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LESSON 1 : 
 

CUSTOMER RELATIONSHIP MANAGEMENT  
 

OBJECTIVES: 
After studying this unit one will be able to understand 

 Basic concept of CRM 
 CRM evolution 
 Types of CRM 
 CRM Cycle 
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INTRODUCTION 

Globalization, increasing competition, and advances in information and 
communication technology, has forced companies to focus on managing customer 
relationships in order to efficiently maximize revenues. Customer relationship 
management (CRM) is the key competitive strategy businesses need to stay focused on 
the needs of the customers and to integrate a customer facing approach throughout the 
organization. By using information and communication technology, businesses are 
trying to get closer to the customer so that they can create long-term relationships. 
Thus, deploying CRM initiatives has become very common. 

CRM methodology enables the organization to understand the customers' needs 
and behavior better. It introduces reliable processes and procedures for interacting with 
customers and develop stronger relationships with them. The process helps 
organization in assimilating information about customers, sales, marketing 
effectiveness, responsiveness, and market trends. Then this information is used to give 
insight into behavior of customers and value of retaining those customers. The whole 
process is designed to reduce cost and increase profitability by holding on to the 
customer loyalty.  
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A simple installation and integration of the software package doesn't ensure 
success. It has to be absorbed into the system. Employees have to be convinced about 
its positive attributes, then they have to be trained. The existing business processes 
have to be modified. The company has to decide what kind of information is to be 
collected about the customers, what is to be done with the information, and prioritize 
this accumulated information. The company must drill into this database of its 
customers and ascertain their buying patterns, product preferences, the potential for 
add on sales etc.  

A good strategy will be to integrate every area of touch point with customers like 
marketing, sales, customer service, and field support. This is achieved with the 
integration of the people, process, and technology in the business.  

History of CRM 
Customer Relationship Management originated years before the start of the first 

millennium in Mesopotamia. Farmers who were eager to sell their surplus produce 
became the first initiators of the customer oriented processes we are now familiar with. 
With the passage of time and the first millennium an accurate record of transactions 
was kept by the merchants accounting for what was sold and whom it was sold to. This 
list of customers provided the first comprehensive customer oriented data and proved to 
be the beginning of customer oriented strategies. The advent of the 1990's however 
saw a more refined customer oriented implementation taking place, laying the ground 
for the CRM strategy as we now know it. 

Customer relationship management has been around for the last 30 years, but it 
became very important when companies changed their attitude towards marketing 
function. Nowadays, the cross-functional approach to marketing requires an 
organizational culture and climate that encourages collaboration and cooperation 
between departments (Alam and khalifa, 2009). People within the business must 
understand their role in serving customers, internal or external one. CRM builds on the 
principles of relationship marketing and recognizes that customers are a business asset 
and not simply a commercial audience, implies the structuring of the company from 
functions to processes and information are used proactively rather than reactively and 
develops the one-to-one marketing approaches (Payne, 2003). 

When defining CRM, we must first explain the difference between customer 
acquisition and customer retention. The two concepts have different drivers. Attracting 
customers has become very difficult these days, when people are harder to please. 
They are smarter, price conscious and sensitive, more demanding, less forgiving, and 
they are approached by many more competitors with equally good or better offers 
(Kotler, 2003). 

Increasing competition and decreasing customer loyalty have led to the 
emergence of concepts that focus on the nurturing of relationships to customers. 
Therefore, there is a major change in the way companies organize themselves, as 
businesses switch from product based to customer-based structures. A key driver of this 
change is the advent of CRM which is underpinned by information and communication 
technologies (Ryals and Knox, 2001). Day and Van Den Bulte (2002) define CRM as a 
cross-functional process for achieving a continuing dialogue with customers, across all 
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their contact and access points, with personalized treatment of the most valuable 
customers, to increase customer retention and the effectiveness of marketing initiatives.  

CRM refers to all business activities directed towards initiating, establishing, 
maintaining, and developing successful long-term relational exchanges. CRM is the set 
of methodologies and tools that help an enterprise manage customer relationships in an 
organized way (Lawson-Body and Limayem, 2004). In other words, CRM can be 
defined as an interactive process achieving the optimum balance between corporate 
investments and the satisfaction of customer needs to generate the maximum profit 
(Gebert et al., 2002). It involves; measuring both inputs across all functions including 
marketing, sales and service costs and outputs in terms of customer revenue, profit and 
value; acquiring and continuously updating knowledge about customer needs, 
motivation, and behavior over the lifetime of the relationship; applying customer 
knowledge to continuously improve performance through a process of learning from 
successes and failures; integrating the activities of marketing, sales, and service to 
achieve a common goal; implementing appropriate systems to support customer 
knowledge acquisition, sharing, and measuring CRM effectiveness; constantly flexing 
the balance between marketing, sales and service inputs against changing customer 
needs to maximize profit. 

CRM is an active, participatory, and interactive relationship between business 
and customer. The objective is to achieve a comprehensive view of customers, and be 
able to consistently anticipate and react to their needs with targeted and effective 
activities at every customer touch point (Piccoli et al., 2003).  

CRM is essentially a two-stage process. The task of the first stage is to master 
the basics of building customer focus. This means moving from a product orientation to 
a customer orientation and defining market strategy from outside-in and not from inside 
out. The focus should be on customer needs rather than product features. Businesses 
in the second stage are moving beyond the basics; they do not rest on their laurels but 
push their development of customer orientation by integrating CRM across the entire 
customer experience chain, by leveraging technology to achieve real-time customer 
management, and by constantly innovating their value proposition to customers 
(Rygielski et al., 2002). 

Moreover, CRM has experienced problems with reference to its 
conceptualization: CRM means different things to different people (Kale, 2004). This 
multi-dimensional characteristic of CRM has created ambiguities in how it is defined; 
there is no universally accepted definition of CRM (Ngai, 2005).  

CRM Basics 
CRM first appeared in 1980s. In the budding stage it was in the form of Customer 
Information System (CIS). This first generation applications were single function 
solutions designed to support a specific set of employees. Typical applications were at 
help desk, sales and marketing department, or a particular function within a call center. 
Then it shaped to Contact Management, Sales Force Automation (SFA), Call Center 
and Customer Contact Center(CCC). These CRM applications increased the 
functionality of the software.  
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These applications offered inter-operable modules that included marketing, sales, 
analytics, customer service and call center support functions. Today it has matured to 
CRM and also Mobile CRM (m-CRM). The term CRM was first coined in early 1990s. It 
is a major strategic approach to customers and businesses are investing millions of 
dollars to acquire CRM services and solutions. It is the leading business strategy of the 
new millennium.  

OBJECTIVES OF CRM  
CRM, the technology, along with human resources of the company, enables the 
company to analyze the behavior of customers and their value. The main areas of focus 
are as the name suggests: customer , relationship , and the management of relationship 
and the main objectives to implement CRM in the business strategy are:  

 To simplify marketing and sales process  
 To make call centers more efficient  
 To provide better customer service  
 To discover new customers and increase customer revenue  
 To cross sell products more effectively  

EVOLUTION OF CRM 
In general, CRM is an approach recognizes that customers are the core of the 

business and that the company’s success depends on effectively managing 
relationships with them. It overlaps somewhat with the concept of relationship 
marketing, but not everything that could be called relationship marketing is in fact CRM. 
Customer relationship marketing is even broader, in that it includes a one-to-one 
relationship of customer and seller. To be a genuine one-to-one marketer, a company 
must be able and willing to change its behavior toward a specific costumer, based on 
what it knows about that customer. So, CRM is basically a simple idea: Treat different 
customers differently. It is based on the fact that no two customers are exactly the 
same. 

Therefore, CRM involves much more than just sales and marketing, because a 
firm must be able to change how its products are configured or its service is delivered, 
based on the needs of individual customers. Smart companies have always encouraged 
the active participation of customers in the development of product, services, and 
solutions. For the most part, however, being customer-oriented has traditionally meant 
being oriented to the needs of the typical customer in the market- the average 
customer. In order to build enduring one-to-one relationships, a company must 
continuously interact with customers, individually. One reason so many firms are 
beginning to focus on CRM is that this kind of marketing can create high customer 
loyalty and, as a part of the process, help the firm’s profitablility. 

