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Executive Summary  
This report examines and provides a detailed analysis of Customer 

Relationship Management (CRM) with respect to its implementation in the 

organisations. The study investigates market trends, levels of its current 

practice, levels of successes and failures and the factors associated with the 

implementation of the same. In order to gain proper understanding of the 

subject matter research, two different case studies are discussed in detail. At 

the end, the study presents a proposed model of successful implementation of 

CRM along with a set of recommendations following the conclusion.  

 

The paper then discusses two different case studies with respect to the 

implementation of CRM in the financial services industry – Robeco Bank 

(Switzerland) & a German Bank (Anonymous). Thus, analysing the issues 

practically involved and raised in the implementation of the management 

system aimed at creating customer value, and also putting forward the 

experiences of two different companies in the same industry. Therefore, 

looking into the challenges created for the management, causes/factors 

associated with and resulting in the success/failure of CRM as a means of 

creating customer value, and overall experience of the companies attempting 

to implement CRM. The discussion therefore leads to a roadmap for 

successful implementation of CRM with a recommendation of “Ten Key 

Steps” for successful implementation of CRM in an organisation. Lastly, in the 

light of the analysis presented and case studies discussed, an independent 

conclusion under the subject matter research is formed along with a set of 

recommendations/suggestions. 
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1.0 Introduction 
 

1.1  Project Definition, Scope, Design & Methodology 
 

Although Customer Relationship Management (CRM) is a recent concept, its 

tenets have been around for some time. Marketeers have always promoted 

close relationships with customers. Customer profitability has been touted as 

significant for many years, but has been difficult to determine as many 

institutions are organised along product or channel lines as opposed to 

customer-based lines. Similarly, the concept of mass customisation has been 

circulating in industry literature for nearly a decade. However, all have 

remained essentially theoretical concepts; aspirations rather than practical or 

commercial realities. Today, due to advances in information and 

communications technology, the promise of one-to-one relationships, 

customer-value analysis and mass customisation are now possible. Yet, 

despite the role of technology these manifestations are less a technological 

phenomenon than the result of a profound change in the economics of 

information.   

 

New business ecology is emerging, first generation CRM was about focusing 

on improving the relationship, which organisations had with their customers. 

This was later extended to embrace the total enterprise and the concept of 

Enterprise Customer Relationship Management (ECRM) emerged. Based on 

research, a new second-generation view is proposed for financial services 

organisations based on incorporating e-business activities, channel 

management, relationship management and back-office/front-office 

integration within a customer centric strategy. 

 

CRM has been growing steadily for the last few years and is now seen as the 

way forward for any business wishing to thrive in the ‘e-future’. CRM 

concentrates on the retention of customers by collecting all data from every 

interaction, every customer makes with a company from ‘all’ access points 

whether they are phone, mail, web or field. The company can then use this 
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data for specific business purposes, Marketing, Service, Support or Sales 

whilst concentrating on a customer centric approach rather than a product 

centric.  

 

Every business is different and therefore needs a different approach to CRM. 

Every company also has different legacy systems and has various levels of 

data integration within the company. This is why CRM is so hard to define, as 

it is all things to all companies. 

 

According to Caulder, D. (2000) Budge explains "CRM is a way of life, not a 

problem for technology, what you really need is a philosophy that permeates 

every part of the organisation. The company needs to put the customer at the 

heart of everything it does. That’s all CRM should be. That’s what produces 

value at the end of the day." 

 

1.2 Industry Dynamics 
 

A study published in Harvard Business Review concluded: “Some companies 

can boost profits by almost 100% by retaining 5% more of their customers”. A 

similar study by PIMS revealed “that a dissatisfied customer would tell 

between 7-10 people whilst a satisfied customer would recommend a 

company to 3-4 of their friends” and a study commissioned by Ventura found 

that “eliminating all customer service problems could double profit growth over 

a five-year period”. So CRM is purely good business sense, but it is also a 

means of survival. Shorter product lifecycles have robbed companies from 

enjoying the sustained financial benefits of being product innovators. Not only 

can competitors bring copycat products to market quicker, new generations of 

products are introduced more quickly making service and support key to the 

retention of existing and future customers. 

 

In past retailers, banks, insurance companies and car dealers had a close 

relationship with their customers. They often knew them individually, 

understood what they wanted, and satisfied their needs through personal 
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customised service. As a result, they earned loyalty and a large share of their 

customers’ business. This, however, was a costly and inefficient system and 

customers effectively subsidised this relationship by paying higher prices. 

Over the years, through mass marketing and increased consumerism, 

customers traded relationships for anonymity, reduced variety and lower 

prices.  

  

Today, through the effective use of information and communications 

technology, such a trade-off is now unnecessary; organisations can offer their 

customers variety, lower prices and personalised service, and all at the same 

time. An airline gate attendant whom customer (passenger) have never set 

eyes on knows the customer as a valuable customer and upgrades their seat 

to first class in preference to a once-a-year holiday traveller. The garage 

reminds its customer that his car is due for service. A car hire company takes 

customer reservation on a dedicated line, and then presents them with a 

waiting rental car complete with their name in lights when they arrive at the 

destination. Banks inform its customers that they have excess funds in a non-

interest-bearing account. 

  

These companies are practising elements of an approach to marketing that 

uses continuously refined information about current and potential customers 

to anticipate and respond to their needs. This is the practice of CRM. Many 

businesses today realise the importance of CRM and its potential to help them 

achieve and sustain a competitive edge. These organisations are already 

changing their business processes and building technology solutions that 

enable them to acquire new customers, retain existing ones, and maximise 

their lifetime value. 

 

The object of planning customer-centric business strategies is to find win-win 

opportunities with customers. Do more that benefits the customers so that 

they will do more that benefits the Organisation. The "customer relationship" 

planning approach is relatively simple. Its about organisations empathising 

with the customers by putting them selves in their customers' shoes. Seeing 
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through their eyes, discovering and understanding what their needs and 

wants are, even anticipating what they don’t want yet, but will in coming 

future. And when the organisation has done all that, it will be ready to identify 

the best mutual opportunities for its customers and its self. Then it can 

prioritise these opportunities, picking the best and putting them into play (Lee, 

D. 2000). 

 

1.3 System & Process Design 
 

CRM vendors claim to hold the keys to a firm's success. Success with this 

technology depends more on the implementation of well-designed, customer-

centric procedures than it does on slick system interfaces.  It's not just about 

sales and marketing automation anymore.  Rather, success is contingent 

upon seamless access to customer information and integrated front-

office/back-office functions across departments. 

 

The effective design and integration of sales and marketing procedures is the 

single most important factor for the success of CRM systems. Customers 

expect seamless front-office / back-office systems integration. This requires 

clean business procedures and integrated CRM functions across 

departments. 
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2.0 Origin & Concept of Customer Relationship Management   

 

2.1 Origin of Customer Relationship Management – CRM 
 

It is very hard to trace back the actual origin of Customer Relationship 

Management (CRM). Many researchers state that the origin of (CRM) is found 

in early eighties and according to others in late eighties. 

 

The concept was originally developed by US marketing strategy consultants, 

Don Peppers and Martha Rogers, and first published in the Harvard Business 

Review almost five years ago. “The more customers teach the company”, they 

explained, “the better it gets at providing exactly what the customer wants – 

exactly how they want it – and the more difficult it will be for a competitor to 

entice them away.” (Peppers & Rogers Group, 2001) 

 

According to Davies (2001) the term was first coined in the early eighties by 

academics at various business schools. One of the first on the scene was Dr. 

Jagdish Sheth who was at the Goizeta Business School at Emory University 

in Atlanta.  

 

However, the actual term CRM, according to Lee (2001), was the outcome of 

a contest sponsored by conference-holder DCI in 1988.  

 

2.2 Brief History of CRM 
 

According to Stead (2001) of Secor Consulting, during late 1960s, in his 

seminal article on marketing, management guru Ted Levitt suggested that the 

purpose of a business was to “create and keep a customer”. He advocated 

that the modern firm should view “the entire business process as consisting of 

a tightly integrated effort to discover, create, arouse, and satisfy customer 

needs”. Over two generations later, businesses are beginning to wake up to 

this reality. 

 



CUSTOMER REALTIONSHIP MANAGEMENT (CRM) IMPLEMENTATION 
A BEST PRACTICES PERSPECTIVE AND A PROPOSED MODEL 

 

© European Centre for Total Quality Management             Report No. R-02-01      January 2002                   7 

With the advent of e-commerce comes the e-customer. According to Vantive, 

a customer relationship management solutions provider that was acquired in 

2000 by enterprise resource planning (ERP) software company PeopleSoft, 

the e-customer expects constant access to a company through e-mail, call 

centres, faxes and Websites. Customers demand immediate response with a 

personalized touch. Meeting their needs puts new demand on the enterprise. 

Since traditional ERP applications did not include a customer management 

aspect, CRM was the next logical step. Vantive, for example started as early 

as 1992 in the development and implementation of these customer 

management applications. Moreover, Davenport states that as global 

competition has increased and products have become harder to differentiate, 

“companies have begun moving from a product-centric view of the world to a 

customer-centric one. (PeopleSoft, 2001) 

 

2.3 What is CRM? 
 

“Every body who profits from CRM has their own definition of what it, is, but 

they’re agreed as to what it is not: CRM isn’t about technology any more than 

hospitality is about throwing a welcome mat on you front porch.” (Sims, D. 

2000) 

 

CRM is not simply a buzzword or business jargon, it is a new term given to an 

old concept that stresses the importance of relationships in transactions 

between individuals. The foundations of modern business began with the 

barter system, in which goods were exchanged between people on the basis 

of mutual value. Therefore mutual value was the basis for every transaction 

that took place in a marketplace. The repetition of these transactions 

developed into long-term supply and demand relationships between the 

individuals concerned. 

 

Customer Relationship Management, or CRM, is an information technology 

industry term for methodologies, strategies, software, and other web-based 

capabilities that help an enterprise organise and manage customer 
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relationship. For instance, if a marketing department runs an outbound 

campaign, all of the information about the customers and the program should 

be retained for the sale staff to follow up on, the customer service 

representatives to answer any queries, and technical support to provide any 

field support. The idea is to have the same information available to all in the 

company so that every product or service need of the customer is met. CRM 

implies that everyone in the enterprise is focused on the customer (Khera, M. 

1998). 

 

Customer Relationship Management is the establishment, development, 

maintenance and optimisation of long-term mutually valuable relationships 

between consumers and organisations. Successful CRM focuses on 

understanding the needs at the heart of the business by integrating them with 

the organisation’s strategy, people, technology and business process (CRM 

(UK) Ltd, 2000). 

 

According to David Sims (2000), Liz Shahnam, a META Group CRM analyst, 

states that CRM is “a buzzword that’s really not so new. What’s new is the 

technology is allowing us to do what we could do at the turn of the century 

with the neighbourhood grocer. He had few enough customers and enough 

brainpower to keep track of everyone’s preferences. Technology has allowed 

us to go back to the future to this model.” 

 

Customer Relationship Management (CRM), also known as relationship 

marketing and customer management, is concerned with creating, developing 

and enhancing individualised customer relationships with carefully targeted 

customer groups, maximising their total customer life-time value. 

 

The traditional approach to marketing, which emphasised managing elements 

such as product, price, promotion and place, has been increasingly 

questioned in recent years. CRM recognises that marketing continues after 

the sale is over. Whilst recognising the above key elements till need to be 

addressed, it emphasises keeping, as well as winning customers. Its focus is 
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on customer retention as well as customer acquisition, with time, money and 

managerial resources at both resources. 

 

According to BT Consulting Julian Garrett (2001), CRM is “The creation of 

mutual exchange of value between organisations and their customers where 

both parties recognise that value”, however, for the organisation, that value 

can be measured in terms of revenue, repeat business, referrals and the 

longevity of a customer relationship. For the customer, the value lies, not only 

in the underlying product and in the service they receive, but also in their 

experience as a customer of a particular organisation. 

 

In many companies there is still confusion as to what CRM is all about. Some 

companies think it means a loyalty scheme, others think a help desk fulfils 

CRM requirements. Some limit it to a relational database for key account 

management, while for others. It is about mass-profiling the customer base 

without undertaking detailed segmentation. 

 

CRM is both a process and a corporate mission. At its core, CRM is about 

finding better ways to enhance the customer experience. That means looking 

to make the customer interface with sales, Customer Support, Technical 

Support, Accounting, etc. more friendly, knowledgeable and efficient. Without 

question, retaining customers is far more profitable than replacing them. 

 

CRM is a class of front-line business applications used by leading 

organisations to acquire and retain long-term, profitable customers. 

Employees use CRM applications, most frequently associated with the front 

office, when they are in direct contact with the customers and prospects. 

 

Customer Relationship Management (CRM) is also often known as one-to-

one marketing, because it is based on the idea that every customer is an 

individual with different needs and different preferences. Therefore companies 

need to engage in a “learning relationship” with their customers to recognise 

and respond to these needs. 
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2.4 Integrating People, Process & Technology To Maximise 
Relationships 

CRM is not merely Sales Force Automation (SFA) and customer service, 

however, it is about a comprehensive approach that provides seamless co-

ordination between sales, customer service, marketing, field support and 

other customer-touching functions. CRM integrates people, process and 

technology to maximise relationships with all customers including 

eCustomers, distribution channel members, internal customers and suppliers 

(Bussiness-Intelligence.com, 2000). 

Furthermore, CRM is about loyalty, having such a strong loyal relationship 

with the customer that acts as exit barrier for the organisations customers. 

Nowadays businesses are channelling all that holy zeal to efforts that promise 

to “increase customer loyalty,” ever since it is believed that serving customers 

better than the competitors encourages them to return for more and be a little 

less price-sensitive. In other words, through a consistent, ongoing relationship 

that builds loyalty business stand to benefit from many more purchases that 

each customer will make over the years. 

