
business mapping.

On a second level, it is a critical requirementd@successful CRM is that 'people’ members of dfiie departments
such as sales & marketing, customer support & sepwformation technology and human resource, teedork
together for a common goal, a common businesseglyahat is communicated from the Top Managemehe T
demands of a complex project management can ontyitigated by a committed and enthusiastic emplareep
and that is certainly critical for a customer fomed application, after all, that is where money esrftom. The role
of employees in the CRM processes and implementatitivities cannot be emphasised enough. It iardleat an
organisation cannot develop and operate an efficestomer-focused system with all its approprigtecesses
without the involvement of motivated, well qualdi@and trained employees.

All aspects of a CRM requires employees as an jxadisible part of the implementation and the prazesbat
follow- customer service, improving efficienciesdanurturing consumer relations, maintaining the gamication
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channels and ensuring satisfaction levels and tiepgat purchases. Srivastatal. (1999) considers processes as
meaningless when they are viewed as separateesntitithout including the people in-charge of inmpéating them.
Staff motivation is a part of employee engagemehich regular monitoring and feedback on new sétsiles are
also required. Inter- departmental integration waibo be a critical factor here, since the custoretationship
strategy will be implemented across the board. Ebefore the strategy is developed and implemenitets
absolutely critical that the technology and infrasture readiness of the organisation is thorougisiyessed. This
would include the training of the user group of émgpes (Eid, 2007; Mankoff, 2001).

The very essence of CRM that puts it apart fronulagsales communication involves systems whichgtogether
the principles of relationship marketing and thevpo of information technology. This new paradigrnpressents a
new source for value generation and business gramthcan be called 'information-enabled relatiomsharketing'

in the context of technology solutions (Ryals & Ray2001). As in all enterprise applications, in NCRoo,
technology is an enabler making possible greatstoouer contact through more insight, increased ss;amore
effective interactions and integration across ce&rOne significant part of CRM technology is Ditanagement
(King & Burgess, 2007). Salomaal. (2005) and Mendozet al. (2007) focus on gathering and analysing accurate
customer's information to assist in meeting custshmeeds. With burgeoning data comes the neeadditional
storage and some innovative technologies like cloard help there. CRM can thus be equipped to peimiinite
support to sales decision making, with newer teldgies and innovative processes in place.

A successful CRM strategy cannot be implementedasnthere is a massive organisational prockasge, which
includes reforms at all levels. Starting from theught process to business plans focus, the chamgedaviour and
accountability for customer satisfaction forms baekbone of the successful implementation andthis@peration
of the CRM strategy. Therefore, a critical dimensig an effective change management within orgéinisa (Pries
& Stone, 2004). Change management, which is prlgnesincerned with organisational structure, proesssystems
and culture, is a critical factor in a successfRINCsystem.

According to studies by Chen & Popovich (2003) kBiaannaki & Tzokas (2002), Sawhney & Zabin (20aby as
seen by the discussion above, the relative suczdadure of CRM initiatives is strongly influendéy the interplay
between three key organisational elements: pegpbEess and technology. Additionally, the mostigaltsuccess
factor can be identified as integration of actasti such as cross-functional processes (Witai., 2002; Kale,
2004; Meyer & Kolbe, 2005). The business successustomer relationship activities works only on tair
dimensions such as people, strategy, processeteemaology and hence it is possible to define theesss factors
of a CRM implementation that answer to the widerdiéns and even wider contexts of success. Siheestudies
that have helped define these are also strategiature, the definition of CRM also needs to beconoee holistic,
to fit into wide ranging contextual issues. Goodmti@l. (2002), for instance, identified the following &RM
success factors: Top Management commitment andosypgpanning, change process, information shaang
communication.

Alt & Puschmann (2004) in their study also hightiggh some factors with a strategic and wide scopketlaey have
contributed to the success of a CRM implementafitiese can be enumerated as:

* Path of evolution

» Timeframe

* Organisational redesign

» System architecture

» Change management

* Top Management support

In addition to these generic factors, there hawnlsme studies that have focused on identifyingenbechnical
factors. The work of Rokt al. (2005) is on these lines and they have identifiexifollowing factors as obligatory
for the success of CRM:

» Defined and enforced process
* Technical support

« Efficiency and effectiveness

» Customer satisfaction
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 Accuracy of Customer information
* Profitability

However, there are certain factors that receiveegtanice from a large majority of researchers. Amihagn are
actors such as Top Management commitment and gyrdtvelopment and communication. The attributesived
wide acceptance in CRM research literature. Sorherdiactors however do not find such quick accemaas
general issues while some factors are rarely meedioin the literature. These factors, for examples sales
automation and benchmarking.