Evolution - a process in which something passes by degrees to a different stage, 
often to a more complex form. (various sources) In looking at different definitions with 
different perspectives and a business lens, the one above made the most sense to me.  
After 16 months, it was time to revisit a diagram created for “A Guide to Understanding 
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Social CRM”. I will not go so far as to call my earlier work wrong, naïve is a better 
descriptor.  The evolution diagram contained my thought process at that time. Without 
over using the concept, my own thinking has evolved. 

For starters, the term ‘Social’ has become a blocker of progress. The attempted 
isolation of the social components from CRM do both concepts a disservice. The Social 
CRM discussion has pushed CRM into a bit of corner. How can a relationship exist 
without social elements? The constant discussions of definitions are nothing more than 
a distraction. We simply need to focus on achieving business results; so let’s get 
moving. CRM needs to incorporate the social elements (time, place and context) – call it 
what you want, define it how you will. 
Both the technology and the strategy of CRM need to evolve, and then need to do so in 
lock step with each other.  The fabric of any organization is the people, so who better to 
shepherd the change and embrace the technology? It cannot be people from just one 
part of the organization either, it needs to be a team effort. You may believe that CRM 
needs to evolve into a different ‘something’, possibly needing a different name; to each 
their own.  I am not saying I will not use the term Social CRM, as I am perfectly willing to 
be a non-conformist, as long as I fit in. I do not believe that it is just about ‘Social’ + 
‘CRM’ either. 
Here is my quick $.02 on version 1.0 of the diagram: 

 We do not need to evolve to SCRM, we simply need to evolve CRM  
 To say that Social CRM means everyone is a bit over simplistic  
 While we would like to believe it is all about customer defined processes, it is not 

that simple  
 To believe that customers can set their own hours is great in theory, but let’s be 

real.  
 It is not simply about the number of channels, rather when and how people use 

the channels  
 The transaction will never go away, it needs to become a stop along the journey, 

somewhere near the middle.  
 CRM does need to become outside in, but it does not need to become Social 

CRM in order to get there.  
There are some other points to be made, but I would rather talk about the new and 
improved diagram; so we can see what I will trash in another 16 months. A I little self-
deprecation is good for the soul! 
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For a diagram called evolution, it seemed more natural to represent the transition as a 
timeline, via past and future, as opposed to trying to definitely state this is X and that is 
Y. This is not a binary state diagram; it is a continuum of progress. If you are a 
practitioner within a company, or have clients, they are somewhere along this path. The 
“Past” might be 5 years ago, or it could last week. The future could be as close as 
tomorrow, or 5 years out. The segments outlined in the diagram are certainly not the 
only ones, this is not a complete list, nor is it meant to be one.  Finally, while it might 
seem like a good idea to move everything at the same pace, it is not always possible. 
Should you ‘wait for stragglers?’; adopting certain parts ahead of others? Not a question 
I can answer, it depends. 
‘Who’ is about Access to data and systems 
Front line Employees and their Managers were the only ones to have access to the 
technological components of CRM. Looking forward, giving access to information and 
insights to as many people as reasonable needs to be considered.  Depending upon 
where you on along the journey, the type of industry you are in and other factors will 
determine the specifics of who needs access to the system and data. 
‘What’ is all about the end-to-end process 
End-to-end processes, specifically in the modern ear, have traditionally been linear and 
inflexible. The lack of flexibility in process leads to inefficiencies. What CRM needs to 
do, in order to keep up is to help organizations adapt to the needs of the customer and 
coordinate internally and across channels of communication 
‘When’ is about the duration and durability of relationships 
It is time to increase the duration and durability of your relationship with your customers. 
We need to move beyond short term, tactical myopic focus of ‘a Sale, an Issue or a 
Complaint’. If the lifetime value and long term engagement are considered, the CRM will 
have really progressed. 
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‘Where’ is about the location and context of interactions  
Customers can and will communicate with you any which way they can. Customers 
were taught to use the phone, instructed on the finer points of an IVR and coerced into 
using email and web forms.  Now it is their turn! They not only want to add more 
channels to the mix, they expect you to be aware of all the other channels and are quite 
tired of typing in their 14 digit code on a touch tone phone, only to repeat to the agent! 
‘Why’ – Because (sorry, could not resist)! 
This should be the easiest to make clear. In one version of the diagram I simply left the 
past blank, because people were never clear why CRM was implemented and in the 
future I simply put “Because”. Maybe that is a better fit? It is really about changing the 
focus of the initiative from people and roles inside the organization to delivering value to 
people outside the organization. Is this customer centric? It can be, but that buzzword 
compliant phrase comes with its own baggage. 
‘How’ should we communicate? 
The hardest part is the how. There is no secret sauce; it takes hard work and planning. 
There is no infomercial, which promises nirvana for no effort expended. The 
fundamental do start with how and when you communicate outside of your organization. 
Communications need to move beyond broadcast, fractured and reactive. It is time to 
focus on listening, learning, engaging, and talking with your customers – being 
collaborative with a specific end-point. This is not easy, and requires the largest mind 
shift of the whole lot! 
This is how my thinking has evolved, what about yours? This does not answer many 
questions, which I will be addressing in the coming weeks and months. Topics such as; 
how does this evolution impact specific departments or roles within the organization? 
Does this impact how the contact center of the future works?  To end back from where I 
started; the future of CRM is certainly not simpler. CRM in the future is certainly going to 
need to evolve to a more complex form. 
The Evolution of Relationship Management 
CRM must start with a business strategy, which drives changes in the organization and 
work processes, which are in turn enabled by Information Technology. The reverse 
does not work. Have you ever seen a company automate its way to a new business 
strategy?  
The seeds of modern-day CRM were sown in the 1960s. Academic researchers found 
that the "4 Ps" marketing framework--product, price, place and promotion was less 
valuable for industrial or service-centric businesses where ongoing relationships were 
critical. By the 1980s, "Relationship Marketing" was used to describe this new focus on 
understanding customer segments, delivering ongoing quality service, and achieving 
high customer satisfaction.  
Relationship marketing was about "putting the customer in the middle of the business 
circle," in the words of Dick Lee, principal of St. Paul-based Hi-Yield Marketing. "As part 
of that early relationship marketing movement, we had untold frustration because we 
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didn't have the technology to support what we were doing," Lee says. "It really wasn't 
until mid-90s that we had the technology we needed."  
In the 1990s, computer systems were deployed to support sales and service processes. 
Sales Force Automation systems quickly evolved from simple contact managers, while 
Customer Service and Support systems became the backbone of automated call 
centers.  
By the mid-1990s, "CRM" became the umbrella term as it became clear that sales and 
service systems should share information. More recently, Enterprise Marketing 
Automation (EMA) applications joined the CRM fold, including systems for customer 
analysis and marketing campaign management.  
By the late-1990s, the real action was outside the corporate firewall. Explosive growth in 
Internet usage spawned a proliferation of e-business applications to manage online 
customer and partner relationships, often called "e-CRM" and "Partner Relationship 
Management," respectively. Now, "multi-channel CRM" systems were available to, 
theoretically, support direct, Internet, and partner channels, while allowing users to use 
whatever mode of communication they pleased. 
Left Hand, Meet Right Hand 
Much of what satisfies customers, of course, is a company's ability to preserve the 
"single face" of a customer. Some companies are semantically confused and think the 
customer wants to see the company's "single face." Customers don't care about that. 
What they want is for the company to always see their--the customers'--full faces. 
To see how it works, go to Amazon.com and click on "Your Account." The record of all 
your transactions, your credit cards, your shipping and billing addresses, the status of 
all your orders from last year to five minutes ago is there. It's like looking in a mirror. 
Talk to anybody from Amazon at any time, and they can swiftly deal with your concerns 
because they see your total dealings with their company. This is what is meant by 
"single face," and there's no better example of it than Amazon.com. You want every 
company you deal with to be able to do this. 
Unfortunately, that's rarely the case. "With the Internet, companies in the present are 
still pretty bad about presenting a single face to the customer," says Jeet Singh, CEO of 
Cambridge-based ATG, Inc. "The Internet has blown the multiple touch point issue to 
the forefront, and in many firms, the left hand doesn't know what the right hand is 
doing." Customers might start researching product information on a Web site, then pick 
up the phone to get a crucial question answered, then do the actual buying with a local 
distributor or retail outlet. The challenge now is for companies to present that single face 
in all these real-world scenarios. 
Why is this so difficult? The root of the problem is simply the fossilized ways that 
companies treat information--dump it in a "silo" (otherwise known as a department, 
division, or business unit) and then defend it from the rest of the organization. If you 
figure out how to redesign workflow to make  
for happier customers, you're taking a jackhammer to functional silos, creating a lot of 
stress in an organization that will probably resist such changes. You also have to bend 
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and reshape your internal technologies to support customer-centric, rather than silo-
centric, business processes. 
"This situation is driving interest to new CRM approaches with environments that can 
offer greater central control or management," says Karen Smith, senior analyst with 
Boston-based Aberdeen Group. "Organizations are demanding CRM solutions that 
provide greater visibility into asset management, forecasting and inventory 
management, product development, procurement, and order and transaction 
management."  
It's clear that the Web is making the inefficiencies and inconsistencies of big companies 
transparent to customers and partners. To win the battle for customer loyalty in the 
future, companies must shift from stand-alone business technology approaches to 
systems that support the total customer experience and work across multiple 
enterprises. 
The Next Evolutionary Step 
If your relationships with customers are getting more important, so are your 
relationships with your partners. "The common assumption is that the Internet helps 
companies find partners. Our experience is that it helps less with finding new partners 
than allowing companies with complex supply chains to maximize inter-enterprise 
relationships," says Michael Levin, founder and CEO of e-Steel. "This is not like a cruise 
line for singles to meet, it's a cruise line for couples to have a great time."  
And, of course, it's the Internet that makes it all possible. "Part of the evolution of CRM 
from a focus on internal efficiency to more effective external relationships is the ability to 
move information around about a customer which has become viable recently," says 
Scott Sims, partner with Chicago-based Andersen Business Consulting. "The Internet 
also has the ability to make alliances stronger. If you build a site that shows how your 
partnership benefits the consumer, you also can benefit greatly." 
"Everything needs to tie into your overall CRM strategy," says Scott Creighton, general 
manager of Siebel Systems' e-Channel Applications Dallas office. "However, you've got 
companies with homegrown silo systems, their own internal tools for managing 
marketing incentive funds, and partners have to use a call center which then places the 
order. What companies are trying to do now, under increased pressure to perform, is to 
consolidate all these tools into an Internet-based system so that channel managers and 
their partners have the tools to drive revenue." 
Bear in mind that while customers expect to have their needs met, the character of the 
relationship isn't top of mind for a customer in the same way it must be for a vendor--at 
least until the relationship turns sour. It's incumbent upon the vendor, not the customer, 
to do whatever it takes to keep the relationship in good working order.  
Earlier ideas about customer satisfaction dealt with keeping the customer happy after a 
purchase transaction took place. In this Customer Economy, however, waiting for the 
PO to provide good service may be waiting too long.  
And let's not forget, good collaboration starts close to home, in your company. "In the 
early days, says Keith Raffel, chairman and founder of Mountain View-based UpShot 
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Corporation, you'd ask a sales rep if he did collaborative sales, and he'd say he didn't. 
Then you'd walk him through all the steps internally that his sale has to hit, and he'd 
realize it's a very collaborative process." Collaboration is just as essential inside the 
enterprise as it is for channel partners, system integrators, agents and so on.  
Partner Relationship Management has made great strides helping companies get used 
to the idea that their partners and channels are as crucial to their success as their 
customers or internal operations. Now, with business hurtling towards a collaborative 
future, managing integrated relationship networks will be essential. These C-Webs must 
provide the structural frameworks to keep a single face not only for all your customers, 
but business partners as well.  
Instead of just automating individual channels, a collaborative e-business environment 
has to support complex many-to-many relationships, whether they're partner-to-partner, 
partner-to-customer, or whatever. If you think this means your job just got tougher, 
you're right. But with that challenge comes a new 