 

David Sims (2000) quotes, when my wife and I were living in Istanbul we 

would walk past any number of corner markets to shop at our regular bakkal, 

in larger part because the proprietor, Remzi, could have written the CRM 

textbooks for Harvard Business School. Just as seminal Swiss psychiatrist 

Carl Jung, upon reading William Blake’s poetry declared “there is nothing I 

have said or written about the mind that this man did not know,” there’s 

nothing about proper, correct CRM that Remzi doesn’t do intuitively, since if 

he didn’t have a firm base of loyal customer relationship he’d be stocking 

shelves in a bakkal (grocery store) that did. 

  

Remzi would take credit if, we were short that day. If my wife had already 

bought the yoghurt, he’d tell me not to. When we balked at the dubious 

looking – to western eyes, although they were delicious tub of fresh apricots 

from Kenya he let us try a couple, he knew if we tasted them he’d sell a few 

kilos. If we got bad egg’s he’d give us replacements. When the really good 
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figs and hazelnuts came in he’d point us to the right bin. Hey, he knew how 

many bakkals we walked past every day. 

  

“If you’re a corner store or small business, you can know your customers well 

and take care of the relationships you have,” says Janice Anderson, vice 

president of CRM Solutions for Lucent Technologies. “You get more of their 

wallet and loyalty since you have taken the time to care about them. Your 

growth strategy commits to relationships with customers.” This is the idea, 

after all, behind such “loyalty” programmes as air miles. 

 

Julie Fitzpatrick (2000) senior vice president of marketing of Chicago-based 

eLoyalty, agrees. “Loyalty,” she says, “is the result of building past positive 

experiences with an individual that builds trust and, ultimately, loyalty. Further 

she adds “Recognise the unique situation of a customer at any point in time,” 

Fitzpatrick says. “Consider the customer’s value, their current business 

situation, proximity to purchase and history of goodwill to the organisation.” 

 

When a person goes to a neighbourhood restaurant every single Saturday 

night and spends big and he will get the deluxe treatment. He be greeted by 

name, led to a good table right away and served a drink or two on the house. 

But if he takes to demanding items not on the menu, sending plates back to 

the kitchen and arguing about the check, he soon be lucky to get a glass of 

water at his table by the restrooms. 

 

According to researchers, smart business owners quickly learn that the 

biggest profits can come from a small group of free spending, easy to satisfy 

patrons, and those cheapskates who tie up the staff should not be 

encouraged to return. But how can this knowledge be adapted to a big 

corporation that offers thousands of products to millions of customers who can 

come into contact with the company in many different ways, in person, by 

phone or on the Internet? 
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To be competitive, a company must know its sources of profit and understand 

its cost structure. Additionally the company must also ultimately translate its 

strategies into action. For outright unprofitable customers, management wants 

to explore the possible options of raising prices, or surcharging them for the 

extra work. Organisation may want to reduce the causes of their extra work 

for them, streamlining their delivery so its costs them less to serve their 

customers, or finally alter their behaviour so that those customers place less 

demand on the organisation. 

 

Julie Fitzpatrick (2000) argues that, measuring the effectiveness of these 

actions against loyalty is “probably the most neglected area in CRM.” 

Organisations need to thoughtfully measure if such actions actually move a 

customer to by more, select other items from the company and tell their 

friends about them. A friend wrote complaining to barnesandnoble.com that 

she couldn’t send a gif certificate; she’d missed a link on the site. They sent 

her an apology and a $10 certificate, and it was her fault! She’s spent a 

couple hundred dollars with them since then. 

 

2.5 What is true Customer Relationship Management? 
 

CRM is a very popular topic in today's business environment. As it is often the 

case, the very popularity that is causing CRM to become the fuel for board 

level discussions in many organizations, is also leading to confusion and 

misconceptions over just what true CRM entails. A very common and natural 

mistake is to consider CRM from the perspective of only one business 

function or technology. An organization may be moving towards a customer 

focus if it is implementing "one-to-one" marketing strategies through a new 

marketing database complete with campaign management facilities. Another 

organization may also be moving in a CRM direction when it implements a 

new call centre and telephony package. 

 

After undertaking the CRM endeavours described above, both of these 

organizations may call themselves "CRM ready"; however neither really is. It 
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is only after an organization has implemented marketing, service, sales and 

risk management technologies, and is able to integrate all the parts, that true 

CRM is approached. This type of cross-functional integration is what is 

required to facilitate the personalized customer contacts. 

 

When determining a definition of CRM that is effective and can be understood 

and agreed upon by both the business and technology folks in the 

organization, it is helpful to keep in mind the three words that make up the 

acronym CRM: the Customers, the Relationships, and the Management. 

 

2.6 Does A Company Have A True CRM? 
 

Before defining CRM and building the plan for transitioning its processes, it is 

useful to determine how CRM savvy that organization is today. The starting 

point for this determination lies in the CRM mantra that is introduced above: 

 

Can we anticipate our customers' needs accurately enough to be in the Right 

place, at the Right time, with the Right product for them? The three R's to 

CRM are significantly different than the traditional reading, writing, and 

'arithmetic that we learned in school. When customers start answering yes to 

the "Right Place, Right Time, Right Product" test, then the management will 

know that their organisation has achieved CRM success (Imhoff, C. et al 

2001). 
 

Imhoff (2001) suggests that, an easy way to gauge the level of CRM 

accomplishment in an organization is to ask the few simple questions posed 

below: 

1. How Many Customers Do You Have?  

2. How Many Products Does Each Customer Own?  

3. Can Your Customers Contact You Effectively and Efficiently? 
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The answers that get to these questions, as well as the consistency of those 

answers across business and technology areas will help the management to 

understand how far the organisation has progressed toward true CRM. 

 

According to Imhoff (2001), these questions provide the building blocks upon 

which the "Right Place, Right Time, Right Product" mantra is founded. Each 

question is important in and of itself; however, as with most issues relating to 

CRM, it is the sum of the parts that enables the management to reach the 

whole. If a company can't count its customers, it typically means it can't 

identify them. If it can't identify them, how can the management determine 

what products and services they own? If they can't accurately determine what 

products they do own or who they really are, how can they ever hope to offer 

the right product, much less make any determination of right time or right 

place? Given these considerations, lets examine each individual question in 

more detail: 

 

2.6.1 How Many Customers? The number of companies that 

cannot accurately determine how many customers they actually have is quite 

surprising. Even when an organization can determine this information, many 

times the actual customer count comes with various caveats. 

Telecommunications companies that operate from product oriented billing 

systems often count customers based on the number of billing accounts that 

exist in their systems; to them, every account is counted as a customer. In 

many cases the only reliable customer name on these accounts is the 

customer who pays the bill. If there are multiple users associated with one 

billing account, these additional customers may not be included at all. If an 

individual or company has several billing accounts, they can be counted 

several times, once for each account. Both situations have adverse 

consequences for a company attempting CRM. In the first case, the company 

has no knowledge of service users who don't pay the bill. In the second case, 

the company has no accurate way of understanding the number of products 

owned by a particular customer, and thus no way of understanding that 
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customer's true value. Either case can lead to missed opportunities to cross-

sell other products and build customer loyalty. 

 

2.6.2 How Many Products? The number of products owned per 

customer can be another tough question. Multi-line insurance companies can 

often determine how many Property and Casualty (P&C) policies a customer 

has. (Most actually go so far as to offer multi-policy discounts within business 

line.) However, many large organizations cannot tell how many of their P&C 

policy owners also have life policies, and it is the rare company indeed that 

can determine how many customers with individual policies of any type also 

participate in employer sponsored retirement products 401-k (see figure-1), 

health insurance products, or supplemental life products. As illustrated in the 

prior bullet, it is difficult to understand number of products owned when 

account or product based systems are the sole source of information. The 

examples given in this bullet also illustrate the more common difficulties faced 

[Source: BetterManagement.com, 2001] 

Figure: 1 
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by organizations trying to answer this question across independent business 

lines or subsidiaries.  

 

True customer value cannot be assessed without an accurate answer to this 

question. Without an assessment of customer value, and without knowledge 

of product ownership, effective action plans to maximize customer value and 

satisfaction are difficult to develop. 

 

2.6.3 How Many Contacts? Effective and efficient customer 

contact across all possible contact points is another good indicator of CRM 

savvy in an organization. The ability to facilitate this advanced CRM concept 

transcends the more simplistic product and customer information issues 

highlighted by the first two questions. Management of customer contacts 

introduces organization structure and culture into the mix. A simple way to 

measure this is with the following question. How many phone calls does a 

good customer (one with multiple products) have to make to change his/her 

address across all the products that they own? Chances are that in any 

company with disparate products and multiple telephone service centres, the 

answer is more than one. Fixing customer contact issues like this one 

requires organizational policies that depend on CRM, and an organizational 

structure that facilitates it. 
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3.0 Importance Of And Strategy For CRM 
 
3.1    Why is CRM Necessary? 

 
Several companies are turning to customer-relationship management systems 

and strategies to gain a better understanding of their customer’s wants and 

needs. Used in association with data warehousing, data mining, call centres 

and other intelligence based application, CRM allows companies to gather 

and access information about customers’ buying histories, preferences, 

complaints, and other data so they can better anticipate what customers will 

want. The goal is to instil greater customer loyalty. 

 

Other benefits include: 

 

 Faster response to customer inquiries. 

 Increased efficiency through automation. 

 Deeper understanding of customers. 

 Increased marketing and selling, opportunities. 

 Identifying different customers. 

 Identifying the most profitable customers. 

 Receiving customer feedback that leads to new and improved products 

or services. 

 Obtaining information that can be shared with business partners. 

 
3.2 CRM Implementation Strategy 
 

For successful CRM, it is very important for the Organisations to have a good 

CRM strategy as they plan to implement CRM within their organisations. As 

CRM is about creating a competitive advantage by being the best at 

understanding, communicating, delivering and developing existing customer 

relationships in addition to creating and keeping new customers, similarly 

customers have changing needs as their lifestyles alter, the development and 

provision of products or services that continuously seek to satisfy those needs 

is good CRM. 
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Mission statement will focus greater attention on how to deliver customer 

satisfaction and organisations will begin to structure themselves around 

customer segments and not product lines. A good CRM strategy will take the 

business vision and apply it to customer base by asking the questions: 

 

 What products and services are we offering now and in the future? 

 The products that we are offering are in what market? 

 What are the customer groups for these product and services? 

 Which of these are of most value to the organisation? In terms of 

spend? In terms of reliability? In terms of profitability? In terms of 

growth potential? 

 What additional needs do the most valuable customer group have? 

Additional products? Additional services? 

 What different ways can we be doing business to deliver to our 

customers better? 

 
3.3 Designing a CRM Strategy 
 

According to CRM (UK) Ltd, a successful customer relationship management 

strategy will address four key areas of the business: Strategy, People, 

Technology and Processes. They call this combination of elements the COG 

Wheel Process™ (illustrated in Figure 2 below). 

 

Figure: 2

Source: CRM (UK) LTD/ SECOR
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The handle of the process is the "driver" of the corporate strategy that gives 

the "direction" to the company. In turn, the strategic direction moves the two 

"enablers": people and technology. The "interaction" of those elements is 

the business processes that sit behind successful customer relationship 

management. 

 

3.4 Creating Customer Value 
 
Intelligent data analysis provides the mechanisms for managing meaningful 

relationships with the customers. Data analysis can direct the design of 

marketing communications, the management of quality service delivery, 

establish a basis for ongoing dialogue, the development of quality products 

and a number of other outcomes that translate into long term profitable 

relationships with the only source of sustainable revenues: customer 

revenues. 

 

The management of customer value is a cyclical process that has four key 

steps (Figure 3). 

 

Source: CRM (UK) LTD/ SECOR Consulting 2001 

Figure: 3 
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 Stage 1: Define The Customer Actions 

 Stage 2: Determine The Customers Expectations 

 Stage 3: Stage 3: Design The Customer Value Model 

 Stage 4: Deliver Customer Value Model 

 

3.4.1  Stage 1: Define The Customers Actions  
The first stage in creating customer value is to understand the customer base. 

Analysis of existing data can provide information about segmentation, 

behavioural characteristics, profitability and churn rates that create an 

understanding of the customers. 

 

3.4.2 Stage 2: Determine The Customers' Expectations  

Although it is difficult to manage, expectations are often the cause of 

dissonance that results in loss of customers. Understanding the needs and 

wants of customers with regards to the organisations service delivery levels 

and product quality is essential if ongoing, mutual value relationships are to 

be established and endure. 

 
3.4.3 Stage 3: Design Customer Value Model  

The combined understanding of customers' behaviour, needs and wants, the 

customer value model will seek to deliver value in the most cost effective 

manner. Defining the customer journey, performance measurements and 

product offerings will all be critical at this stage. 

 
3.4.4 Stage 4: Deliver Customer Value Model  

Implementing the integration of systems, processes, service providers, 

business technology and infrastructure in addition to the creation of 

measurement systems to monitor progress. 
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3.5 Road Map For Implementing CRM 
 
McKinlay et al (2001) propose that a roadmap for implementing CRM is a 

strategic plan that identifies how an organization can meet and exceed its 

customers' needs. This includes, but is not limited to, assessing how the 

sales, marketing and service entities work together to:  

 

1) Gain insight from their customers (e.g. purchase history, desired 

products/services;  

2) Produce valuable offerings/products (e.g. personalized product), and;  

3) Provide the ultimate customer experience (e.g. multiple touch-points, 

360 degree view of the customer). 

