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ABSTRACT. The success of Customer Relationship management (CRM) is
not an easy thing to be achieved. The understanding of the main factors that
could contribute in the success of CRM initiatives will make the difference
toward successful CRM systems adoption and implementation. An extensive
review of the literature was conducted in order to highlight the main success
factors that if the organization be aware of and dealt with properly will
achieve success and will gain the intended benefits of their CRM initiative
or program. This paper revealed that top management support, managing
organizational and cultural change, CRM understanding, organizational
readiness, and users’ involvement are among the most important CRM
systems success factors. In addition, this paper proposed plan of six success
factors to be as a pre-adoption and pre-implementation plan for the
successful adoption and implementation of CRM systems.

Keywords: Customer Relationship management (CRM), Critical success
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INTRODUCTION

Organizations are increasingly relying on CRM to initiate, enhance, and tighten their
relationships with customers. The increasing competition among businesses and the
decreasing customer loyalty creates the need for a new paradigm for doing business. CRM
makes a transformation and reform for the traditional marketing applications and capabilities.
CRM turns the focus of organizations to customers rather than to products and it has been
defined from different perspectives by researchers and scholars. Rababah, Haslina, and Huda
(2010) defined CRM as “the building of a customer-oriented culture by which a strategy is
created for acquiring, enhancing the profitability of, and retaining customers, that is enabled
by an IT application; for achieving mutual benefits for both the organization and the
customers”. Another definition is provided by Lun, Jinlin, and Yingying (2008) who stated
that "CRM is the philosophy, policy and coordinating strategy mediated by a set of
information technologies, which focuses on creating two way communications with
customers so that firms have an intimate knowledge of their needs, wants, and buying
patterns”. These information technologies or IT applications are referred as CRM systems.
Lin (2003) defined CRM system as "a software system designed to empower a company to
maximize profits by reducing costs and increasing revenue; to increase competitive advantage
by streamlining operations; and to achieve business goals".

The adoption and implementation of CRM has become prevalent among organizations
from different kinds of business (Adebanjo, 2006). However, there is clear indication in the
literature regarding the high rate of failure of CRM initiatives (Rigby, Reichheld, & Schefter,
2002; Zablah, Bellenger, & Johnston, 2004). In addition, there is a broader debate among

266


https://core.ac.uk/display/42980845?utm_source=pdf&utm_medium=banner&utm_campaign=pdf-decoration-v1

Proceedings of the 3rd International Conference on Computing and Informatics, ICOCI | Paper No.
2011,8-9 June, 2011 Bandung, Indonesia 041

researchers and scholars regarding the reaching of the expected benefits of CRM. Lindgreen,
Palmer, Vanhamme, and Wouters (2006) assured that CRM systems have failed to achieve
economic benefits and, in some cases, have destroyed the relationship between an
organization and its customers. Despite the huge investment in CRM, organizations are still
unable to reap the expected benefits from these investments (Corner & Rogers, 2005).
Karakostas, Kardaras, and Papathanassiou (2005) indicated for a criticism regarding the CRM
effectiveness and contribution in achieving competitive advantage. On the other hand, the
tremendous benefits associated with the successful CRM initiatives encourage and stimulate
the continuing of adoption of CRM and motivate the researchers to more and more study the
causes of failure and try to tackle it out (Kristel, Koen, Malaika, Jerry, & Nicholas C.
Romano, 2007). Regardless of the high rate of CRM failure, there are substantial
opportunities of the successful CRM where it will help an organization identify and adapt
offerings to the needs of their customers, reduce transaction costs, and enable the
development of closer relationships with loyal customers (Sharma & Iyer, 2007). The factors
of successful adoption and implementation of CRM systems are of widespread debate (Arab,
Selamat, & Zamani, 2010). Therefore, they need to investigated and identified.

This paper aims to highlight the main critical success factors of CRM systems adoption
and implementation that need be taken into consideration by organization in order to increase
the success rate and decrease the failure rate of CRM initiatives or systems. Specifically, this
paper will emphasize on the pre-adoption and pre-implementation success factors of CRM
systems in organizations. The organization of the rest of the paper is as the following; the
identification and summarizing of the critical success factors of CRM systems then, the
discussion of the main success factors of the pre-adoption and pre-implementation CRM
systems. The last section discusses the conclusions and recommendations of the paper.