 
CRM: A Lifecycle Perspective 

The life cycle of CRM consists of three phases - customer acquisition, customer 
relationship enhancements and customer retention. CRM software streamlines CRM 
activities at each of those phases of customer relationship management.  

 

 
CRM Cycle 
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The model is made up of a cycle with three main stages:  
1. Customer Attraction 
2. Customer Acquisition 
3. Customer Analysis 
1.Customer Attraction: This stage intends to attract the customer towards the 
website in order to expose the client to our online offers. In this part of the cycle the 
customer must be able to find out about our products or services in an easy and 
simple way so that he/she can  

o find easily what he/she is looking for in our site.  
o browse the available product information.  

Here information visualisation can be very useful in order to 
o visualise search results  
o show product relates information as wel as showing the product itself. 

2.Customer Acquisition: This stage has the important mission of converting the 
visitor into a buyer of our products. In order for this to happen the potential customer 
has to be able to: 

o evaluate the product, when possible visualising it as close as he would do 
in a traditional shop  

o compare the  product with other similar options.  
o select the product that best fits their needs, eventually purchasing it 

In this case information visualisation could help us by allowing us to do the  
o online evaluation, comparison and selection by means of visualising 

suitable comparisons between products of similar features and/or prices. 
3.Customer Analysis: In this stage the data gathered about the different actions 
and transactions preformed by the customers are analysed in different ways with the 
goal of understanding and better using the customers' 

a. buying patterns  
b. navigation patterns through the website  
c. problems they suffer when trying to find information, products or both.  

In the words of the authors of the article above mentioned for this analysis it is 
extremely useful the 

d. Visualization of customer "clicks". Understood as the analysis of online 
transactions, the comprehension of the customer, their buying 
preferences, the "hottest" pages and those that don't mean anything to 
customers.  
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In the quest to implement a successful CRM initiative, executives should incorporate a 
product development philosophy for customers. However, this requires a change in 
thinking and a willingness to take a lifecycle view that incorporates five stages.  
In the quest to implement a successful CRM initiative, executives can learn a lesson 
from the cradle-to-grave product development philosophy. But it requires a change in 
thinking and a willingness to take a lifecycle view of CRM-one that incorporates the 
following five stages: 
 
Putting the customer at the center of the universe: 
 
The key to implementing a successful CRM initiative is to first understand exactly what 
CRM is. Often, businesses begin with an initial understanding, right or wrong, that 
motivates them to pursue a CRM initiative. Several misconceptions emerge once they 
attempt to apply CRM to their business. The most common is believing that CRM is the 
new cure-all for customer management evils that, if implemented, will result in almost 
immediate benefit. Unfortunately, CRM by itself is no guarantee of customer retention. 
Companies at the forefront of CRM think of it as an integrated business strategy that 
places the customer at the center of a business's consciousness. CRM provides a 
holistic view of the customer across all of an organization's products and channels. 
At its best, CRM should address the following business goals: 

 Increased customer acquisition and retention, as well as greater loyalty 
 Expansion of profitable, long-lasting customer relationships 
 Delivery of a consistent, relevant, high quality customer experience 
 Continuous learning about customers (both business and consumer) and 

communication of that knowledge across the organization 
 Delivery of the right products and services tailored to meet customers' needs 
 Increased customer equity 
 Improved cost management 

 
To properly implement CRM, executives must first uncover the root cause of the 
business problem (or problems) hampering success, and then determine how customer 
management or integrated treatment of customers can help solve the problem.  
 