 

The figure 4 provides a "line of sight" that links the business strategy to 

customer expectations, and is described in the following pages. Following 

these steps can ensure that the company meets its CRM goals. 

 

As illustrated above, developing a CRM Roadmap involves aligning an 

organization's business strategy with its prioritised CRM capabilities. For 

example, if a company's business strategy is to develop products faster to 

[Source: Accenture 2001] 

Figure: 4 
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gain unique market positioning, the capabilities that the company needs to 

master should be aligned with that strategy, and might include: 

 

 Leveraging customer information from the service process (e.g. 

integrating customer feedback during service calls with the marketing 

department)  

 Effectively managing product mix (measure success by campaign), and  

 Effectively managing sales channel strategy (eliminate conflict between 

distribution channels). 

 



CUSTOMER REALTIONSHIP MANAGEMENT (CRM) IMPLEMENTATION 
A BEST PRACTICES PERSPECTIVE AND A PROPOSED MODEL 

 

© European Centre for Total Quality Management             Report No. R-02-01      January 2002                   23 

4 Best Practice In CRM Implementation  
Case Study Analysis 

 
4.1 Case Study 1: Robeco Private Banking  

 

This report presents IDC's (2000) detailed analysis of two client case studies 

of CRM implementations. The focus of the study, as originally conducted, 

was: 

 

 To identify what types of metrics companies have used to measure the 

success of their CRM initiative. 

 To understand how organizations have been able to quantify the 

changes that have enabled them to successfully renew customers that 

they might otherwise have lost or identify areas in their customer 

service and support processes that allow them to gain a competitive 

advantage. 

 To identify the organizational and cultural discipline needed to ensure 

that everyone in the organization supports the CRM initiatives. 

IDC believes that this type of review of real-life situations is essential to 

understanding how CRM is helping organizations develop closer relationships 

with their customers. 

 

This study will therefore provide information that will support the strategic 

decisions eCRM service providers are making in order to compete and lead in 

this dynamic and growing market. 

 

4.1.1 Profiled Clients The information gathered in this report is 

based on one-on-one interviews and discussions with five clients conducted 

by IDC. The client companies that participated1 are as follows but only first 

two of them are discussed in detail in this report: 

 

 Robeco Private Banking 

                                    
1 See Table 4 
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 A German Bank (Anonymous) 

 Murphy's Brewery Ireland 

 Philip Morris 

 Global One 

 
4.1.2 Case Study: Robeco Private Banking 

In 1999 Rabobank (Switzerland) Ltd., a relationship private bank, and Robeco 

Bank (Switzerland) Ltd., an offshore direct private bank, merged to form Rabo 

Robeco Bank (Switzerland) Ltd., a pan-European personal and private bank. 

At the end of 1999, the bank had 160 employees with 8.0 billion Swiss francs 

of assets under management. 

 

However, the following case study is based primarily on the offshore "direct" 

private banking operations of ex-Robeco Bank, which implemented a new 

client and prospect management system with Cambridge Technology 

Partners (Cambridge), from November 1998 to October 1999. 

 

According to Robeco, offshore direct private banking means providing clients 

with services at a distance, i.e. acquiring and managing clients remotely. The 

product range included in-house funds and individual securities, fixed interest 

deposits and loans. The bank focused on cross-border marketing to wealthy 

individuals seeking high performance investments in mutual funds and 

individual securities. 

 

4.1.3 The Customer Loyalty Vision (Project Avanti) 
In 1998, the bank made a decision to integrate a program of change, which 

they christened "Avanti". This program was designed to focus on proactive 

and segmented client management and addressed key aspects of the 

organization, processes, systems and staffing, aimed at enabling the client 

relationship managers to provide a much more comprehensive service and 

increase revenue and profit per client. The project was really driven from top 

management, with some initial resistance from the bottom. 
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One of the major initiatives within the "Avanti" program was the 

implementation of a new client and prospect management system with 

Cambridge as the principal contractor. At the time the decision was made to 

go ahead with the implementation of a CRM solution, the bank was 

negotiating a merger with Rabobank. Initially, the bank had been spending 

large sums of money on client acquisition and needed to have a more 

integrated approach to client and prospect management.  

 

With over 60,000 prospects and leads with a conversion rate of approximately 

10% through mailings and individual contacts, the bank decided it needed to 

refocus its efforts to customer retention in addition to acquisition. The bank 

was providing its clients with a full range of offshore products, advice and 

assistance, transactions and interaction via phone, post, fax, email, Internet 

services and branches, at a distance physically but not at a distance mentally. 

Building relationships at a distance is becoming more complex, according to 

Robeco. The bank believed it needed to refocus on existing clients in addition 

to acquisition, by improving: 

 Client retention 

 Share of wallets (related to measuring customer loyalty) 

 Client referrals. 

 
The client management strategy that was enlisted can be seen in Table 1 

below. 

FROM 
 
Prospecting Focus 
 
 
 
Client Management 
 

- Standardized 
 
- Reactive 
 

Paper-driven 
Administration/Advice 
Balance 
60%:40% 

TO 
 
Integrated Prospecting and 
Client Management, using a 
Client Management System 
 
Client Management 
 

- Segmented 
 
- Proactive 

 
Electronically driven 
Administration/Advice 
Balance 
30%:70% 

Source: IDC, 2000 

Table 1 Client Management Strategy in the Robeco 
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4.1.4 Service Provider Selection 

Robeco looked for external partners for guidance. The company spoke with a 

number of different players including PriceWaterhouseCoopers, who had 

earlier given advice on the entire direct business model in 1998, and 

Cambridge Technology Partners. At the time, Robeco wanted a more 

technology-oriented approach, so it decided to start with Cambridge. 

Additionally, it had a preference for Cambridge's fixed-time fixed-price 

approach. 

 

Robeco decided on dual responsibility rather than giving full project 

management responsibility to Cambridge. The team included a senior and a 

junior project manager and two top IT people from Robeco's side and very 

senior project managers from Cambridge. Robeco felt it needed to be 

involved in the project management side and that the transferral of knowledge 

to internal IT people was essential. 

 

4.1.5 The Customer Care Solution 
The CRM solution that was chosen was Vantive Sales and Support version 

8.0 as a base and was designed, developed and implemented between 

November 1998 and October 1999. The main objectives to achieve better 

client service and improve the overall prospect base included the following: 

 

• Clients 
 Client profiling; 

 Client profitability/revenue analysis; 

 Contact management; 

 Service plans; 

 Proactive follow-up for marketing campaigns; 

 Correspondence management letters, faxes, email; 

 Reminder management; 

 End-user queries and "mini campaigns"; and 

 Compliance alerts. 
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• Prospects 
 Structured follow-up for prospecting; 

 Automated and personal follow-up. 

 

The Vantive solution was an out-of-the-box cross-industry application, as at 

the time there was no application available specifically for the banking or 

private banking sector. 

 

The solution did have some prospecting functionality, which was perceived to 

be applicable to the cross-business sector. However, the customer 

functionality had to be built into the Vantive product. 

 

4.1.6 Transition from Paper to Electronic 
Robeco decided to create a group called the client service department, which 

would be responsible for making sure everything became available online. 

Email response was considered to be the first functionality and providing 

clients access to their accounts online, which was a separate project, was the 

second functionality. The whole approach to ebusiness was to focus on 

service and advice and not on transactions. 

 

One of the critical things Robeco noticed was that it had to change the whole 

processing side of its operations since everything was moving online, letters 

and faxes were being scanned, and the inbox was flooded with emails which 

created a different kind of routine. One of its priorities was to improve the 

servicing side of the business, create easier account access and access by 

email in order to provide quick and timely responses. 
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4.1.7 Service Segmentation 
To further improve client service, types of clients were segmented according 

to separate levels of service, as illustrated in Table 2. 

Clients were segmented based on transaction behaviour and the frequency of 

transactions. In the design phases the program also segmented people on the 

basis of their service needs those that were more active had a different kind of 

service plan than those that had a more passive approach. To a great extent 

there was a mass marketing campaign approach, but micro campaigns 

involving each desk starting a campaign on its own client base were 

introduced in early 2000.  

 

This type of segmentation led the bank to develop stronger relationships with 

clients and become more proactive with the most profitable segments in terms 

of advising and selling. 

 

Personal Banking
 

– “Call Center” approach 

enabled by Vantive 

– Client Management 
Groups by language 

 
– Oriented towards Fund 

Investments 
 

– Reactive service exc. 
selected 

– marketing campaigns 
 

– 1,000 clients per 
relationship 

– manager 
 

Private Banking 
 

– Personal relationship 
manager 

– Segmentation by: 
o Language/geography/ 

ethnic group 
o Asset management 

needs 
o Advisory/discretionary 

 
– Funds and direct 

investments 
 

– Proactive service based 
on needs wants and 
profitability 

 
– 250-300 clients per 

relationship manager 
 

Table 2 Segmentation of Services in Robeco Banking 

Source: IDC, 2000 
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4.1.8 Customer-Centric Data Warehouse 
The bank developed its own customer-centric data warehouse solution in 

house. It was then able to segment its client base not only by the different 

levels of service but also combine this using information that was captured in 

the database, such as assets, revenue and the profitability of the Rabo clients 

after the merger. This information was vital in terms of mapping out a 

commercial direction for the bank. 

 

4.1.9 Training 
Project managers, product champions and business managers who could 

drive the business use of the project provided training to the end-users. 

Systems administrators took care of the training for the applications. 

 

4.1.10 Measuring the Benefits 
Through the implementation of the Vantive solution the bank hoped to realize 

the benefits based on its initial assumptions as represented in Figure 5. 

[Source: IDC, 2000]  

Figure: 5 
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According to Robeco, it already knew there was nothing available in the 

market place and whatever solution it chose would therefore be costly, as a 

lot of customisation would be required. Initially it thought the project would 

cost around CHF 1.5 million, and grow with ongoing costs to reach CHF 3.4 

million over 5 years, but after implementation the costs reached CHF 2.3 

million growing to CHF 5.5 million, as can be seen in Figure 8. 

 

The main reasons for the miscalculation in the budget were: 

 

 Implementing while Robeco was merging with Rabobank, which 

brought further complications and delays 

 Underestimation of the online processing side, which became complex 

and had to be redesigned 

 The cost of customisation was not fully included since Robeco had 

selected Vantive, an out-of-the-box system, it needed much more 

customisation 

 

Therefore, instead of the expected benefits being realized earlier, the payback 

reality was now from 23 years, due mainly to the merger. Based on this 

assumption, a benefits analysis was developed that projected the client loss 

rate. The benefits analysis information is depicted in Table 3 below: 

 
 

Robeco CRM Project Benefits Analysis Main Assumptions, 19992003 
 
End 1999 End 2000  End 2001  End 2002  End 2003 

Incremental AUM 
(CHF M)  27   74   144   235   347 
 
Increase in  
clients by:  163   314   516   731   960 
 
- retention  141   276   413   562   736 
 
- new clients  22   38   104   169   234 
 
Client loss rate  6.1%   5.6%   5.1%   4.6%   4.1% 

Table 3 

Source: IDC, 2000 
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The client loss rate was calculated based on improved client intimacy. The 

bank expected that by having more contact with clients, and becoming 

proactive rather than reactive, it could then calculate the impact on a 

cumulative basis. An increase in clients partially by retention and by client 

intimacy would also lead to referrals. The client loss rate was based on the 

total client base and the goal was to reduce the client loss rate of 6.5% in 

1998 over a five-year period to 4.1%. Based on incremental figures adding up 

over a 5-year period, it expected to have found 960 more clients (about 736 

by retention and 234 by referrals) by the end of 2003. The impact of improving 

the client loss rate from 6.1% to 4.1% over time on an incremental basis was 

estimated at CHF 350 million in assets under management (AUM) based on 

the impact over five years. By clearly recording and tracing the movements in 

customer acquisitions and retention on a periodical basis the bank is able to 

quantify customer and shareholder value. Although it is a little early to 

measure the success of this project, all metrics have been put into place. 

 

Robeco was also very concerned about user acceptance. It spent a lot of time 

with Cambridge to ensure it was building a system that would be usable in the 

future. At the design phase there was intensive participation from the 

(potential and future) users on the relationship management level, on 

campaign management and on the prospecting side. The company even let 

users sign off certain functionalities. 

 

However, not all of the benefits have been through financial measurements, 

some have been accounted for by so-called "soft" benefits such as better 

communication with customers. One of the initiatives of the Vantive solution 

was to route paper requests from clients to electronic, thereby improving the 

processes and allowing for a better balance between "advice and 

administration". 
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4.1.11 First Financial Results 
Within the first few months of implementing the Vantive solution, the bank 

already noticed some favourable results. Its negative cash flow from existing 

clients of CHF 86 million in 1998 turned into a positive cash flow of CHF 40 

million in 1999. The strong involvement of the users in both the development 

and implementation phases of Vantive, lead to a much more "existing client" 

focus throughout year and not just during the last months when Vantive was 

live. This explains the much better CHF 126 million cash flow realized 

compared with the originally assumed CHF 27 million incremental impact for 

1999. 

 

4.1.12 Critical Milestones and Learning 
According to Robeco, keeping within the timeframe was critical to the success 

of this project in light of its merger with Rabobank. The time pressure on the 

organization placed Cambridge at the forefront of its choice because of its 

fixed-time fixed-price approach. However, the project was delayed by two to 

three months, due to the merger. 

 

The transferral of knowledge was another critical factor, especially on the IT 

side. As Robeco implied, "going into a development project such as this is a 

very risky business. You have to bring the outside in to develop and when the 

developers are finished, if you do not have that transfer of knowledge in the IT 

department you get a real integration problem afterwards." 

 

After the project went "live" it experienced numerous small problems and the 

project managers and IT people had to resolve these on a weekly basis. This 

ongoing work on small changes to make the project smooth was the reason 

for some of the additional costs. 