3. Research M ethodol ogy

The objective of this paper is to uncover the CRMcgss factors in the software services compaAiease study
methodology was adopted as it allows the researchask over open-ended questions relating to Wwhppened,
why it happened and how things happened (Yin, 19Bd¢ case study illustrates the experiences of QRdject at
a Bangalore based IT firm. Due to the confidentiadure of the study, the company's name has besmmged to
‘Corp 1’ to mask company's identity. The data fog study was collected by several semi-structurehiiews with
members of the business development team withircdingpany. The target audience for interviews wasShles
Director. The semi- structured interview methodgldgcilitated to gather data that was rich in defiiles &
Huberman, 1994).

4. CRM Successfactorsat Corp 1

The research developed a list of success factatshat have been quoted by many authors and oésarin their
studies. The purpose of presenting these succetsdds to add value to the CRM practice by foogsin these
factors as a source of success as well as a wayoid possible reasons for CRM failure. The suctas®rs cover
different aspects that influence the CRM program imdlicate a clear vision for monitoring of the ilmmentation
process as well as its utilisation. It has beemdofrom the evidence of the case study that theesscfactor
approach is implicitly applied within the CRM projs, yet it is not formally documented and monitbréhey were
aware of the importance of considering all sucdastors in CRM implementation. The most importaedtér that
influenced the success of the company’s CRM impleaten was the strong commitment by the Top Manegd
to the project. For the company’s sales operatithriesmost crucial factor in the success of the GRIdlementation
is data management. The value of data is significdrgh for Corp 1 (name changed) as they targeighly niche
market and their customer data was built sincedsption and this customer database is very védualthem since
it was manually created by the market research té&mocess change was considered as another venrtamp
factor in CRM success as the weakness of the coyigpanevious processes were a major barrier toGRéM
implementation. For the current CRM implementatistaff motivation and training added big volumesthe
success of their CRM.

5. Discussion

Corp 1 though did not use all proposed successriaeixplicitly in the implementation process, thiowdl of them
were recognised as important with different lexdlamportance. Top Management buy-in is the biggehtence on
the success since it has repercussions on all atiteiities which is in line with Payne and Fro2906) opinion
that, CRM is not an appropriate approach for a @nygpto adopt if it does not have the leadershipghef firm

engaged in supporting CRM and a board-level spoc@mmitted to its success. Employees at every laigsl need
to be in sync with the sales strategy thrown outhgy CRM system, so it is finally about people. [Caridentified
the success factors very clearly in this reseasthbéishing that the relative success or failur€BM initiatives is
strongly influenced by the interplay between thkeg organisational elements: people, process arthtdogy. This
is in agreement with the results drawn by Chen @dich (2003), Plakoyiannaki & Tzokas (2002) anavBaey &

Zabin (2001).
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6. Conclusion

The foremost requirement of a successful CRM pradtarts at the top. The Top Management of aarganisation
has to be the first evangelists for the concepé mimdset for adapting processes and people teemmahtation of a
CRM has to flow down from the top, making it a camp wide effort, with active support from seniormagement.
Executives in decision- making positions need toabgvely involved in changing processes to malentimore
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 ¢hass-functional
processes. The system would need proper trainimgngloyees in order for them to become more custaergtric,

thereby adding value to their customer interactidigs would also help enhance their market andocuer related
skills and thus motivating them to achieving CRMalgo
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Factor Rank
Top Management Commitment 5
Clear CRM strategy 2
Data management

Process Change 5

IT Systems

Staff motivation & Training 5

Monitoring and feed backs

Inter- departmental integration 4
Table 1: CRM successfactorsat Corp 1

The evaluation of the CRM success factors is shiovlrable 1 (5= most important, 0 least importamt)e Table was
filled by the Sales Director in Corp 1 after prawigl a description of the table by the researchlee &valuation was
based on the importance of these success factthie tmplementation of CRM project for Corp 1.
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