Starting with a strategy: 
The next stage of the lifecycle is to develop a strategy for implementing CRM. 
Traditionally, software suppliers have been a major source of information about CRM 
and most CRM initiatives have been born in IT departments. So it is little wonder that 
executives think that all good CRM initiatives begin with the installation of a tool. Yet 
tools do not create lasting customer relationships-at least not by themselves. 
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Companies must begin with a clear understanding of the requirements for winning 
customers and then determine the best strategies to help them reach their goals. The 
scope of a CRM strategy must be broad, consider a wide range of variables and have a 
business impact that affects a company's revenue performance. Successful CRM efforts 
are integrated enterprisewide and span all business units. This is not to say that it is all 
or nothing. In fact, specific initiatives should be started to build momentum and can then 
serve as pilots of success once the overall strategy is developed. This way, the 
company avoids a simultaneous global implementation. 
Building a case on revenues, not cost cutting: 
The third stage of a CRM lifecycle is building the case for CRM. Some organizations 
focus on cost savings as the sole justification for pursuing a CRM initiative. They have a 
logical reason: Cost savings are easier to measure than potential revenues and 
executives are leery of investments without incontrovertible returns. In the case of CRM, 
however, focusing on cost cutting rather than revenues can result in several problems, 
not the least of which is a pursuit of the wrong initiatives.  
The most successful CRM initiatives are those that spell out how CRM will improve the 
quantity and quality of a company's revenue. The key is to not only use performance 
measurement to track important revenue metrics, but also to look closely at what is 
measured and how it is measured. In other words, before beginning an initiative to track 
CRM performance, it is a good idea to fully understand the drivers that produce 
customer satisfaction and those that deliver customer value. 
Contrary to popular belief, customer satisfaction is not the key measure to gauge 
whether a company has delivered customer value; customer loyalty is. In fact, 
companies with loyal customers can have profits up to 60 percent higher than 
competitors. Yet less than 10 percent of companies have a single, integrated view of the 
customer-which is a prerequisite for winning customer loyalty. With this in mind, 
performance metrics should include: 

 Customer profitability 
 Customer loyalty 
 Customer lifetime value 
 Return on CRM investment 

 
Also, when a company implements a performance-metric program, the goal should be 
to measure the value of each customer and each customer contact in real time or near 
real time. The organization must be able to see a multi-period income statement by 
customer, showing acquisition costs, types of transactions, profitability of transactions 
and retention costs-ultimately building up to what is called a "total customer lifetime 
value view." 
 
Clearly, it is difficult to build a case on increased revenue because it is difficult to 
quantify increased revenue. So many other factors affect it-competitors that go out of 
business, price elasticity and quality problems, to name a few. Yet isolating the effects 
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of a CRM program to show a return on the investment is often the only way to get such 
a project funded. 
 
Creating a customer-focused organization: 
 
The fourth stage of a CRM lifecycle is to embed change throughout the organization-
convincing everyone to share a single focus on the customer. In my experience, the top 
companies-those that boast the most successful, cost-effective CRM initiatives-embed 
change by building an integrated CRM architecture. In other words, they align and 
incorporate all relevant aspects of organizational change. The following are three 
fundamental rules of a CRM architecture: 
 
Align channels and business processes. By aligning all channels and business 
processes against target customers based on their value to the business, a company 
establishes an enterprisewide means for capturing, analyzing and shaping customer 
behavior. The goal is to create a consistent customer experience that is relevant to a 
specific customer or customer group. 
 
Align the organization to provide ongoing value to the customer. Because the business 
process drives the organizational structure, a key ingredient of a CRM architecture is 
defining and establishing roles and responsibilities to better meet customers' needs. It is 
critical that the employees have a horizontal rather than a vertical view of the customer. 
The vertical, or silo, view of a customer has natural walls that inhibit the company's view 
of what a customer wants, needs and expects. Leading organizations foster this new 
approach through customer-focused business metrics and incentives. 
 
Integrate technology. When technology and business processes are integrated, 
companies gain a better understanding of their customers throughout their lifecycle and 
how they interact with the business. General Motors, for example, combines technology 
and CRM to offer customers one-on-one service levels-the kind of service normally 
attributed to good salespeople who really know their customers. With an integrated 
customer database, GM employees-regardless of business unit or division-are able to 
recognize all GM customers regardless of their entry point. 
What happens to companies that fail to integrate customer-related functions and 
channels? For one thing, they miss opportunities for building greater enthusiasm and 
customer loyalty, which often translates into lost revenues. Generally speaking, the 
more solid the CRM architecture, the better a company can meet its customer 
expectations and gain customer loyalty to improve sales and revenue. 
 
Tailoring service levels to tweak profitability 
The final stage of a CRM lifecycle is reaping CRM's benefits. Today, the concept of 
delighting the customer has created a perception that businesses should exceed 
customer expectations at every point of contact and then just sit back and watch the 
rewards flow in. In most cases, however, this is neither necessary nor economical. 
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In a good CRM implementation, every customer receives the appropriate level of 
service. After all, not all customers are created equal. They have different needs, 
expectations and behaviors, and offer different value to a business. Treating them as 
equals by providing all customers with top-tier service may delight them all, but in many 
cases, it is not profitable. 
Likewise, not all customer interactions are created equal. Some require "high-touch" 
experiences, while for others, self-service may be more appropriate. The challenge for 
businesses is achieving the right balance between the needs and value of each 
customer interaction and the cost to service that transaction. Remember, consistency 
often defines and sets the tone for customer interaction for the future-especially loyalty. 
 
An evolution 
As markets continue to mature, the pace of technological change accelerates and 
customers become increasingly demanding (and confused), customer relationship 
management must evolve as well. CRM is a conceptual product and must move along a 
similar lifecycle. And, like any other product, it must be considered an organizational 
responsibility. How fast and how far an individual company moves along the continuum 
toward becoming truly customer-centric will be determined by that company's own 
strategy, its competitive environment and its capacity to change. 
 

Types of CRM 
Customer relationship management (CRM) recognizes that customers are the 

core of a business and that a company’s success depends on effectively managing 
relationships with them. CRM focuses on building long-term and sustainable customer 
relationships that add value both for the costomer and the company. 
CRM is business strategy to select and manage customers to optimize long-term value. 
CRM requires a customer-centric business philosophy and culture to support effective 
marketing, sales and services processes. 
When it comes to application of CRM, three broad classifications are possible. They 
are:  

 Operational CRM  
 Analytical CRM  
 Collaborative CRM  

Operational CRM 
Operational CRM is related to typical business functions involving customer 

services, order management, invoice/billing, and sales/marketing automation and 
management. The operational application of CRM enables effective interaction with 
customers. For this purpose various tools are used. These contact management tools 
aim to reduce costs by improved process efficiency and use of media based 
communication channels. These are also aimed to provide customers with a consistent 
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interface across all communication channels. To achieve this relevant customer data is 
collected and also displayed at all customer touch points. This is the customer master 
data. Another set of data where employees' contact with customers is also logged. This 
has information like topics discussed, customer requirements, soft customer data like 
hobbies, preferences, interests, details about children and other minor stuffs.  
Banks are an exemplary implementation of CRM as customer contact management. 
Channel management tools aim to understand how customer interacts with the 
company. It aims to deliver products and services across multiple channels in effective, 
efficient, and consistent manner. Content management tools enable the company to 
manage what is visible to the customers i.e. what the customers are able to see when 
they interact with the company. The various processes undertaken are: campaign 
management, sales management, service management, and complaint management.  
Analytical CRM 

The data collected in operational management is analyzed to segment 
customers. The valuable information thus obtained is used to satisfy customers. 
Analytical CRM involves activities that capture, store, extract, process, interpret, and 
report customer data to a user, who then analyzes them as needed. 
 Analytical CRM is composed of:  

1. Pattern discovery component  
2. Product and customer analysis component  
3. Multitude component  
4. Sorting and customer fractionation component  
5. Customer value evaluation component  

Analytical solutions provided for most companies are integrated view of customer 
across all channels and applications, campaign performance analysis, customer 
profitability analysis, cross-selling and up selling. The analytical solutions help answer 
questions like:  

1. Who are their best customers?  
2. Whom they are likely to loose?  
3. How to retain them?  
4. How to attract new customers?  
5. How to improve profitability of customers?  

Examples are data warehousing, online analytical processing (OLAP), and data mining 
systems.  
Note : Concept of customer segmentation : the value of customer is judged based on 
RFM analysis i.e. focusing on Recency, Frequency, and Monetary value from customer 
purchasing data in retail business. Accordingly the customers are divided into various 
levels. The four main segments of customers are:  
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 At the top is the VIP customer whose expenditure is most and form 1% of all 
customers in a certain period.  

 Then the main customer forming 5%.  
 Next the ordinary customer forming 20%.  
 And at the bottom is the scattered customer an overwhelming 80%.  