 

Initially, Robeco had some resistance from the users, but over time people 

became familiar with the system and its capabilities. The key is to keep the 

ongoing development as close to the users as possible and keep them 

continuously involved, according to Robeco. 
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Implementing the Vantive solution in the ex-Robeco bank was the first phase 

of this CRM initiative. In mid-2000, it rolled out Vantive to ex-Rabobank in 

Zurich and Geneva, integrating and developing a multi-channel system 

through which clients will have the choice of interacting through letter, fax, 

telephone, email and Internet.  

 

Outstanding development work relates to giving clients access to their 

accounts via the Internet, receiving online advice and ultimately achieving 

transactions online. The latter will be implemented more for the purpose of 

operational efficiency than in answer to demand from clients who prefer the 

service and advice functionality rather than online transactions. 

 

4.1.13 Managing the Organizational Impact 
Taking the business online was a very important step for Robeco, which 

virtually had to reengineer its processes and ways of working. This proved to 

be an extremely important element for merging the two organizations 

properly. Once people saw the commercial impact of the CRM system, 

management had to have a critical discussion on whether this was something 

it wanted to bring to the rest of the business. Further steps for the bank in 

Switzerland will be acquisitions. As many private banks are using this same 

bank engine it would be cost efficient especially in terms of mergers as it 

helps to strengthen the deal. 

 

4.1.14 Summary 
The changing need of clients and competitor investments has lead banks to 

place more efforts on building client loyalty and retention rather than on client 

acquisition. Customer satisfaction to foster loyalty remains a strategic point for 

European banks.  

 

As the European banking market becomes more competitive, the demand for 

advanced banking solutions grows. Banking customers have become 

increasingly aware of the most convenient or attractive financial products and 
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services currently available. In light of this increasing competition Robeco 

could be considered pioneers in terms of developing a CRM system in the 

private banking sector, well before the market even understood the potential 

of CRM. Its head start in this initiative has enabled it to extend its client 

access, over its competitors. 

 

The partnership developed between Robeco and Cambridge provided the 

elements necessary for Robeco to successfully complete the project on time 

as well as help it set the stage for bringing its online banking into the 

electronic future. The challenge posed to Robeco was the merger with 

Rabobank, which made the situation more complex. 

 

Despite this, Robeco believes the project ran smoothly, although it did 

suggest that Cambridge should force its clients to look at the transfer of 

knowledge, as this is essential once the service provider completes the 

project. Additionally, Robeco felt that Cambridge was so focused on CRM that 

the whole issue of integration between Web and back office did not seem to 

be at the top of its mind, i.e. too focused on the CRM functionality. According 

to Robeco, "if you want to move your business online, CRM is just one 

element, integration and up-functionality is critical". Despite this and the fact 

that CRM was in its infancy stage in early 1998, Robeco believes the 

partnership was a "happy marriage." 

 

The open flexibility of the Vantive solution led Robeco to build a customized 

system, which ultimately required a lot of maintenance and was considered a 

long-term burden. 

 

On the one hand it was good as it could model the solution to meet its needs, 

but on the other hand Robeco was not in the systems business. One of the 

other frustrating concerns of the bank is the fact that it now has a custom 

application which it believes is difficult to bring to market standard. The bank 

now has a prototype product, which it is willing to share with the marketplace, 
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possibly through a service-level agreement (SLA) or by participating in future 

developments with the software providers.  

 

However, the bank still owns the product, which has caused it to be more 

involved with the IT side than it would have ultimately preferred. In the long 

term the bank does not believe it has any value keeping a customized solution 

as it becomes too expensive. Ideally, a standard solution for the private 

banking sector would have been more appropriate, but unfortunately was not 

available at the time. 

 

Organizational discipline is considered somewhat complex and it has become 

vital that any change initiative should be communicated and supported by 

everyone in the organization. Although initially there was some resistance to 

the CRM initiative within Robeco, employees soon bought into this concept 

once they could see the benefits of the system. While the change process is 

slow, measuring a tangible return on relationships is not an easy task. 

However, Robeco implemented metrics that have enabled it to justify 

customer and shareholder value, through the evaluation of customer retention 

and the number of customer referrals. 
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4.2 Case Study 2: A German Bank (Anonymous) 
 

This case study focuses on a German Bank, which chose to remain 

anonymous. IDC felt this case would still be valuable to readers, however. 

The German Bank is an international commercial bank for private and 

corporate customers, formed by mergers. The case study concerns the retail 

division of the bank. 

 

4.2.1 Customer Loyalty Vision 
The retail division of the bank has approximately 1.2 million customers and it 

decided to develop its CRM strategy by engaging in a database-marketing 

project for these customers. The database marketing system is based on data 

warehouse technology and primarily supports marketing operations for private 

and company customers. The bank was facing more competition and its 

margins were decreasing, it therefore needed to devise a marketing strategy 

based on solid data. Through this realization the bank decided to enhance the 

central database marketing solution. Top management in the marketing 

division initiated the project. 

 

At the time it had a centralized marketing division and needed to increase 

direct activities, such as mailings and call centre activities, and make this 

process much more efficient. At the same time it wanted to develop an 

interactive one-to-one relationship with its customers. The main objectives of 

the database-marketing project were: 

 

 To gain a competitive edge 

 To better identify hidden client potential 

 To consolidate and strengthen market position 

 To create more efficiency 

 To implement faster response to changing market conditions 

 

At the time, costs were an issue, and the bank needed to reduce these and 

raise its earnings. It realized that it required a data mining solution to discover 
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the affinities of its customers and what its customers needs and wants were in 

order to adapt processes to fulfil such needs. It wanted to attract customers 

and build loyalty and it realized that it was good in doing mailings to a vast 

number of customers, but often with poor results and high mailing costs. 

 

Initially, this was a regional rollout, as the retail customers were located in 

southwest Germany, but after the merger the bank realized it had direct and 

online banking activities, which enabled it to rollout across the whole of the 

country. The bank operates its retail services through more than 200 

branches, with classes of customers ranging from the average to the wealthy, 

and also including enterprises. However, its main focus is the B2C market, 

with specialization in private customers. 

 

4.2.2 Service Provider Selection 
The bank recognized that it had some in-house IT skills available, but also 

realized that it required the help of external providers to take care of the more 

complex integration and database marketing skills. At the time it didn't have 

special database marketing skills and needed to employ someone with these 

skill sets. It had to put a process in place to help employees learn the 

dynamics of this type of activity and how to cross and up-sell product’s 

functions that were made more efficient by the deployment of the data mining 

solution. 

 

CSC provided system integration and IT support, but also gave support to 

project management, the requirement definition, business concept and 

database marketing skills. The data mining solution selected was from the 

SAS Institute, which was deployed by CSC. Prior to the data mining solution 

the bank also deployed SAS Reporter, a project controlling tool. 

 

4.2.3 The Customer Care Solution 
The data-mining project was initiated in October/November 1999 on a 

relatively low scale. The bank believes that one of the problems it was facing 

was the fact that the data sources were coming from different databases 
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within the bank with different formats and structures. Customer information 

now resides in one warehouse database and the analysing of customer 

profiles based on types of products and services, such as credit cards, is 

simple. However, in April 2000, the first real activity or first analysis of 

customers took place. This identified the customers with investment funds and 

began profiling those that did not have such funds. It is now starting to make a 

network of activities this year, starting with its branches and now including call 

centres. 

 

Through the data mining solution the bank could determine the percentage of 

customers buying bank products, such as accounts, investment funds and 

loans, prior to the merger. After the merger it gained additional customers 

from other banks coming from the same sector. However, to maximize the 

value of the data mining solution, the bank currently has three data miners, 

one internal and two from CSC. These data miners extract, segment and 

profile customer information, which is then bundled and sent through the 

intranet to the marketing and sales departments. Through this the bank is 

hoping to improve its knowledge of the customer and deepen its skills. The 

bank believes that the data miner market is currently very limited in Europe 

and that there are only approximately 200 data miners across Europe that 

have the skills for this type of activity. 

 

The bank has deployed a multi-channel strategy through which its customers 

can interact with the institution via its branches, call centre, online banking, 

fax, Internet, short message service (SMS) and mobile banking. However, 

most of these channels are not yet fully integrated. Internet connection to the 

call centre for real-time benefits or online support is not yet in place. Neither 

are Web-based marketing capabilities, though these should be available by 

2001. Further, the bank is also currently examining a campaign management 

tool, which it plans to integrate in the short term. 
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4.2.4 Training 
CSC and SAS consultants have largely provided training for the bank's 

employees. The bank sent a number of its employees to SAS to learn some of 

the techniques from both technical and soft skills perspectives. 

 

4.2.5 Measuring the Benefits 
The bank does not yet measure the impact of customer loyalty through this 

system. However, in August 2000 the database was enlarged, capturing more 

data about customers and their accounts. Concepts of customer 

segmentation, life cycle analysis and customer values are now available, and 

will help the bank to gain more benefits from the system. In August a kickoff 

took place for another step of the project. This deals with database marketing 

quality management and aims to receive even more data about the customers 

and their contentment or dissatisfaction. The information will help to improve 

models about churn analysis and loyalty programs. The first results are 

expected in 2001. 

 

4.2.6 Critical Milestones and Learning 
Initially, the bank found it difficult to understand what it was trying to achieve 

with the database marketing solution, for more than a year it felt it did nothing 

more than spend money. At the same time, the bank needed to determine if 

the client was a long-term or short-term client, and by using the information 

that was being gathered in the database it could develop different scenarios to 

support its action plan. 

 

One of the major concerns of the bank was the Y2K issue and the institution 

realized that it needed to upgrade its legacy system and buy new software. 

The system it had in place tracked and contained very poor data, which could 

not be analysed effectively. The bank believes that to start a project it is 

important to find a good integrator and an external partner as they can help to 

realize the bigger picture of the project and have a better knowledge of 

emerging technologies and business solutions. 
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4.2.7 Managing the Organizational Impact 
The bank's employees have recognized that by filling in good data in the 

system they are able to gain valuable information on customers and develop 

better products and services that fit to the clients needs. This process is a 

strong learning curve, which is slowly being implemented. However, one of 

the bank's major concerns is building key skills in data mining and finding 

professional data miners. 

 

The project was initiated in the marketing department and learning to deal 

with the mentality of IT people was considered a difficult task. Gaining the 

business value from the technology seemed to be a challenge to address at 

the IT level. 

 

4.2.8 Future Initiatives 
The bank believes that creating multi-channel access will be significant for the 

retail business of its bank. Clients are changing; some use online banking 

today, but may prefer offline channels during their life cycle. For the broader 

scope of the CRM initiative, the bank is planning to implement a campaign 

management solution with the services of HP and the Epiphany solution. The 

bank believes that the Epiphany solution is the most innovative product on the 

market. It considers Epiphany to be a very open tool through which 

consultants can design campaigns. 

 

It plans to use HP for the deployment of the solution. CSC will be responsible 

for the data delivery of the system and also for the integration of the 

distribution channels to close the customer loop. CSC has historical 

knowledge of the bank and is familiar with its data pool, which is one of the 

reasons it is still in the project, according to the bank. 

 

4.2.9 Summary 
The market environment has changed considerably over time and requires 

banks to create more customer-centric organizations and become more 

responsive to the individual needs of their customers in order to improve 
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retention and increase business opportunities. Front-office solutions 

integrated with analytical tools enable a greater knowledge of customer 

needs. 

 

Today, companies are beginning to recognize that customer analytics is 

critical to the success of CRM initiatives. For the past couple of years the 

market has seen an influx of call centre and sales force automation 

deployment, mostly as standalone implementations. However, these solutions 

alone are not enough to gain a thorough understanding and knowledge of a 

customer base. They need to be integrated with a customer-centric data 

warehouse through which valuable customer information can be captured, 

translated and leveraged as a strategic resource. 

 

The bank approached its CRM initiative by first deploying a database 

marketing solution with which it could capture relevant customer information 

and develop better products and services for its customers. The fact that the 

market has a shortage of data miners has allowed CSC to position itself 

strategically in this project. CSC has two of its consultants working with the 

bank to help it analyse its customer data and become familiar with its data 

pool. However, developing a strong data warehouse infrastructure that allows 

for effective CRM analytics is a challenge -- not only at a technology level but 

also at a business level whereby the business value of the solution needs to 

be recognized as a value added proposition. 

 

IDC believes that as new technologies and markets emerge, companies will 

need to ensure that analytical solutions become a standard foundation of their 

CRM initiative. Moreover, accessing customer information in real time and 

developing strong customer knowledge management will become a 

commodity. 

 

 

 

 



CUSTOMER REALTIONSHIP MANAGEMENT (CRM) IMPLEMENTATION 
A BEST PRACTICES PERSPECTIVE AND A PROPOSED MODEL 

 

© European Centre for Total Quality Management             Report No. R-02-01      January 2002                   42 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 6 illustrates the operational elements of CRM (contact centres, sales 

force automation and marketing automation) and identifies intelligent CRM as 

the focal point of the operational activities. 

 
4.3 Generic Analysis of Best Practice – 5 Case Studies 
 

Below (Table 4) is a generic analysis of 5 Case Studies adapted form IDC 

(2000), giving a Glance view of customer loyalty in 5 different organisations 

that have implemented CRM. 