CRM SYSTEMS CRITICAL SUCCESS FACTORS

The identification of the CSFs of CRM systems is an important issue for the successful
adoption and implementation of CRM. The critical success factors have been defined by
Rochart (1979) as “Critical success factors are the limited number of areas in which results, if
they are satisfactory, will insure successful competitive performance for the organization.
They are the few key areas where "things must go right" for the business to flourish. If results
in these areas are not adequate, the organization's efforts for the period will be less than
desired”. This definition explains and emphasize on how much are important these factors to
ensure success. Defining these factors and ensuring the right fulfillment of these factors will
definitely contribute and enable the success of an organization. In this case, identifying and
understanding these factors will lead to the success of CRM systems implementation.

Many studies have investigated and studied CSFs for CRM. For example, Mendoza,
Marius, Pérez, and Griman (2007) indicated for the top management support and
communication of CRM strategy as the most important success factors of CRM. In addition,
Caldeira, Pedron, Dhillon, and Jungwoo (2008), Wikstrom (2004), and Zhong Hong (2008)
emphasized on managing the organizational change associated with the CRM project as an
important success factor. Table 1 provides a summary of these CSFs based on several studies
conducted from 2002 to 2009.

Table 7. Summary of CSFs of CRM

Success Factors Sources
Top management support and (Alt & Puschmann, 2004; Caldeira et al., 2008; Chen &
commitment. Chen, 2004; Croteau & Li, 2003; Harej & Horvat, 2004;

Injazz & Karen, 2003; King & Burgess, 2008; Kotorov,
2003; Maleki & Anand, 2008; Mendoza et al., 2007,
Zhong Hong, 2008).
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The communication of the CRM strategy.

(King & Burgess, 2008; Mendoza et al., 2007)

Managing the organizational change
associate with the CRM project.

(Alt & Puschmann, 2004; Caldeira et al., 2008;
Wikstrom, 2004; Zhong Hong, 2008).

The business process change.

(Christopher, 2003).

The understanding of CRM.

(Injazz & Karen, 2003; Pedron & Saccol, 2009)

The effective leadership.

(Chen & Chen, 2004; Christopher, 2003).

User training and education.

(Caldeira et al.,, 2008; Christopher, 2003; Harej &
Horvat, 2004; Injazz & Karen, 2003; Maleki & Anand,
2008; Zhedan, Hyuncheol, Jongmoon, & Hojin, 2007)

The existing of project champion.

(Wilson, Daniel, & McDonald, 2002).

The existing of targeting and evaluation
strategies.

(Christopher, 2003)

The cultural change.

(Chen & Chen, 2004; Injazz & Karen, 2003; King &
Burgess, 2008; Wilson et al., 2002).

Aligning business IT operations.

(Chen & Chen, 2004; Maleki & Anand, 2008).

Knowledge management capabilities.

(Chen & Chen, 2004; Croteau & Li, 2003; King &
Burgess, 2008)

The evolution path (from operational to
analytical to collaborative CRM).

(Alt & Puschmann, 2004; Zhedan et al., 2007).

Operational and strategic perceived
benefits.

(Croteau & Li, 2003)

Users or employees involvement

(Maleki & Anand, 2008; Payne & Frow, 2006; Wilson et
al., 2002).

Forming cross functional or
multidisciplinary team

(Kotorov, 2003; Mendoza et al., 2007).

The existing of timeframe for CRM
implementation

(Alt & Puschmann, 2004; Zhedan et al., 2007)

CRM readiness assessment

(Caldeira et al., 2008; Croteau & Li, 2003; Payne &
Frow, 2006)

The data quality and data integration.

(Chen & Chen, 2004; Karakostas et al., 2005)

The integration of CRM system with other
systems

(Chen & Chen, 2004; Christopher, 2003; King &
Burgess, 2008; Mendoza et al., 2007; Meyer, 2005;
Zhong Hong, 2008).

Customer  information  management,
customer service, sales automation,
marketing automation, customer contact
management, and objectives definitions.

(Mendoza et al., 2007)

The next section discusses the most important factors for the pre-adoption and pre-
implementation of CRM systems in organizations.
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DISCUSSION

In Table 1, it is clear that the most CSFs that are referred by researchers are top
management support, users training and educating, managing organizational change, the
integration of CRM system with other systems, the cultural change, the knowledge
management capabilities, and the users’ involvement in the implementation of CRM systems.