The first three categories create more than 80% of all profits for the company and as a 
result they are differentiated as the best customers. They are the real targets of 
Customer Centralization.  
Collaborative CRM 

Collaborative CRM deals with all the necessary communication, coordination, 
and collaboration between vendors and customers. The various departments of 
company like the sales, technical support, and marketing, share the information they 
collect about customers. The objective is to improve the quality of customer service and 
increase customer loyalty.  
It allows the company to synchronize and manage efficient, productive interaction with 
customers, prospects, partners, and internal associates across all communication 
channels. The customers' viewpoint is taken care of at every transaction level thus 
enabling better service to the customer. Collaborative CRM also reduces web service 
costs by enabling web collaboration.  
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LESSON 2 : 

IMPLEMENTATION OF CRM 
OBJECTIVES: 

After studying this unit one will be able to understand 
 Implementation of CRM Process  
 CRM Strategy 
 Benefits of CRM  
 Challenges and Solutions of CRM 

 Future of CRM 
 
CONTENTS: 
2.1  Implementation of CRM Process 

2.1.1 CRM Installation Companies 
2.1.2 Technical Functionalities 
2.1.3 Popular CRM's 
2.1.4 Selection of the Right CRM Technology  

2.2 CRM Strategy 
2.3 Business Benefits of CRM 
2.4 Business Challenges and Solutions of CRM 
2.5 Emerging Impact of e-Commerce on CRM 
2.6 e-CRM (electronic CRM) 
2.7 Future of CRM 
2.8 Conclusion 
 
CRM Implementation 

CRM implementation, however, is neither easy nor cheap. Bringing an entire 
company together under one concept can be challenging and requires a significant 
amount of energy, time and money. Often, you will encounter unexpected complexities 
associated with your CRM implementation methodology. 
To implement CRM, following factors need to be given due consideration:  

 Easy interaction between customers and company, enhancing quick response to 
customers' request and suggestions  
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 Easy access to information about company like content of customization, 
advantages of the company, benefits doled out to the customers. This 
establishes profitable relationships with the customers based on mutual trust and 
respect  

 Abundant supply of customer information which have been accumulated and 
integrated from different channels  

 Grow with customers i.e. customers' information should be updated along with 
the passage of time  

 Have cordial relationship with other companies targeting the same customer 
segment. Thus giving relevant solution to customers' need and increasing 
acknowledgement to customers  

 Customers' information must be segmented to provide support for customization 
based on personalized information i.e. tailoring the company's product and 
services accordingly  

Improvement in customer relationships increases customer loyalty, decreases 
customer turnover, increases sales revenue, and decreases marketing costs, thus 
increasing profit margins.  
Implementation of CRM Process 

The implementation of a customer relationship management (CRM) strategy is 
best treated as a six-stage process, moving from collecting information about your 
customers and processing it to using that information to improve your marketing and the 
customer experience. 
Stage 1 - Collecting information 
The priority should be to capture the information you need to identify your customers 
and categorise their behaviour. Those businesses with a website and online customer 
service have an advantage as customers can enter and maintain their own details when 
they buy. 
Stage 2 - Storing information 
The most effective way to store and manage your customer information is in a relational 
database - a centralised customer database that will allow you to run all your systems 
from the same source, ensuring that everyone uses up-to-date information. 
Stage 3 - Accessing information 
With information collected and stored centrally, the next stage is to make this 
information available to staff in the most useful format. 
Stage 4 - Analysing customer behaviour 
Using data mining tools in spreadsheet programs, which analyse data to identify 
patterns or relationships, you can begin to profile customers and develop sales 
strategies. 
Stage 5 - Marketing more effectively 



3 
 

 

Many businesses find that a small percentage of their customers generate a high 
percentage of their profits. Using CRM to gain a better understanding of your 
customers' needs, desires and self-perception, you can reward and target your most 
valuable customers. 
Stage 6 - Enhancing the customer experience 
Just as a small group of customers are the most profitable, a small number of 
complaining customers often take up a disproportionate amount of staff time. If their 
problems can be identified and resolved quickly, your staff will have more time for other 
customers. 
 
10 Key Points You Must Know For Best Results 

To have a successful CRM implementation, here are 10 key points you will have 
to remember when putting CRM into effect. These 10 key points will be your own CRM 
implementation strategy to help you reduce costs, and ensure the smoothness in the 
actual implementation process. 

1. Know the value – CRM can be an expensive and time-consuming strategy to 
implement (there is a reason they call it the CRM process, emphasis on 
process). Before doing so, you have to know how CRM will affect your business 
just when it comes to measurable return on investment. Be careful not to put your 
focus on how CRM will help make your customer’s lives easier. Rather, put more 
emphasis on how CRM will make it easier for your employees to put together 
data about customers, and use this information to reduce marketing costs and 
increase profitability. 

2. Be diligent with the Budget – CRM implementation cost does not come cheap. 
When budgeting be realistic and reasonable. Look it over carefully and consider 
the length of time involved for CRM implementation to reap its promised rewards. 
Factor in all possible expenses. Remember that implementing a CRM strategy 
can cost two to three times what the actual software does, due to the costs of 
optimization and continuous maintenance. Shop around to find the CRM 
providers that fit into your budget.  

3. Organize existing customer data – If you already have customer data, make sure 
to put this to good use. It is expected that before CRM is introduced to the 
company, customer data may be spread widely over multiple databases. One 
thing you have to do before implementation is to unify all this data, and put them 
together in one database, making it easier for the organization to gain access to 
essential information.  

4. Tap key departments – Marketing, sales force, and customer relations are key 
departments, which you will have to work closely with. These departments are 
the ones most likely to be directly affected by CRM. Also, people from these 
departments will be the ones to tell you which business processes need 
improvement. Tapping key departments is one of the most overlooked CRM 
implementation best practices. 
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5. Lead with presence – One reason why CRM implementations fail is because 

senior executives fail to lead. When employees see that their managers and 
bosses are not dedicated towards the success of the program, then they end up 
losing heart and slacking off. Executives and managers must bear in mind that 
CRM is a corporate initiative. So they must spend just as much time and energy 
working at it as their employees. 

6. Use trusted vendors – When looking for vendors, make sure that they are 
financially secure and do not rely on partners for functionality. Network with other 
corporate users in your field, try some software they already have, and choose 
the one that offers the most functionality to meet your business needs. 

7. Go slow but sure – It is not necessary to implement CRM right away in all 
departments of the company. Change is not an easy thing, and employees may 
feel resistant to it. To help cope with this setback, implement CRM first with only 
one department. Once others see the initial success and growth of that 
department due to CRM, then they will be more responsive to having CRM 
implemented to their department. 

8. Sell CRM to employees – Make sure all employees know about CRM and its 
benefits. Conduct monthly training and clearly communicate how CRM will help 
them succeed. 

9. Don’t slack off on management - Problems and difficulties are bound to arise 
during CRM implementation. Before this happens, stay on your toes all the time 
and find solutions to any occurring problems as soon as they arise. 

10. Constantly improve – As the company grows, your CRM workflow should adjust 
accordingly. Be sure to let your employees know about changes so they can help 
you by supplying information on how to improve the way the system handles 
customer information. 

 
CRM Installation Companies:  
Companies that do not have repeat business from customers will not gain much from 
CRM. And also that have walk-in customers not providing multiple sales and service 
channels will not benefit much from CRM. Again if maintaining long term relationship 
with customer is not a priority for the company, it will be wise not to invest in CRM.  
Then who benefits? The more the channels to access customers and more the number 
of touch points with customers, greater is the need for CRM installation. Companies in  

 banking  
 finance  
 insurance  
 airlines and hotels  
 telecommunications and health care benefit from installing CRM software.  
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Technical Functionalities 
Multiple communication channel - This is one major factor of CRM, which enables 
business to be responsive to the needs and desires of its customers. CRM solutions 
provide better utilization of all communication channels in company. The various 
communication channels are:  

 Web channel - This supports a number of customer service and customer 
account management activities. Customers can verify and browse product 
descriptions and also report problems through this channel.  

 Fax channel - Company can use this channel to generate fax that is sent directly 
to customers, while customers use this to submit requests for information and 
contact.  