 

 

 

 

 

 

 

Savings from operations, 

additional revenue, and enhanced 

marketing 

Immediate cost reductions that will 

lead to hard dollar  savings 

Avoidance from improved 

operations (efficiency through 

better channels of communication) 

Calculated increases in revenue 

from improved marketing (from 

analytical initiatives) 

Estimated increases in company 

revenue from additional sales (up-

selling and cross-selling) 

Gains in efficiency that improve 

individual productivity (soft dollar 

savings) 

 

COMPANY A 

Benefits Of Calculating ROI In CRMFigure: 6 

Source: IDC, 2000 
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Table 4 “Customer Loyalty Case Studies at a Glance” 

Client Service 
Provider 

Project Goals Industry Performance 
Management 

Critical Milestones 

Robeco 
Private 
Banking 

(Switzerland) 
 

Cambridge 
Technology 

Partners 
 

Initially, the bank 
had been 
spending large 
sums of money on 
client acquisition 
and needed to 
have a more 
integrated 
approach to client 
and prospect 
management. 
With over 60,000 
prospects and 
leads with a 
conversion rate of 
approximately 
10% through 
mailings and 
individual 
contacts, the bank 
decided it needed 
to refocus its 
efforts to 
customer 
retention in 
addition to 
acquisition. 
 

Banking 
 

• Client loss-rate 
6.1% to 4.1%, 
5 years 

• Increased 
client retention 

• Share of wallet 
• Number of 

client referrals 
increased 

• Stronger client 
communication 

• End-user 
involvement 
from phase 
one 

 

• Transfer of 
knowledge 

• On time, 
despite 
merge with 
Rabobank 

• Additional 
costs due to 
customizatio
n and 
changes to 
make the 
service run 
smoothly 

 

A German 
Bank 

 

CSC 
 

To reduce costs 
and raise its 
earnings. The 
bank realized that 
it required a data 
mining solution to 
discover the 
affinities of its 
customers and 
what its 
customers needs 
and wants were in 
order to adapt 
processes to fulfill 
the needs of its 
customers. It 
wanted to attract 
customers and 
build loyalty. 
 

Banking 
 

• Currently does 
not measure 
impact of 
customer 
loyalty through 
system. 

• August 2000, 
enlarged 
database, 
concepts 
concerning 
customer 
segmentation, 
life cycle 
analysis and 
customer 
values are now 
available, 
which will help 
it to gain more 
benefits from 
the system. 

• First real 
results are 
expected in 
2001 

 

• Unsure as to 
what it was 
trying to 
achieve from 
the 
database. 
Later realized 
it could use 
the 
information 
that was 
being 
gathered in 
the database 
to develop 
different 
scenarios to 
support its 
action plan. 

• Needs good 
integrator 
and an 
external 
partner. The 
bank believes 
external 
partners 
have better 
knowledge of 
emerging 
technologies 
and business 
solutions. 

• Major 
concerns in 
building key 
skills in data 
mining and 
finding 
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professional 
data miners. 

• Gaining 
business 
value from 
the 
technology 
seemed to be 
a challenge 
to address at 
the IT level. 

 
Murphy's 
Brewery 
Ireland 

 

Pricewaterh
ouse 

Coopers 
 

Restructure the 
sales organization, 
create a customer 
service 
department, and 
establish a 
coordinating and 
planning 
department, 
restructuring 
packaged beer 
logistics. 
 

Consumer 
Goods 

 

• Sales of 
packaged beer 
increased 14% 
on last year 

• Increased 
customer 
satisfaction 

• Up to 10% of 
customer sales 
reps' time 
freed 

• Orders 
delivered 
99.8% on time 
in full 

 

• Implemented 
call center 
and sales 
force 
automation 
(SFA) too 
quickly and 
in isolation, 
instead of 
reviewing the 
strategic 
requirements 
for an 
enterprise 
wide 
business 
solution. 

• End-user 
involvement 
at phase one 
was key. 

• Level of 
development  
and 
knowledge of 
Siebel 
application  
within the 
service 
provider was 
very limited 
at the time. 
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Philip Morris 
 

Deloitte 
Consulting 

 

Firstly, on the 
technical side, to 
investigate the 
potential of using 
a packaged 
application across 
each of the 
affiliates. 
Secondly, on the 
business side, to 
evaluate the 
fundamental role 
of the sales field 
in the European 
region and to 
understand if 
there was any 
potential for 
synergy in the 
different 
countries. 
 

Consumer 
Goods 

 

• Gained better 
insight of its 
customers. 

• Increased sales 
revenue. 

• Increased 
presence 
through Point 
of Sales. 

• Project ran on 
time and within 
budget. 

• The newly 
created central 
support group 
allows sharing 
costs of 
application 
support across 
all affiliates. 

• The CSP, and 
the manner 
deployed, will 
allow all 
affiliates to 
easily take 
advantage of 
new 
functionality 
provided in 
future Siebel 
releases. 

 

• To identify a 
good 
percentage 
of common 
functions 
across the 
countries, in 
order to 
provide 
similar 
solutions to 
each affiliate. 

• Needed a 
solution that 
would 
integrate 
with other 
systems such 
as SAP. 

• Initial 
resistance 
from lower 
levels, 
overcome by 
involvement 
in project. 

• PMI found it 
would prefer 
to use 
Deloitte 
Consulting 
for overall 
project 
management
, but would 
look for local 
integrators 
for the more 
technical 
aspects of 
the project. 

 

Global One 
 

Global One 
 

To provide 
customers with 
the ability to 
monitor and 
analyze real time 
information on the 
performance and 
status of their 
services. To 
generate 
performance and 
traffic reports. To 
use external 
providers for 
bigger outlook of 
CRM strategy, 
targeting the SME 
 

Telecom 
 

• Increased 
customer 
acquisition 

• Improved 
overall 
customer 
service 

• Customer 
Workstation 
improved 
workload for 
customer 
support center 
staff 

 

• Testing of 
product is 
critical at 
customer 
level. 

• Performance 
through the 
Internet is a 
challenge. 

• Learnt that it 
needs to 
build a portal 
to integrate 
all the 
services it 
provides to 
its 
customers. 

 
Source: IDC, 2000 
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5.0 “TEN” Key Steps For Successful Implementation of CRM 
 

Headlines abound with news of CRM application failures with failure rates as 

high as 80% being reported. At the same time, technology application 

providers continue to sell CRM as the ultimate solution for business success. 

CRM, when approached correctly, has the potential to significantly improve 

business results. If approached incorrectly, it can result in spend of 

considerable sums of money on expensive technology applications without 

ever seeing any tangible benefits.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The following parameters will help ensure that even if the organisations CRM 

initiatives don't amount to "salvation", they will yield significant, positive 

impacts for the business. The following 10 parameters are selected after 

thorough and in-depth research study (carefully comparing) of many different 

Figure 7 - Proposed Model of CRM Implementation 
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Critical Success Factor [Table 5] 
 
 Understanding What CRM Is All About. 
 Well Defined CRM. 
 Management’s Accurate Perception Of 

The Process. 
 Defining The Market. 
 Selecting An Outside Consultant As A 

Facilitator, To Keep The Efforts On 
Track. 

 Developing An Implementation Plan In 
Collaboration With Consulting 
Company That Is Complete And Specific 
In The Assignment Of Responsibilities 
And Deadlines. 

 Defining And Documenting Your 
Business Goals And Objectives. 

 Define And Document Your Existing 
Business Processes. 

 Keep Management Committed. 
 Involve The Appropriate Individuals And 

Departments. 
 Involve Cross-Functional Teams. 
 Have Tools In Place To Analyse 

Collected Scalability. 
 Emphasising Business Strategies That 

Focus On Coddling The Customer. 
 Meeting Customer Expectations. 

factors discussed and argued by many different experts & Gurus in their 

publications, articles, white papers and journals regarding the successful 

implementation of CRM within different organisations. 

 

Based on these case studies and literature review, this study has revealed the 

above-mentioned model of CRM as shown in figure 7. 

 

5.1 Accurately Assess The CRM Needs 
 

CRM is not right for every company. The management should begin by clearly 

defining its business issues and needs, and then determine whether CRM can 

and should be a part of the solution. CRM 

strategies that are clearly linked to 

business objectives have a much greater 

likelihood of success (Eberhardt, C., D7 

Consulting LLC, June 2001). 

 
5.1.1 Put a Stake in the Ground

 According to Jim Dickie, (1999), 

David Thomas from Pitney Bowes 

recently offered a great suggestion at a 

conference where they co-presented. In 

reviewing his company's recent 

successful CRM project, he pointed out 

that one of the first things Pitney Bowes 

did was write a mission statement. The statement was as follows:  

 

“Deliver a world-class price quote and configure solution and related 

supporting processes that can be implemented to a cross-section of the sales 

force to increase our systems business and overall sales productivity.” 

 

The value of a simple statement like this is enormous. Forcing an organization 

to agree up front on the expectations of the initiative will eliminate any 
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misconceptions people have about the project's goal. It also becomes the 

roadmap for the project so that at any time in the future the management can 

pull it out and see if it is still on course. As one of America's great 

philosophers, Yogi Berra, is credited with saying, "If you don't know where you 

are going, you'll probably end up somewhere else." He also added that 

"Frequently we have seen the goal of a project shift over time from getting a 

system out that solves problems, to getting a system out-period." 

 
5.1.2 Gather Information Alpesh Fadia, (2001), argues that it 

is critical to gain insights of various key stakeholders and decision-makers 

within the organisation. These insights can be acquired most effectively by 

holding one-on-one meetings. According to him, they used an "interview 

template" that consists of more than 30 questions, which served as the 

foundation for framing initial discussions with their clients. Examples of 

questions that helped them gauge the health of the client’s CRM included:  

 

 How would you define CRM?  

 What types of customer information is captured/tracked 

(acquisition/retention costs, churn, cost to serve, etc.)?  

 What information would you like to know about your customers that you 

currently do not? 

 

Given their more frequent and direct interactions with the customer, front-line 

personnel may know more about customer needs, preferences and concerns 

that may not have been communicated to the executive level. Further, these 

results are then used to determine how close these organizations are to 

meeting and exceeding their customers’ expectations, and present the gaps 

between their current state of CRM and their desired state. (Fadia, A., 2001) 

 
5.1.3 Project Planning and Management 

According to Terrence L. Foran, (2001), successful selection and 

implementation projects begin with up-front planning. He strongly maintains 

that developing parameters for the project is important in maintaining 

schedules, managing scope and utilizing resources. Terrence further 
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recommends the following four steps for a successful project planning and 

management:  

 
5.1.3.1  Define The Project It is important to create a  

clearly defined plan that is realistic, understood by all parties, and will serve 

as the roadmap to enhance communication and gain consensus. According to 

Terrence, the initial planning stages provide a forum for determining the 

project scope and interviewing key program participants, and can provide the 

following deliverables:  

 A comprehensive program budget  

 Measurements to compare actual performance to plan  

 Agreed upon methods of project communication  

 Approved issue logs and  

 An organized review process. 

 

5.1.3.2  Review Current Systems Environment  Effective 

CRM solutions require a company to review existing practices and systems 

environments before attempting a change. Companies that forego this step 

expose themselves to the risk of automating "bad" processes. 

 

Consider internal and external constraints such as organizational 

competencies, staffing levels and skill levels, and the specific retailer's unique 

elements. This will help decision-makers judge the level of CRM 

sophistication required. Once the assessment of current conditions is 

complete, it is critical to develop user requirements, plan the re-engineering of 

business processes, discuss platform options and determine high-level 

functionality. 

 

5.1.3.3  Formulate Grounds For Evaluation.   Building  

decision parameters is essential in the decision making process. It is 

important for a company to evaluate and prioritise the criteria for the package 

selection to compliment their CRM strategy. 
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5.1.3.4  Develop Recommended Systems Architecture.  
According to Terrence, the decision to invest in a CRM software package 

must consider the technical logistics involved. The final decision-makers need 

a perspective and understanding of available systems architecture 

configurations. Terrence suggests that, planning activities leading up to the 

selection process are expected to produce documentation that describes the 

ultimate operating environment:  

 

 Feature/function criteria  

 Interfaces  

 Operating structure and  

 Platforms. Additionally, this documentation will describe required 

operating changes:  

 Re-engineered management processes  

 Controls and  

 Performance measurements. Using these findings, it is then 

possible to perform a cost/benefit analysis to fully examine the 

advantages and disadvantages of all of the alternatives. 

 
 

5.1.4 Engaging The Right Consultant Is The Best Bet For 
A Successful CRM Implementation Barry Trailer (2000), states that, for 

every successful CRM implementation that benefited from outside consulting 

services, there’s at least one other that’s a tale of woe. What should a 

company do when contemplating a consulting engagement to maximize its 

chances for a successful project?  

 

For finding and dealing with consultants, perhaps the best advice comes from 

the horses’ mouths. Liz Seckler of the CRM consulting firm, GettingThere, 

advises clients not to expect the moon from consultants. “Consultants can't fix 

all their [a client's] problems or make everything happen,” says Seckler.  

 

“If the VP of sales talks of support but isn't involved in and committed to the 

project, a consultant can't fill that void." Vague and unrealistic expectations 
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are difficult for everyone. Instead, advises Seckler, you and your consultant 

should have an explicit mutual understanding of the project specifics, 

including roles and responsibilities (Trailer, B. 2000). 

 

5.1.5  Once Software Is Separated From Process, CRM Emerges 
As A Customer-Centric Business Strategy Supported, Not Driven, By 
Technology According to Dick Lee (2000), organizational development guru 

Bill Brendler, who specializes in rescuing technology implementations, 

strongly suggests that companies are racing to embrace CRM technology, but 

what they don't realize is they've got to redesign their company first. The real 

opportunity comes from taking the time to rethink their relationships with their 

customers, to figure out how to put them in charge of their company.  

 

Brendler adds that software is the ultimate shortcut. So they try software first, 

and only start asking, "What is CRM?" after they fail to create more than 

misery and confusion. So let's forge a workable definition of CRM. 