As stated earlier, this study focuses on the pre-adoption and pre-implementation success
factors of CRM systems. Therefore, based the thorough review of the literature, this paper
recommends the following six factors as the main factors for the pre-adoption and pre-
implementation plan of CRM systems.

The first thing and the most important factor is the ensuring of top management support
and commitment before the adoption and implementation of CRM systems. This factor is not
only important for the pre-adoption and pre-implementation plan of CRM systems but also in
all the upcoming stages. The inadequate support from the top management was referred by
Kale (2004) as one of the seven deadly sin for CRM initiatives. Therefore, the existence of
top management support and commitment is very essential for the success of CRM.

The second factor is the understanding of the concept of CRM and the communicating of
the expected benefits and values of CRM and CRM systems to the organization, employees,
and customers. The failure to understand business benefits is considered as the most common
CRM failure’s causes (Caldeira et al., 2008).

The third factor is the setting of CRM objectives and corresponding measurement systems
for the achievement of these objectives. Mendoza et al. (2007) emphasized on the definition
of CRM objectives as an important factor for the successful adoption and implementation of
CRM. Caldeira et al. (2008) indicated for the inadequate measurement systems as one of the
most common CRM failure’s causes.

The fourth factor is the assessment of the organizational readiness for the adoption and
implementation of CRM system which include technical and financial readiness assessment.
The importance of this factor has been emphasized in many studies (Caldeira et al., 2008;
Croteau & Li, 2003; Payne & Frow, 2006).

The fifth factor is creating a plan for managing the different types of changes that are
expected to accompany the adoption and implementation of CRM system such as cultural
change and processes change. Managing the organizational change associated with the CRM
project is an important success factor for the adoption and implementation of CRM systems
(Alt & Puschmann, 2004; Caldeira et al., 2008; Wikstrom, 2004; Zhong Hong, 2008).

The sixth factor is creating a plan for dealing with the users’ acceptance. One of the major
problems that encounter the CRM system implementation is user acceptance (Mankoff,
2001). The user acceptance of a CRM system has a crucial role in its success (Carter, 2009).
According to Anderson (2001) user training and acceptance of the new processes and
software solutions is essential to the success of CRM transformation. Hence, system use is an
important issue in information system research and is often correlated with user attitude and
satisfaction (Wu & Wu, 2005). If the end users did not realize how the new technology of
CRM will enable them to serve customer better, they will resist it (Petouhoff, 2006).
According to Petouhoff (2006) the resistance of end users will contribute to the failure of
CRM project where, it will make the project end up with longer time-lines, scope creep,
missed mile stones, higher implementation costs, and fewer realized benefits. Besides,
according to Mike (2007) end users' willingness to integrate CRM system into their work
environment determines the success of the system. In addition, communicating, listening,
proving, training, and rewarding the end users are determining their attitude toward the CRM
system (Mike, 2007).
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These sex factors are proposed to form a per-adoption and pre-implementation plan for the
successful adoption and implementation of CRM systems in organizations. The next section
provides suggestions for the future work in the area of CSFs of CRM systems.

FUTURE WORK

CSFs of CRM systems could be related to the characteristics of CRM technology,
organization, individuals, tasks of CRM, or environment. Hence, further empirical researches
are needed for the investigation of the influence of these factors on CRM adoption process.

CONCLUSION

In conclusion, identifying and understanding the critical success factors of CRM systems
is very essential for its successful adoption and implementation. The critical success factors of
CRM span for diverse areas covering different issues. The review of literature has shown that
these factors are related to organization culture and structure, technology that is, the CRM
system and its characteristics and features, an environment in which an organization runs its
business, or human aspects like users’ acceptance. The thorough review of the literatures
revealed that the most recommended success factors to be given more attention for the
successful CRM initiatives are top management support, managing organizational and
cultural change, users training and involvement, understanding CRM, the assessment of the
organizational readiness, and choosing the right technology. This paper proposed a pre-
adoption and pre-implementation plan of sex success factors for achieving success of CRM
systems. This study also recommends more empirical investigation of the influence of these
technology, organizational, human, and environmental factors on the adoption and
implementation of CRM.
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