 Interactive TV channel - Cable TV companies interact with customers through 
this channel.  

 IVR (Integrated Voice Response) - This channel answers all incoming calls 
from the toll free network, and also provides guidance through use of prompts.  

 E-mail - Customers can e-mail their service requests and check status. The 
company can also use this as outbound channel to distribute information.  

 Direct mail - This channel is used primarily for outbound communication to 
customers. The inbound direct mails are not managed by CRM.  

 Direct field sales force channel - Activities like browsing product offerings, 
capturing leads, completing orders, and performing high level customer care are 
all done remotely by the agents through this channel.  

Database - database of customers is created by collecting information through semi-
structured interviews, document analysis of annual reports, organizational charts, and 
system charts. The information is collected on the basis of strategy and process of 
CRM. The information thus collected is continuously updated to build up a lifetime 
relationship.  
Workflow and assignment - CRM solutions enhance the customer service by clearly 
defining the tasks, assigning the tasks to the various departments. The order of carrying 
out the tasks is spelt out. CRM solutions also monitor the smooth flow of information to 
support the task and finally keep track of the tasks being completed.  
Scalability - CRM applications can be used on a large scale, in terms of number of 
participants it can handle, and can be expanded to any desired scale.  
Privacy concerns - This functionality is one of the major factors in the selection criteria 
of CRM applications. Those organizations implementing customer facing operational 
applications, customer intelligence, and customer-centric marketing must give priority to 
customer privacy issue in deciding the business strategy. Questions like how customers' 
privacy can come into play during operation and how it is protected in each application 
need to be answered first before choosing the right CRM solution.  
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Often it is seen that CRM applications has not brought success to organizations as 
expected. The failure rate for CRM implementations is as high as 70%. The reasons 
are:  

 Absence of a clear transitional process i.e.. a step by step awareness, a clear 
funding strategy, and attainable goals is a must rather than introducing sweeping 
changes all at once.  

 The main focus of business is on products' sale and geographical segmentation 
of market but not on customer segments.  

 Key performance measurements are not tracked. Data integration, 
interdepartmental communication, and good supervision of these processes are 
critical to success.  

 Weak functional organization of a company can cause customer and employees' 
confusion.  

 Short term interests are often given importance. Ethics must be given priority 
over financial gains. A customer focussed company must be prepared to make 
recommendations in favor of customers even at the cost of short term interests of 
the company.  

 The financial measures of success are often inadequate. In a customer centric 
model the branding, research, and development must align with development, 
compensation, budgeting, and incentive policies.  

 Other new technology and solutions are introduced without implementing the 
necessary framework.  

 
Popular CRM's 

Many versions of CRMs are now available in the CRM market. Open source 
enables any and every programmer to read, redistribute, and modify existing source 
codes to evolve a new software. Thus there is scope for rapid development. And thus 
various open source CRMs too have evolved. Some of the widely used open source 
CRMs are SugarCRM , vTiger. and  Daffodil  
SugarCRM 

This is a commercial open source CRM suitable for companies of all sizes. The 
version 3.0 called the Sugar Suite has various functionalities like:    

 Sales forecasting- The sales manager can calculate potential sales and 
associated revenues based on projections from sales representatives, thus have 
a better control over performance, commitment, achieving realistic goals, and 
planning resources.  

 Campaign and Project Management- The campaign management tool allows 
users to organize marketing activities, manage and track marketing efforts on 
leads, contacts, and opportunities. The project management tool enables the 
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users to define steps, establish timelines, and assign work to members on any 
project useful to end users.  

 Email marketing- The marketing team creates the email templates, the recipients 
are listed and they are sent personalized email templates as per the planned 
schedule. 

 Calendaring, call scheduling, planning meetings, note tracking-customizable 
dashboards for real time tracking of business activities  

 New module called Sugar Collaborate added to Sugar Sales, Sugar Marketing 
and Sugar Support Suites, having specific tools like: 

 Document Management capabilities like managing sales documentation, 
marketing collateral, customer incident reports  

 Employee Directory- Customers can be searched by first or last names, roles, 
departments and basic contact information.  

 Calendar Synchronization by project management, tasks and activities reminder 
vTiger CRM 

vTiger open-source CRM is most suitable for small and medium businesses. 
Originally built from source code of SugarCRM , it is based on open-source 
technologies like Linux, Apache, MySQL and PHP. The distinct features are:  

 Lead Management- This feature creates leads and then converts them to 
opportunities, it also imports leads from Web downloads, trade shows, seminars 
and direct mails.  

 Opportunity and Contact Management- The user can track all sales 
opportunities, associate these with accounts, contacts, activities, and other 
modules. With other spreadsheet software the contacts and sales pipeline are 
analyzed and bottlenecks identified. The hierarchy of contacts are maintained to 
help deal with customers in a better way. More contacts are taken in from other 
applications like ACT, Goldmine etc.  

 Account Management- The user can import accounts, export accounts, specify 
parent-child relationship between accounts, track all accounts, and attach 
customer specific documents to accounts for quick reference.  

 Activity and Inventory management- With this feature the user can add all 
important customer related e-mails in vtiger CRM and store all the details of 
customer meetings and calls. This streamlines the sales process.  

 Security management- This feature enables the organization to define the role of 
team members and give them access to modules as per their role. This feature 
also archives the login history of each user for auditing purposes.  

 The Microsoft Outlook Plug-in feature permits adding outbound and forwarding 
inbound Outlook e-mails to vtiger CRM and synchronizes contacts, tasks, and 
calendar between the two. Another feature is to filter e-mails in Microsoft Outlook 
and retain the necessary e-mails to vtiger CRM.  
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Daffodil CRM 
Daffodil CRM is a commercial CRM with features that enable the software to 

integrate all aspects of customer life cycle that includes identifying business 
opportunities to retaining existing customer bank. It helps in automating everyday tasks 
and has features like:  

 Printable reports and Export facility- The Daffodil software has Export to Excel 
and Printable reports facilites . The customizable view facility in the software 
generates the different views of data. The users are thus able to evaluate 
performance of their overall business, sales team, and products over a period of 
time. The users are also able to select fields, apply filters on each field by setting 
conditions and sort items by all available fields in ascending or descending order.  

 Automatic mail attachment- This key feature attaches mails to Daffodil CRM 
automatically without manually selecting and sending each mail from email 
client. A forwarding rule on the webserver and the email client automatically 
attaches all email interactions with their corresponding leads.  

 Campaign facility- The integrated email campaign facility features enables mass 
mailings to all or select category of customers. Users can compose mass mails 
with or without making use of email templates.  

 Lead Management- The user can manage and analyze all leads with a single 
click. User can assign leads and keep a track on the progress made on leads by 
the executives. A single click will give the entire information related to the lead 
and also the latest five actions and interactions for quick followup and analysis of 
the lead.  

 
Selection of the Right CRM Technology  

The point here is one size doesn't fit all . There is no single CRM software or 
formula which will give instant success to all companies. For small or medium 
enterprises, the requirement is different from that of big firms. Most CRM packages 
provide excellent sales force automation, but not equally good integration with computer 
telephony, or with web. These are adequate for small and medium firms but not for 
large firms. A mix of different software to link the databases, data warehousing 
software, contact management software, and a CRM package will go a long way in 
helping to upgrade the small companies.  

Other internet enabled applications available are enterprise resource planning 
packages, e-commerce applications, relationship management packages, enterprise 
portal applications etc. One can adopt the best practices to slash costs, introduce 
efficiencies into supply chain and internal operations. Today t he global market for CRM 
services and solutions is currently worth $148 billion. This proves to show the numerous 
choices available in this field.  
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CRM  Strategy: 
Customer relationship management (CRM) is a widely implemented strategy for 

managing a company’s interactions with customers, clients and sales prospects. It 
involves using technology to organize, automate, and synchronize business 
processes—principally sales activities, but also those for marketing, customer service, 
and technical support. The overall goals are to find, attract, and win new clients, nurture 
and retain those the company already has, entice former clients back into the fold, and 
reduce the costs of marketing and client service. Customer relationship management 
describes a company-wide business strategy including customer-interface departments 
as well as other departments. Measuring and valuing customer relationships is critical to 
implementing this strategy.  