 

5.1.6  A Working Definition 
CRM is, implementing customer-centric business strategies; which drives 

redefining of functional roles; which demands re-engineering work processes; 

which is supported, not driven, by CRM technology. This definition, expressed 

as four sequential steps, each driven by the step prior this definition breaks 

through the technology clutter.  

Lee (2000) suggests the following four-step process for CRM: 

 

1. Implementing customer-centric business strategies. 

2. Which drives redefining of functional roles. 

3. Which demands re-engineering work processes. 

4. Which is supported, not driven, by CRM technology. 

 

5.1.6.1 Implementing Customer-centric Business Strategies 
According to Lee, D., (2000), this is how CRM starts, with customer-centric 

strategies adopted by top-level executive management. Middle managers, 
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even functional heads, don't have the authority to initiate enterprise-wide, 

customer-centric business strategies. When CRM starts at the middle 

management and staff levels it means one of two things: either the company 

is already customer-centric, which very few are yet, or it's headed down the 

tubes, at least with CRM. 

 

5.1.6.2 Redefining Functional Roles & + 3. Re-engineering  

Work Processes Most companies have a marketing department, a sales 

department, a customer service department, an accounting department, a 

credit department, and maybe a product-engineering department, each with 

its own leader and staff, and turf. It's almost impossible to become customer-

centric while maintaining this type of organization.  

 
Lee, D., (2000) states that a CRM initiative that starts with customer-centricity 

requires huge changes in the organisation such as: 

 

 Customer service should unchain itself from accounting and 

move from the back to the front office. 

 Some sales and service functionality should shift to the Internet, 

and other sales functionality should probably migrate to service. 

 Order entry should move out to sales, along with product 

configuration.  

 Product engineering may become a customer contact function, 

and not strictly internal. 

 Product management will almost certainly scale back in 

importance, replaced by customer segment management. 

 Manufacturing might schedule runs according to customer 

priorities, rather than strictly manufacturing efficiencies, which 

means they need sales data. 

 Accounting will have to push transaction data to sales, instead 

of hoarding it. 
 Legal will have to find accommodation with customers, rather 

than sticking odious contracts in customers faces. 
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Lee further suggests that, if the management takes step one and two 

carefully, process re-engineering will flow right out of redesigning functional 

activities, just as redesigning functional activities flows right out of developing 

customer-centric strategies. 

 

5.1.6.3 Supporting Work Processes (not driving them) with  
CRM Technology Almost inevitably, newly defined CRM work processes 

require more structure and information management support than old ones. 

And odd as it may seem, organisation can make CRM software support its 

work processes, not vice versa. (Lee, D., August 2000) 

 

Lee strongly recommends, first to take control of the software buying process 

away from the software sellers (the best of the software companies actually 

encourage organisations to take the lead). Then clearly define the 

organisational needs and ask competing vendors to show the organisation 

how they're going to meet them. "Proof of concept," it's called. And if a vendor 

asks for a contract before showing how their system will conform to the 

organisational needs, show them the door.  

 

Lee further adds, to be sure to detail both organisational process control and 

information management support requirements one step at a time (this is step 

three driving step four. And don't forget to flush up seemingly minor stuff like, 

"Field reps need to work offline with full data and functionality" or "Reps don't 

have access to telephone connections." For example, if either of these crop 

up, you'll want to wash your hands of "thin client" CRM solutions that relegate 

remote workers to accessing not only their data but their software functionality 

over the Internet (or dial-up connection). 
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5.2 Don't View CRM As A Technology Initiative 

 

CRM applications can be a viable 

component of a CRM strategy, but they 

are not the whole solution. Leading the 

CRM efforts with technology solutions is 

akin to allowing the tail to wag the dog. 

Understand the business requirements 

and design the right business processes 

to support relationship management, and 

allow technology to play the right role as 

an enabler. (Eberhardt, C., “D7 

Consulting LLC”, 2001) 

 

5.2.1 CRM: Strategy and Implementation 
CRM is a combination of organization, processes, and roles supported by 

systems and technologies. Many organizations make the mistake of choosing 

the systems and technologies and then trying to adapt their business 

operations around the result, usually with serious consequences and impact 

on the business. It doesn't matter how efficient or inefficient the enterprise is 

now, it's the vision of where the enterprise needs to be positioned in its 

markets, how is it differentiated from competitors, and how will it achieve the 

vision that are the drivers for success. (Emmerton, T., 2001) 

 

5.2.2  People and Processes Make CRM Work 
Focusing on technology alone could be the problem. In most companies there 

are many process gaps. Process gaps occur when the customer wants one 

thing but the process produces something else. 

 

Managers commonly believe that deploying CRM technology will bridge these 

gaps. But these gaps often exist because the processes that affect the 

customer are poorly designed. These poorly designed processes cause wait 

Critical Success Factor [Table 6] 
 
 Perform Gap Analysis. 
 Defining The Technology 

Requirements Based On Your Business 
Methodology And Priorities. 

 Starting With Technology Changes 
That Have The Greatest Impact On 
Reaching Your Goals. 

 Treat CRM As A Long-Term Journey 
 See CRM Business Model As An 

Interactive One. 
 Building Relationships At Every Point 

Of Contact. 
 CRM Is About Strategy Not 

Technology. 
 Building A Great Customer Relationship 

Management Strategy. 
 Employ Technology Wisely. 
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times between the steps a customer has to take to get what they want. 

Examples of these are:  

 Processes that require too many managers' approval  

 Processes that don't add any value to the customer experience  

 Processes that cannot get done properly because of poor 

organizational culture (i.e. a culture that rewards individuals with 

information, chilling collaboration)  

 Processes that are not done properly because individuals do not 

understand the goal of the organization 

According to Brendler et al (2001) implementing CRM requires discipline and 

a commitment to closing gaps and removing resistance to change. It involves 

much more than just automating existing process. Automating processes just 

speeds up the "old goat paths," increasing the rate at which bad processes 

are performed.  

Figure 8. IT Enabling Architecture 

[Source: CRM-Forum.com, “Intrinsic”, 2000] 
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The goal should be to close the process gaps to make it easier for the 

customer to do business with the company; the goal should not be installing 

CRM technology. The customer might want instant information, but the 

process takes too long to deliver it. (Brendler, W. F., “TrendSpotter”, April 

2001) 

 
According to Steve Bell (2000) Professor Dr. Reinhold Rapp, German CRM 

pundit (Managing Partner of CRM GmbH) rails against companies throwing 

technology at problems, insisting that customer segmentation should come 

first. 

 

Professor Dr. Reinhold Rapp defines CRM as "a strategic concept to manage 

the assets of a company" and is adamant that those companies, which view it 

only as a technology, are doomed to failure. Technology is certainly a major 

part of the equation, but it should only be introduced after the strategy has 

been determined. And this should be built on the foundation of its assets, 

which in the final analysis are its customers. These should be segmented 

according to their profitability, and then strategy and tactics can be tailored 

according to the value of these customers to the company. 

 

Steve Bell (2000), states that, Bob Shaw (a visiting professor of marketing at 

Cranfield University), points out, that countless other factors influence 

financial results. "To claim that [CRM] is the 'be all and end all' of business is 

quite silly, although companies can certainly leverage value from CRM if they 

do it in a smart way." 
 

5.2.3  CRM Requires a New Management Mindset 
CRM depends on management commitment to customer care. In the past a 

day without customers calling was a good thing, it meant nobody had a 

problem. Where as at present not receiving any customer complaint calls, 

raises the alarm bells of the company. Complaining customers shows their 

expectation and loyalty towards the company, and if the management don’t 

hear from their customers, it must ring their bells asking them self if their 

customers are still with them or have changed their loyalty with them. 
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The rate of customer turnover is particularly significant on the Internet, where 

the opportunities for customer loss occur at warp speed. A recent McKinsey 

study, ePerformance, found that 98.7% of online visitors do not become 

repeat customers. Another study determined that most sites would lose 60% 

of their first-time customers in a six-week period. 

 

The numbers are just as dramatic in the offline world. A study by KPMG about 

customer defections in the United Kingdom reported that 44% of U.K. 

customers changed at least one of their key product or service suppliers 

(supermarkets, phone companies, etc.) in the past year. Cahners In-Stat 

Group research has found that this year, worldwide, 34 million wireless 

telecom customers will churn from supplier to supplier as they look for better 

value; and, by 2004, that number will have grown to 77 million. (Lowenstein, 

M., Customer Retention Associates) 

 

According to Brendler, W. F., (2001), it has recently been acknowledged that 

keeping existing customers is ultimately much more profitable than the 

conquering of new customers, especially in highly competitive markets. 

Research has shown that the retention of 5% of the existing customer base 

can have a profit impact up to as much as 125%. 

 

Today dealing with customers after the point of sale isn’t just about answering 

questions. Instead it’s about building relationships that transcend individual 

transactions and ensure customer satisfaction and repeat buying. What used 

to be simply customer care has become full blown CRM that hopes to improve 

service and reduce cost, give customers individual personalized attention and 

build long-term connections. 

 

This is a mindset change for most executives. To manage complete customer 

relationships companies need to adopt a culture focuses on much more than 

just problem solving. All the technology in the world that provides automated, 
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Critical Success Factor [Table 7] 
 
 Understanding The Customers’ 

Product/Service And Support 
Requirements. 

 Understanding Your Competition. 
 Enhance Customer Lifetime Value. 
 Customer Communication Channel. 
 Integrating Customers In To Enterprise 

Strategy. 

profile-driven customer service will never replace human contact. (Brendler, 

W. F., 2001) 

5.3 Understand Customer Requirements 

 

CRM initiatives are intended to drive 

better relationships with customers. And 

the relationships that are most important 

to a company are those that provide the 

greatest profit potential. To make 

intelligent decisions about CRM strategy 

and technology, it is critical that management understands its customer's 

value, needs, requirements and behaviours. This understanding allows the 

management to build systems and processes based on customer 

requirements and to allocate their CRM expenditures toward customer 

segments that are likely to yield the greatest returns. (Eberhardt, C., “D7 

Consulting LLC”, 2001) 

 

5.3.1 Integrating Customers into Enterprise Strategy 

The reason for company’s failure at CRM or making losses is that, for most 

companies, customers are simply not integrated into enterprise strategy. 

Listening to the voice of the customer, and taking action based on that input 

are two very different activities. Without a top-down mindset to include the 

customer in every decision, managers and customer care people quickly 

revert to inwardly focused decision making, which is basically a financial-only 

focus. 

 

An enterprise with customers integrated into strategy behaves in different 

ways than one cantered on efficiency, product or channel. A truly customer-

centric organization designs projects from the customer interaction backward 

and makes the customer experience inviolate in investment decisions. 

(Goldberg, B., 2001) 
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Critical Success Factor [Table 8] 
 
 Monitor Customer Retention Rate. 
 Ensure That The Planned Strategies 

And Expenditures Are Clearly Linked To 
Measurable Business Impacts. 

 Leverage Measurable Results 

5.3.2 The 360-Degree View (Identifying Customer 

Segments) 
The key to effective relationship management is crafting a comprehensive 

customer view. CRM requires that management adopt an enterprise-wide 

"360-degree customer view." To adopt a 360-degree customer view, start by 

profiling the customers and determining how they are segmented. By breaking 

customers into groups that differ on behavioural, attitudinal, demographic and 

other relevant dimensions, organizations are able to optimise their product 

offerings, service and support systems, order processing, marketing 

communications and all other significant customer interactions, thereby 

gaining an ever greater "share of customer". (Bibb, R. & Gehm, E., 2001) 

 
5.4  Quantify Expected Returns from CRM 
 

The old adage "You can't manage what 

you can't measure" remains true today. 

Part of the reason CRM has failed to 

prove its worth has been the inability to 

demonstrate measurable benefits. Don't 

be satisfied with intuitive CRM benefits alone. Ensure that the planned 

strategies and expenditures are clearly linked to measurable business 

impacts. And, leverage those measurable results to gain support and 

momentum for the organisations CRM efforts. (Eberhardt, C., “D7 Consulting 

LLC”, 2001) 

 

5.4.1 Research Reveals Reasons for Lost Loyalty 
 
According to Rodgers, K., “Customer Strategy magazine”, (2000) loyalty guru 

Frederick Reichheld, author of The Loyalty Effect and the creator of Bain & 

Co's loyalty practice, at eGain's conference, revealed the potential risks of 

making bad judgement calls when it comes to retaining the loyalty of regular 

customers and employees. Recent research has shown that a poor 

understanding of what drives customer loyalty, coupled with a failure to 
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monitor retention rates, is resulting in businesses losing excessive numbers of 

customers and employees. According to him the average company loses 15 

to 20 per cent of its customers each year, equivalent to around half its 

customer base over five years. The rate of attrition among employees is even 

higher, ranging from 15 to 30 per cent.  

 

Pointing to research due to be published in June 2000 in the Harvard 

Business Review, Frederick Reichheld, demonstrated that a five point 

increase in customer retention leads to explosive improvements in cash flows 

over the course of a customer lifecycle, with the most dramatic impact being 

felt in e-tailing. "There is a real economic underlying loyalty," he said. "And 

loyalty is more relevant economically in the e-space." Yet most businesses, 

he argued, fail to monitor customer churn. (Rodgers, K., “Customer Strategy 

magazine”, 2000). 

 

 

 
 

 

[Source: BetterManagement.com, 2001] 

Figure: 9 
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Critical Success Factor [Table 9] 
 
 Embedding Core Values. 
 Gain Top Management Support And 

Commitment. 
 Leadership Is Critical To any Significant 

Business Change Initiative. 
 Active Involvement Of Executive Level 

Management. 
 Involve All Levels In The Existing 

Process Definition. 
 Assigning An Executive To Be 

Responsible For Enterprise Business 
Process Development, Enforcement, And 
Continuous Improvement. 