For larger-scale enterprises, a complete and detailed plan is required to obtain 
the funding, resources, and company-wide support that can make the initiative of 
choosing and implementing a system successfully. Benefits must be defined, risks 
assessed, and cost quantified in three general areas: 
 Processes: Though these systems have many technological components, 

business processes lie at its core. It can be seen as a more client-centric way of 
doing business, enabled by technology that consolidates and intelligently distributes 
pertinent information about clients, sales, marketing effectiveness, responsiveness, 
and market trends. Therefore, a company must analyze its business workflows and 
processes before choosing a technology platform; some will likely need re-
engineering to better serve the overall goal of winning and satisfying clients. 
Moreover, planners need to determine the types of client information that are most 
relevant, and how best to employ them.  

 People: For an initiative to be effective, an organization must convince its staff 
that the new technology and workflows will benefit employees as well as clients. 
Senior executives need to be strong and visible advocates who can clearly state and 
support the case for change. Collaboration, teamwork, and two-way communication 
should be encouraged across hierarchical boundaries, especially with respect to 
process improvement.  

 Technology: In evaluating technology, key factors include alignment with the 
company’s business process strategy and goals, including the ability to deliver the 
right data to the right employees and sufficient ease of adoption and use. Platform 
selection is best undertaken by a carefully chosen group of executives who 
understand the business processes to be automated as well as the software issues. 
Depending upon the size of the company and the breadth of data, choosing an 
application can take anywhere from a few weeks to a year or more.  

 
Benefits of CRM 
The following are the benefits of adopting CRM processes:  

 Develop better communication channels  
 Collect customer related data  
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 Create detailed profiles of individual customers  
 Increased customer satisfaction  
 Access to customer account history, order information, and customer information 

at all touch points  
 Identify new selling opportunities  
 Increased market share and profit margin  
 Increased revenues  
 More effective reach and marketing  
 Improved customer service and support  
 Improved response time to customer requests for information  
 Enhanced customer loyalty  
 Improved ability to meet customer requirements  
 Improved quality communication and networking  
 Reduced costs of buying and using product and services  
 Better stand against global competition  

 
Disadvantages 

There are big disadvantages to cloud-based CRM compared to on-premise, 
although they may not outweigh the advantages. Here are the top 4 disadvantages of 
moving CRM to the cloud: 
1) Security concerns get amplified in the cloud 
2) Disconnected access: Most cloud-based CRM doesn't work when you're in the air or 
disconnected. Will your salespeople really want to use it if they can't make their time in 
the air productive? 
3) Legal and privacy concerns: There may be legal limits to where your data in the cloud 
can be stored, based on the physical location of a server. For instance, European 
customer data can't easily be stored in the US. It's also possible that data in a cloud 
may be less protected by search warrants than data on premise. 
4) Customization: Although there are newer ways to customize cloud-based CRM, it's 
still often easier to customize on-premise versions. 
 
Business Challenges of CRM 
Successful development, implementation, use and support of customer relationship 
management systems can provide a significant advantage to the user, but often there 
are obstacles that obstruct the user from using the system to its full potential. Instances 
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of a CRM attempting to contain a large, complex group of data can become 
cumbersome and difficult to understand for an ill-trained user. 
Additionally, an interface that is difficult to navigate or understand can hinder the CRM’s 
effectiveness, causing users to pick and choose which areas of the system to be used, 
while others may be pushed aside. This fragmented implementation can cause inherent 
challenges, as only certain parts are used and the system is not fully functional. The 
increased use of customer relationship management software has also led to an 
industry-wide shift in evaluating the role of the developer in designing and maintaining 
its software. Companies are urged to consider the overall impact of a viable CRM 
software suite and the potential for good or bad in its use. 

 Complexity  
 Poor usability  
 Fragmentation  
 Business reputation  
 Security concerns  

Complexity 
Tools and workflows can be complex, especially for large businesses. Previously these 
tools were generally limited to simple CRM solutions which focused on monitoring and 
recording interactions and communications. Software solutions then expanded to 
embrace deal tracking, territories, opportunities, and the sales pipeline itself. Next came 
the advent of tools for other client-interface business functions, as described below. 
These tools have been, and still are, offered as on-premises software that companies 
purchase and run on their own IT infrastructure. 
Poor usability 
One of the largest challenges that customer relationship management systems face is 
poor usability. With a difficult interface for a user to navigate, implementation can be 
fragmented or not entirely complete. 
The importance of usability in a system has developed over time. Customers are likely 
not as patient to work through malfunctions or gaps in user safety, and there is an 
expectation that the usability of systems should be somewhat intuitive: “it helps make 
the machine an extension of the way I think — not how it wants me to think.” 
An intuitive design can prove most effective in developing the content and layout of a 
customer relationship management system. Two 2008 case studies show that the 
layout of a system provides a strong correlation to the ease of use for a system and that 
it proved more beneficial for the design to focus on presenting information in a way that 
reflected the most important goals and tasks of the user, rather than the structure of the 
organization. This “ease of service” is paramount for developing a system that is usable.  
In many cases, the growth of capabilities and complexities of systems has hampered 
the usability of a customer relationship management system. An overly complex 
computer system can result in an equally complex and non-friendly user interface, thus 
not allowing the system to work as fully intended. This bloated software can appear 
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sluggish and/or overwhelming to the user, keeping the system from full use and 
potential. A series of 1998 research indicates that each item added to an information 
display can significantly affect the overall experience of the user.  
Fragmentation 
Often, poor usability can lead to implementations that are fragmented — isolated 
initiatives by individual departments to address their own needs. Systems that start 
disunited usually stay that way: [siloed thinking] and decision processes frequently lead 
to separate and incompatible systems, and dysfunctional processes. 
A fragmented implementation can negate any financial benefit associated with a 
customer relationship management system, as companies choose not to use all the 
associated features factored when justifying the investment. Instead, it is important that 
support for the CRM system is companywide. The challenge of fragmented 
implementations may be mitigated with improvements in late-generation CRM systems. 
 Business reputation 
Building and maintaining a strong business reputation has become increasingly 
challenging. The outcome of internal fragmentation that is observed and commented 
upon by customers is now visible to the rest of the world in the era of the social 
customer; in the past, only employees or partners were aware of it. Addressing the 
fragmentation requires a shift in philosophy and mindset in an organization so that 
everyone considers the impact to the customer of policy, decisions and actions. Human 
response at all levels of the organization can affect the customer experience for good or 
ill. Even one unhappy customer can deliver a body blow to a business.  
Some developments and shifts have made companies more conscious of the life-cycle 
of a customer relationship management system. Companies now consider the 
possibility of brand loyalty and persistence of its users to purchase updates, upgrades 
and future editions of software. 

Additionally, CRM systems face the challenge of producing viable financial profits, with 
a 2002 study suggesting that less than half of CRM projects are expected to provide a 
significant return on investment. Poor usability and low usage rates lead many 
companies to indicate that it was difficult to justify investment in the software without the 
potential for more tangible gains.  
 Security concerns 
A large challenge faced by developers and users is found in striking a balance between 
ease of use in the CRM interface and suitable and acceptable security measures and 
features. Corporations investing in CRM software do so expecting a relative ease of use 
while also requiring that customer and other sensitive data remain secure. This balance 
can be difficult, as many believe that improvements in security come at the expense of 
system usability. 
Research and study show the importance of designing and developing technology that 
balances a positive user interface with security features that meet industry and 
corporate standards. A 2002 study shows, however, that security and usability can 
coexist harmoniously. In many ways, a secure CRM system can become more usable. 
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Researchers have argued that, in most cases, security breaches are the result of user-
error (such as unintentionally downloading and executing a computer virus). In these 
events, the computer system acted as it should in identifying a file and then, following 
the user’s orders to execute the file, exposed the computer and network to a harmful 
virus. Researchers argue that a more usable system creates less confusion and lessens 
the amount of potentially harmful errors, in turn creating a more secure and stable CRM 
system.  
Technical writers can play a large role in developing customer relationship management 
systems that are secure and easy to use. A series of 2008 research shows that CRM 
systems, among others, need to be more open to flexibility of technical writers, allowing 
these professionals to become content builders. These professionals can then gather 
information and use it at their preference, developing a system that allows users to 
easily access desired information and is secure and trusted by its users. 
Key Challenges 

Companies around the world have leveraged CRM strategies to gain competitive 
advantage. As more and more companies rush to implement CRM, precautions must be 
taken to do it right. It is approximated that 50-70% CRM implementations fail, depending 
on the Industry vertical. Hence, it is essential to identify the key challenges, address 
risks and build a strategy that can make your CRM successful. CRM is full of talk about 
strategy, but at the end of the day, someone has to lead the way and implement. Listed 
below are some practical tips to consider when building effective CRM strategies and 
implementation plans. 
 