 Assessing The Company’s Ability To 
Manage And Adjust To Change. 

 Planning Must Include Adequate Time 
For Testing And Multiple Pilot 
Sessions. 

 Ensuring That Change Management 
Procedures Are Clearly Defined And 
Followed. 

 Selling To Sales Force. 
 Multi-Channel Environment. 
 Organise Project Management Team. 

5.5 Make CRM An Enterprise-Wide Initiative 
 
CRM efforts within an organization are 

often championed by one functional area, 

and strategies are pursued in a functional 

vacuum. This approach fails to consider 

that almost all business processes involve 

more than one functional area within the 

company. The greater the level of 

integration among all functional areas, the 

better experience they will be able to 

deliver to their customers. (Eberhardt, C., 

“D7 Consulting LLC”, 2001) 

 
 
 
5.5.1  Getting CEOs Onboard With The Customers 

Many Chief Executives Must Relearn Competitive Analysis to Become 

Customer-Centric. Occasionally, studies are published that capture the 

percentage of time that the CEO of an organization is involved in a CRM 

initiative; typically, it is less than 25 percent of the time. At the same time, the 

industry publishes initiative failure rates that approach 50 percent! Something 

is missing from this picture, and perhaps it is the CEO.  

 

In reality, the involvement of the CEO should be 100 percent for those who 

want to be successful. Customer relationship management is not a bottom-up 

strategy. Although there are innumerable definitions of CRM and newly 

evolving definitions around some version of e- (add a favourite acronym), a 

customer-based focus is first and foremost a strategic business decision. 

Technology- and process-related initiatives are implemented to support the 

CRM strategic decision. Therefore, if the CRM strategy is real, the CEO must 

be at the forefront of the initiative. (Petersen, G., 1999) 
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5.5.2  Leadership and Management 
The most important factor in the success of a CRM implementation is 

leadership buy-in. Management must sell the importance of the CRM initiative 

to the sales representatives on business, organizational, sales, customer 

service and personal levels. This way, sales reps will understand how the 

project affects them, their sales quotas and the overall organization, and-"get 

on board." 

 
5.5.3  Time Horizons 

It is generally accepted that CEOs are expected to address issues that are 

associated with longer time horizons. Many systems fail because of lack of 

anticipation. While this can be due to monolithic customisation time frames, 

more often it is a lack of synchronization with a vision for the future-or lack 

thereof. If a CRM system is to be implemented, it is very important to have 

100 percent commitment of the CEOs, to make it a success. (Petersen, G., 

1999) 

 

5.5.4  Organization and People 

Create and sustain an organizational and cultural environment that will 

support and adhere to the new business processes and systems. One of the 

keys to successfully implementing a CRM project is getting the users to buy 

into the idea, what Dickie calls “Selling CRM Inside Your Company”. Many 

companies get so caught up in thinking about hardware and software that 

they forget they are eventually going to give all this technology to the people 

in sales, marketing and support, who will be the ultimate users of the CRM 

system. (Dickie, J., 2000) 

 
Once it is decided that change management is indeed important to the CRM 

initiative, having strong change management procedures in place to support 

this integration is critical, especially to CRM initiatives. Many CRM projects fail 

because most organizations do not pay attention to all the criteria needed to 

succeed. Companies alter processes and adopt new technologies, but do not 
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Critical Success Factor [Table 10] 
 
 Integrating Systems. 
 Ensuring That The Re-Engineered 

Processes Integrate From Department 
To Department. Tear Down The Existing 
Figurative Walls That Prevent 
Interdepartmental Co-Operation. 

 Ensuring That Each Process 
Contributes To Reaching The Company 
Goals And Objectives. 

 Review Your Re-Engineered Business 
Process And Their Integration Between 
Departments. Make Sure That The Re-
Engineered Processes Should Have 
Provided For The Ability To Accept And 
Adapt To Change. 

Critical Success Factor [Table 11] 
 
 Leveraging Employee Input On CRM 

Strategy Development. 
 Employee Buy-In. 
 Selling IT Investments To The Board 

 

prepare their people for these changes or reconfigure organizational factors to 

sustain the change. (John H. Wheeler, Jr. and Helene Uhlfelder, Ph.D., 1999) 

 

5.6 Ensure Integration Across All Distribution Channels 
 

Customers today demand the ability to do business through more than one 

channel of distribution, and they expect a seamless transition between 

channels. Consumers will never 

understand why a product bought on-line 

can't be returned to the local store. These 

consumer demands require management 

to track information about customers 

across all channels and to develop 

integrated systems, data and processes. 

That way the management will be able to 

project one view of the company to 

customers, and one view of the customer to all areas/channels within the 

organisation. (Eberhardt, C., “D7 Consulting LLC”, 2001) 

 

 
 
5.7 Employees Will Make or Break The CRM Efforts 

 

The best CRM strategies and applications don't stand a chance of succeeding 

without employee buy-in. Organisations have the choice between making their 

employees an ally or dealing with them as 

an adversary. Leveraging employee input 

on CRM strategy development and 

application selection on the front-end will 

lead to greater buy-in post implementation. The efforts to ensure employee 

alignment should also include skill development, awards/incentives, tools to 

gather and address feedback, and ongoing communication strategies. 

(Eberhardt, C., “D7 Consulting LLC”, 2001) 
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Critical Success Factor [Table 12] 
 
 Invest In Designing or Redesigning 

Business Process. 
 Clearly Define Company’s CRM Rules 

of Engagement. 
 

 

5.7.1  Selling IT Investments to the Board 
Finance directors must go beyond traditional cost/benefits analysis in 

convincing the board to invest in IT infrastructure. There is, however, 

evidence to suggest that board directors are not even discussing IT and e-

commerce investments.  

 

Research commissioned last year by the Institute of Directors showed that 

50.5 percent of UK directors had never even had a technology briefing. This 

year, “ClearCommerce”, a vendor of e-commerce transaction software, 

conducted a survey that suggested that only 42 percent of strategic e-

commerce decisions are made at board level.  

 

In fact, Y2K was the first time IT was properly scrutinised by the board, as it 

became increasingly clear that getting Y2K risks ironed out was critical to the 

survival of the business.  

 

5.8 Be Willing to Change The Processes 
 

Using new CRM technology to enable 

ineffective business processes is like 

putting pearls on swine. Invest in 

designing or redesigning business 

processes to more efficiently and 

effectively manage customer relationships. (Eberhardt, C., “D7 Consulting 

LLC”, 2001) 

 

5.8.1  Defining The Company’s CRM Rules of Engagement  
To succeed at CRM, first develop guidelines for engaging different levels of 

the company. Companies need to develop guidelines for involvement, or rules 

of engagement for different levels in the organization, so team members 

understand how and where their skills will be utilized and, more importantly, 
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Critical Success Factor [Table 13] 
 
 Selection Of A Technology Solution(s) 

That Best Fits Organisations 
Methodology With The Least Amount Of 
Customisation. (Best-Of-Breed) 

 Leadership and Adoption 
 Customer Information 
 Technology Delivery Systems 
 Organizational Effectiveness 

what issues they should resolve and what issues they need to raise to the 

next level of management.  

 

With most CRM implementations these rules are not clearly defined. As a 

result, key strategic decisions are often made by the implementation team, 

those least equipped to make business decisions. A well-constructed 

implementation allows the people who best understand the issues to make 

the decisions. The CEO manages the inevitable trade-offs among strategic 

priorities. Top operating management is accountable for the 

operational/tactical trade-offs. The first-line managers and implementation 

teams make the detailed design and execution trade-offs. (Brendler, W., 

December 2000) 

 

5.9 Build the Right CRM Infrastructure 
 
There are a number of critical components to an effective relationship 

management system including; data warehouses, decisions support tools, 

links to operational systems, front-end applications, and staff to manage 

implementation and maintenance. Many companies spend considerable sums 

of money on CRM without achieving the anticipated results because they fail 

to address all of the basics of a strong CRM infrastructure. (Eberhardt, C., “D7 

Consulting LLC”, 2001) 
 

5.9.1  Migrating To A Customer-Centric Model 
I. Barry Goldberg from “TrendSpotter”, (2001) suggests that there are four 

fundamental disciplines in a framework for successful customer relationship 

management, in which a company must 

have some level of mastery in order to 

become a customer-centric enterprise. It 

is most useful to think of these as 

strategic capabilities. According to I. Barry 

Goldberg this structure can also be 



CUSTOMER REALTIONSHIP MANAGEMENT (CRM) IMPLEMENTATION 
A BEST PRACTICES PERSPECTIVE AND A PROPOSED MODEL 

 

© European Centre for Total Quality Management             Report No. R-02-01      January 2002                   66 

applied to any enterprise change initiative; however, it is particularly useful for 

the construction of a maturity model and for enabling the transition to a 

customer-centred strategy.  

 

The Four Fundamental Disciplines Are:  
 Leadership and Adoption--Cultural and strategic depth needed 

to execute on any enterprise initiative and emotionally mature 

leadership in the executive suite.  

 Customer Information--An ability to capture, manage, interpret 

and exploit information about customers at a very granular level.  

 Technology Delivery Systems--Technology architecture that 

makes customer information available in useful form both to 

planners and at the moment of truth with a customer.  

 Organizational Effectiveness--Alignment and measurement of 

people to remove conflict from consistently excellent 

performance with customers.  

 

Each of these core disciplines has both strategic and tactical implications. At a 

strategic level, each is required to move through the maturity model. 

Understanding the role that each discipline plays, depending on the initiative 

that is been undertaken, is key to determining the upside potential and the 

level of risk to which the project is exposed. A CRM project that is laid over 

organizational, process and technology infrastructure that is still in the product 

or channel stage will invariably be expensive and risky. Even when 

successfully implemented, these initiates rarely see return on investment 

beyond simple productivity lift. (Goldberg, I. Barry,2001) 

 

5.9.2  Implementing CRM: Fully Integrated or Best-of-Breed 
Tony Emmerton, (2001), suggests that when choosing a new CRM solution, 

management must ask themselves whether they go with a fully integrated 

CRM package or do they choose best-of-breed components that fit each 

functional requirement but must be integrated with each other. 
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Tony Emmerton, suggests first to define What is CRM? According to him, 

Customer Relationship Management (CRM) is comprised of complementary 

layers:  

 

 It's a philosophy of caring for and nurturing your customers.  

 It's the organization and roles that deliver fulfilment of customer needs.  

 It's a strategy for growth based on predicting and fulfilling customer needs.  

 It's a set of best-practice business processes that support the strategy.  

 It's the dialog and behaviour of all of your customer-facing personnel.  

 It's a support application within the information systems infrastructure.  

 It's the channels and information technologies that enable customer 

communications.  

 It's the enterprise-wide information and data that provide you with the 

knowledge of the habits, preferences, and concerns of your customers.  

 

When these components are successfully combined in a business operation, 

great synergy is introduced into the management of customer relationships. 

As depicted in Figure 10, the end result is the progression through a series of 

Source: www.destinationCRM.com (2001) 

Figure 10. Five Steps for Growth 
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steps that leads to enhanced customer enthusiasm for the enterprise, 

products, and services. This, in turn, brings increased sales and profitability.  

 
5.9.3 CRM: Integrated or Best of Breed?  

According to Tony Emmerton, (2001), if the organisation has an unlimited 

budget for a CRM solution, how would it spend? On the ‘best software suite 

available’ from a single vendor, or on ‘best-of-breed applications’ from multiple 

vendors that it would integrate to form one CRM support system. The scope 

of these choices across departments including the call centre, sales, support, 

and service is indicated in Figure 11.  

 

 

Tony Emmerton, (2001) suggests to first review the strengths and 

weaknesses of the single CRM application as summarized in Table 14, below 

(note that for each strength identified, the corresponding weakness is 

indicated). 

 

 

 

 

Source: www.destinationCRM.com  (2001)

Figure 11. CRM: Best-of-Breed 



CUSTOMER REALTIONSHIP MANAGEMENT (CRM) IMPLEMENTATION 
A BEST PRACTICES PERSPECTIVE AND A PROPOSED MODEL 

 

© European Centre for Total Quality Management             Report No. R-02-01      January 2002                   69 

Table: 14 “Single CRM Application” 

Strength Weakness 

Simplicity of choice Standard solution across the business 

Fully integrated Lack of modular flexibility/upgrades 

Single vendor Lack of specialist expertise 

Out-of-the-box CRM functionality Difficult to change/customize 

Assumes standard processes Not necessarily best-practice processes 

Mobile communications technology 
Locked into communications 

vendor/products 

Incorporates rules-based scheduling Inefficient service schedules 

 

The issue here seems to be that one size does not fit all enterprises, in that 

out-of-the-box functionality does not fulfil their strategic needs or business 

operations. Looking at the challenge of integrating disparate, but best-of-

breed applications as summarized in Table 15.  

 

Table: 15 “Integrating Best-of-Breed Solutions” 

Strength Weakness 

"Best fit" for all customer service functions Time to evaluate/select 

Modules can change with the business Time to upgrade 

Multiple, specialist vendors Time to evaluate/select 

Business mapping enables best practices Time to map processes 

Standard interfaces (APIs) available Time to integrate 

Choice of communications channels Time to evaluate/select 

Can integrate intelligent scheduling Time to integrate 

 

The key issues here are the time and cost related to selecting and integrating 

best-of-breed solutions versus the relatively poor fit and inflexibility of single 

CRM applications. More subtle weaknesses are the key risks involved in 

trying to force an out-of-the box CRM application into the business, together 

with the missed opportunities for introducing best-practice processes and 

lower-cost service delivery schedules.  

U.S. based publisher DestinationCRM.com recently conducted a poll on their 

Web site, which produced results that are surprising. They asked those polled 
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Critical Success Factor [Table 16] 
 
 Win Executive Sponsorship. 
 Executive Sponsorship Is Key. 
 CRM – An Evolution Process 
 Measure, Measure, Measure. 
 Treat CRM As A Change Effort, Gain 

Sponsorship Of Company Leaders, 
Establish Success Measures, 
Recognize And Reward Successes, 
And Establish Processes To Ensure 
Continuous Improvement.. 

 Create the Right Environment. 
 Integration Is The Watchword. 
 Have A Cross-Functional Perspective 

On What Is Needed To Change To A 
Customer Centric Organization. 

 

to assume an unlimited budget for CRM, figuring that a vast majority of 

respondents would eschew the complexity of tying together various pieces of 

software for the relative ease of architecting a solution with software from one 

vendor whose separate parts all speak the same language. Matt Purdue, 

director of content, reported the following results:  

• 42% were in favour of integrating best-of-breed applications.  

• 38% opted for a single CRM package.  

• 20% responded with "don’t know" or chose "other solution." 

 

These results suggested a very important conclusion to Matt. "No CRM 

vendor has yet developed a solution that fits the diverse requirements of a 

21st century enterprise," he commented. "Despite the vendors' best attempts 

at throwing around buzzwords like end-to-end and fully integrated, many of 

our respondents cannot find or do not want such a solution.”  

 

Matt's Internet poll, although not a fully scientific survey did indicate results 

that are consistent with the findings and conclusions discussed on the 

European seminar and conference circuits (i.e., integrating best-of-breed 

CRM components can fit businesses better than implementing single CRM 

applications). (Emmerton, T., 2001). 

 

5.10 Recognise that CRM Is a Change Effort 
 
Enterprise-wide CRM can be all encompassing, consisting of people, 

processes and technology. Few companies are recognized for outstanding 

customer relationship management, as 

the road to CRM success is a long one. 

Successful companies view the path to 

CRM as an evolution and are willing to 

make mistakes, learn from them, and 

regroup to get closer to the goal. Treat 

CRM as a change effort, gain 

sponsorship of company leaders, 
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establish success measures, recognize and reward successes, and establish 

processes to ensure continuous improvement. Allocate dedicated resources 

toward managing change and maintaining momentum for CRM efforts and the 

management will be much more likely to achieve success. (Eberhardt, C., “D7 

Consulting LLC”, 2001) 

 
5.10.1 CRM Works Only If Right Environment is Created. 

To implement CRM successfully, management have to reorganize their 

customers and change their organisational mindset. The complexity of 

modern business and the need for quick responses to changing conditions 

don't allow employees to go through channels anymore. But many companies 

have a hard time combining information, action and interpretation across old 

structural boundaries. Often, the result is decisions so untimely as to be 

irrelevant, no matter how technically correct they are.  

 

When CRM works, it helps to solve this problem by meshing everyone 

together and focusing the entire organization on the customer. Often, people 

are forced to cross old organizational boundaries and to deal with others they 

barely knew before, collaborating to make decisions that affect the customer.  

 

But William F. Brendler, (2001), strongly suggests that, if this process of 

integrating employees around the customer is not done well by the leaders of 

the organisation, the results can be explosive. Ideally, of course, the 

organisations are already integrated around the customers and are seeing the 

advantages of working in cross-functional teams. If not, CRM will force those 

issues in ways that previous waves of business change, like Total Quality 

Management (TQM) and reengineering, never did. TQM and reengineering 

won't shut the business down, but losing customers will. 

 

The new customer challenges demand dramatic changes in how 

organisations are organized. To ensure CRM is successful, integration is the 

watchword. And for some, this will require a large leap of faith. Barring the 

CEO, managers often don't have a cross-functional perspective on what is 

needed to change to a customer centric organization. The fact is that, many 
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managers are comfortable in their traditional, functional silos. Most were 

trained as functional specialists. In addition to that, many management 

systems further encourage and reinforce this functional specialization.  

 

This traditional, functional view optimises individual functions at the expense 

of customers and the whole business. This narrow scope, to which so many 

want to cling, leads decision-makers to attack symptoms in one function but 

miss the causes rooted in another. This happens all the time in the silos--

sales, marketing and customer service. Making CRM work often depends on 

the managements openness to change and their determination to reorganize 

teams around their customers. Today's losers are internally focused, 

functionally managed and management-centred. (Brendler, William F., 2001). 
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6 Conclusion and Recommendations 
 
6.1 Embarking On A Successful CRM Implementation   

 

The beauty of true CRM is the promise that companies can now undertake 

business with the right hand knowing what the left hand is doing; serving the 

customer on his/her terms using complete and meaningful information. 

 

Clearly, embarking on a successful CRM implementation requires a great deal 

of research, documentation, planning, and evaluation. The idea, that 

successful customer relationship management is a journey and not a 

destination, cannot be emphasised enough. Organisations need to be 

constantly aware of their environment, the competition and their changing 

customers' needs and wants. Without this awareness and constant attention 

to detail, complacency will set in and that can be the beginning of a 

dangerous, downward spiral. 

 

Spending on customer relationship management (CRM) will soar from $23 

billion in 2000 to $76.3 billion in 2005. This estimate from Gartner assumes 

that clients committed to CRM will be successful in reaping the greatest 

returns on their investments.  To achieve these elevated returns, companies 

implementing CRM will have to view their markets as consisting of buyers with 

differing needs, economics and propensities to try new products and services. 

Cost-effective and profitable CRM, whether in B2B or B2C, is linked to an in-

depth understanding of each customer's motivations. Knowing why targets 

want a product or service and the meaning it has for them enables companies 

to target only receptive customers in their databases. 

 

6.2 Technology Initiative 
 
This report makes it clear that CRM is in fact about creating value for 

customers. CRM itself is a not a technology, no doubt technology is required 

to enable CRM. Technology makes it possible to integrate the large volumes 
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of customer information that are required for CRM, and to efficiently transform 

this information into useful knowledge. Technology also enables a company to 

interact with its customers in ways that provide value to the customer, as well 

as make it easier for the customer to do business with them.  

 

However, leveraging this customer knowledge to make better business 

decisions and to be responsive to customers remains the responsibility of 

individual managers and workers at all levels within the company. Technology 

alone, however, cannot address the business issues presented by customer 

relationship management. Technology is simply an enabler that requires 

direction and implementation. The direction for CRM is strategy. The 

implementation of that strategy is the responsibility of the individuals who 

work for the organisation. 

 

6.3 Clear Understanding of CRM & Leadership 
 
It can therefore be summarised that CRM failure is not a failure of technology 

(the technology is often extremely good and is certainly usually highly 

enticing), but as a failure to meet expectations. This failure typically results 

from expectations not being fully understood. The failure to understand 

realistic expectations from investment in CRM can all too readily result from a 

focus upon short-term gain and timidity of approach. Such timidity may well be 

the result of that lack of clear understanding leading to leadership of CRM 

initiatives being dispersed within areas of the organisation who either do not 

have the political mandate to enforce change across the business, or who see 

CRM success or failure narrowly defined by the short term impact on their 

budget.  

 

The primary factor in the avoidance of CRM failure would seem to be a clear 

focus within the entire executive team about what the CRM vision is, the 

executive willingness to mandate change across the entire organisation, and 

the clear understanding that CRM is something that companies have to be in 

for the long haul. 
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6.4 Synergistic Integration Of The Strategy, People And Technology 
 
A profitable CRM program however focuses on targeting qualified segments 

with differing motivational needs determined by an attitudinal segmentation 

study. Such a study explores not only buyers' motivations, but optimally ties 

them to behaviours and demographics, media and Internet usage, as well as 

other sources of information. Together, all of these critical insights concerning 

potential buyers gathered from one study provide the most actionable profile 

of the most profitable buyer. 

 

Therefore effective Customer Relationship Management requires a synergistic 

integration of the strategy, people and technology of an organisation. This 

integration leads to the creation of business processes that seek to develop 

an ongoing dialogue (relationship) with customers and result in the creation of 

an exchange relationship that is mutually valuable for both the organization 

and the customer. 

 

The benefits of customer relationship management are considered to be that 

it allows organisations not only to retain customers, but enables more 

effective marketing, creates intelligent opportunities for cross selling and 

opens up the possibility of the rapid introduction of new brands and products. 

To be able to deliver these benefits, organisations must however be able to 

customise their product offering, optimise price, integrate products and 

services and deliver on the service promise demanded by the customer base. 

Moreover, it should also be recognised that these competencies are all 

interlinked. Customising products and services alone will not provide the 

benefits. Linking it with the integration of delivery mechanisms will enable 

cross-selling opportunities and reduce the time to market of new products and 

services. 
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The advantages of developing a relationship with customers are exponential 

in nature. A complete customer relationship development strategy creates a 

positive wave effect, namely: 

 

 Customer acquisition strategy that is targeted and based on 

understanding and mutual value. 

 Customer retention strategy aimed at raising levels of customer 

satisfaction 

 Customer satisfaction with the organisation that leads to customer 

loyalty 

 Customer loyalty leading to greater share of the customer, lower 

customer development costs, referral business and customer 

partnering in new product or service development 

 

This synergy created by relationship development leads to mutual profitability 

for both the organisation and the consumer. Then, finally, organisation gains 

the full benefit of what is described as the cheapest, most effective advertising 

an organisation can buy – word of mouth. These are the unsolicited 

testimonials with which Customers reward those with whom they are wholly 

content, those who get it right, leaving them actively satisfied. So supremely 

happy they want to tell the world about the company/organisation. 

 

6.5 Recommendations 
 
Following on from the discussion and the case studies presented in this report 

the following is suggested and recommended: 

 

 Leadership plays key role for successful implementation of CRM 

within any type of organisation. It is very important to Win the 
commitment of the board of directors, totally dedicated, “hearts-and-

minds” commitment is required which needs to be extended 

downwards and across all customer service and project personnel, for 

CRM to be successful. 
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 Its is important to Chose best-of-breed applications and integrate 
them, this will provide the best fit to the operational vision and 

business requirements that will also allow the introduction of best-

practice process and will provide a more flexible, modular infrastructure 

that can change as the business grows. 

 Processes and workflows should be Re-engineered and streamlined 

to eliminate extraneous activities and unnecessary checks. This 

ensures that communications and transactions keep moving. It is also 

important to identify where the real “pain” and root causes of problem 

are in the current operations and eliminate them. 

 It is important to consider the service personnel during the process 

of implementation. It’s important to ensure that the call centre 

technologies, scripting, and support applications are friendly and easy 

to use (user-intuitive). It is also recommended to use joint project 
teams by structuring the CRM projects and staffing them using their 

own personnel in addition to vendor resources, bringing more synergy 

in to the project, and own personnel would learn new skills from these 

“outside” specialists. 

 It is strongly recommended to Pilot the CRM solution before its full 
implementation. Reviewing the pilot process helps to detect any flaws 

or service problems, monitoring service performance, tuning the CRM 

applications, measuring the business benefits, and following up with a 

continuous improvement programme, that will contribute in maintaining 

a competitive edge. 

 

In addition to above recommendations, Bruyns, T. (2001) suggests few 

interesting Do’s & Don’ts for implementing CRM (Table 17). 

 

However, no matter where the organization begins its CRM journey, the 

benefits will start from day one, whether they are in the form of profits, 

decreased costs, higher staff morale or greater brand equity.  
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By understanding how all of these dimensions work together, companies can 

prospect more effectively, position their offerings more relevantly and 

ultimately sell more. When CRM is seen as something companies do, rather 

than something companies implement, it becomes core to the business, and 

not a line in the IT budget. That is when CRM success flows. 

Table: 17 “The Do’s and Don'ts of CRM” 
 
There's an explosion of interest in Customer Relationship Management - identifying, satisfying, 
retaining and maximising the value of a company's best customers - but implementing it poorly could be 
a costly mistake. Computer Sciences Corporation's (CSC) CRM expert in South Africa, Tonia Bruyns, 
(2001) spells out some do's and don'ts, based on a CSC study tour. 
 
Do:  

 Treat CRM as a business strategy to become more customer-centric. The commercial rationale 
is that by delivering value to selected customers, companies can maximise their customers' 
profitability to them.  

 It is necessary to understand what customer’s value when developing the strategy. CRM is 
about extracting value by delivering value to customers.  

 Your customer strategy and business needs to be flexible to what customers want; these needs 
will be uncovered over time as you implement your CRM strategy.  

 CRM is most effective when implemented at an enterprise level, where the relationship can be 
built at every point of contact. Companies need to be bold to reap the potential rewards of 
enterprise-wide CRM. Point solutions can add value, but a co-ordinated solution across 
business units offers greater benefit from a customer and company perspective.  

 The whole organisation needs to understand the benefits of CRM and why it is important, and 
commit to implement it. Almost all CRM commentaries warn companies not to see CRM as just 
a technology solution. However, technology is a key enabler for implementing a CRM strategy.  

 Build a strong business case for CRM. It is most important to define the benefits you expect to 
achieve upfront, and ensure that measurement systems are developed to track your 
performance.  

 Focus more on revenue growth when developing business cases, and less on cost savings. 

 Treat CRM as a long-term journey during which you can learn about how to serve your 
profitable (and potentially profitable) customers better. 

Don't:  
 See CRM as an IT project. Most technology-led CRM projects focus on back-office re-

engineering and improving efficiencies, whereas CRM requires an improvement in 
organisational effectiveness.  

 See CRM as a marketing initiative. Marketing CRM initiatives tend not to realise the "learn and 
do" requirement of CRM that needs to permeate the entire organisation. CRM is not just about 
selling more for less.  

 See CRM as a financial initiative. Financial models often fail to consider the benefits of referrals 
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