1. Understanding of CRM? 
CRM is not a software. It’s a business philosophy. It is a strategy, implemented using a 
software solution, that typically covers all customer facing departments like sales, 
marketing, customer service, etc of a company. Hence CRM is a term, collectively used 
to refer to a combination of 
strategy & software. 
 
 

 
 



14 
 

 

2. Getting Clarity on Objectives 
What are the set of objectives the company wishes to achieve with CRM? Trivial as it 
may sound, a majority of implementations don’t have these goals spelled out. Ensure 
that these objectives are listed and define a measurement metrics to be used to access 
the success of the implementation. Without these, the companies can’t access the 
benefits or the ROI of the CRM system. 
3. No Core CRM Team 
Unlike other software implementations, IT team alone should not be expected to roll out 
a CRM system. It is very critical for companies to form a core CRM team, which in 
addition to IT draws participation from Top Management, Senior Executives of Sales, 
Marketing and Customer Service departments and finally the end-users. Decisions 
related to the implementation should be discussed in this forum. 
4. The Costing Ice-berg 
It is not unusual for CRM implementations to overrun costs and timelines. When 
assessing the costing always calculate the Total Cost of Ownership (TCO). There are 
two ways of getting CRM, the license model or the ASP (hosted) model. In the licensing 
model, licenses typically represent 9 - 18% of the TCO. The actual TCO will need to 
include the cost of hardware, software, engineering, operations, AMC’s, etc. On the 
other hand, in the ASP model, a subscription fee represents the true TCO. Since ASP 
models offer a fully managed and a continuously evolving system, it also saves 
implementation time, upgrade costs and ownership hassles. Any implementation delays 
also have a cost associated with it, in form of lost time and opportunity. 
5. Product Evaluation Metrics 
In most companies, investment in IT are need based. With time, this buying pattern 
results in multiple systems that fragment customer data. While short-listing CRM 
products, it is essential to analyze overall capabilities of the product, in addition to the 
‘need driver’ module. As the company 
matures in its CRM initiative, the expectation from its CRM system multiplies. As a rule 
of thumb, consider only those CRM products that offer multiple modules like Sales 
Force Automation, Marketing Automation, Customer Support & Services, etc. This will 
enable companies to span horizontally, as requirements evolve. 
6. Expectation Curve 
Every CRM implementation starts with a desire to improve productivity and streamline 
processes, fast. However, CRM implementation is a cultural change. It has to be 
planned, and executed in phases. If the change is too fast, it will get derailed, if the 
change is 
too slow, CRM will pale into obsceneness. Don’t compromise on your expectation, but 
be sure to have a roadmap to get there. Remember, Rome was not built in a day. 
7. Getting User Adoption 
User Adoption is the key for success of any CRM. It is important to design effective 
training programs in order to provide enough skills and understanding to end users for 



15 
 

 

them to be able to effectively use the system. Ensure that the user interface is kept 
simple. Consultants often underestimate or miss the motivation required to get the end-
users to start using the system. Consider the sales executives, their motivation is to 
meet the targets to get to the incentive cheque. They are happiest when selling, to them 
everything else is a waste of time. Don’t expect them to navigate complex screens or fill 
detailed time consuming information because it simply won’t fly. 
8. Managing the Application 
Once the CRM has been rolled-out, it is important to re-align the working culture of 
teams around it. At times, the “As-is” bug bites people. To illustrate, the VP sales direct 
his sales team to carry excel sheet prints of their pipeline when coming for a review. 
Here either the report was not configured well in the system, or users have not been 
updating it enough. Such scenarios need immediate correction or else the CRM system 
will slowly loose its relevance. The core team must review such anomalies from time-to-
time. 
9. Process, Process, Process 
Clearly defined processes and their enforcement are critical to the success of any CRM 
rollout. The objective is to cut out the ambiguity in the system. It is advisable to create a 
central depositary, accessible to all, which store all the process definitions. Some key 
processes that need to be defined are Change Management process, Feature re-
evaluation process, Success evaluation process, Business flows, etc. Any process 
implemented via CRM, must map your real-world process and vice-versa. 
10. Finding the Right partner 
The rate of CRM success considerably goes up with the right solution partner. While 
strategy consultants are good, it is the solution partner who will make it work. Ideally 
select a partner who can do both, strategy & implementation. It is important that your 
partner shares the risks of your implementation. Pay only for success. While global 
knowledgebase is impressive, local issues can often negate these learning’s. Work with 
a vendor who understands local - work culture, technology limitations, and cultural 
sensitivities and is willing to listen. 
 
CRM solutions 

Customer relationship management (CRM) is important in running a successful 
business. The better the relationship, the easier it is to conduct business and generate 
revenue. Therefore using technology to improve CRM makes good business sense. 
CRM solutions fall into the following four broad categories. 
Outsourced solutions 
Application service providers can provide web-based CRM solutions for your business. 
This approach is ideal if you need to implement a solution quickly and your company 
does not have the in-house skills necessary to tackle the job from scratch. It is also a 
good solution if you are already geared towards online e-commerce. For more 
information see our guide on cloud computing. 
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Off-the-shelf solutions 
Several software companies offer CRM applications that integrate with existing 
packages. Cut-down versions of such software may be suitable for smaller businesses. 
This approach is generally the cheapest option as you are investing in standard 
software components. The downside is that the software may not always do precisely 
what you want and you may have to trade off functionality for convenience and price. 
The key to success is to be flexible without compromising too much. 
Bespoke software 
For the ultimate in tailored CRM solutions, consultants and software engineers will 
customise or create a CRM system and integrate it with your existing software. 
However, this can be expensive and time consuming. If you choose this option, make 
sure you carefully specify exactly what you want. This will usually be the most 
expensive option and costs will vary depending on what your software designer quotes. 
Managed solutions 
A half-way house between bespoke and outsourced solutions, this involves renting a 
customized suite of CRM applications as a bespoke package. This can be cost effective 
but it may mean that you have to compromise in terms of functionality. 
 

Emerging impact of e-Commerce on CRM 
 

Internet has touched almost every sphere of our lives in one way or another. It 
seems that it is creating tremendous impact on businesses also in interacting; nurturing, 
maintaining their customer bases. It all started from the emergence of electronic 
commerce which is related with the transacting online and electronic business which 
encompasses the integration of front and back office systems. E-commerce and e-
business gave rise to interacting with the customers through internet. Due to this 
organizations and customers reap many benefits such as its ease of use, cheap source 
of interaction, consumes so much of time etc. Therefore the real battle between the 
organizations is who can leverage this channel better to manage customers, any 
company successful in this game would be the winner, others who lag behind will not 
survive in today's fiercely competitive world. The impact of the process of managing and 
interacting customers via the internet has affected CRM too. By leveraging, the internet 
for customer management we get the new structure of CRM known as eCRM. E-CRM is 
all about managing customers online using internet as the primary channel of 
interaction. 
 
Customer related opportunities and challenges of internet With the advent of Internet, it 
became possible for organizations to reach to their customer in a novel way that give 
rise to many opportunities as well as poses many challenges to the organizations to 
make use of this channel effectively; Some of the opportunities for organizations from 
using the internet to reach to the customers are: 
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Less cost: the cost of reaching to customers is far less than the cost which incurred 
during the traditional model to interact with the customers.  
More reach: organizations can reach many customers in less time. 
Responsiveness: organizations can be more responsive than before, because internet 
makes it possible to respond to customers in many ways such as e-mail, chat, voicemail 
etc.  
But apart from opportunities, organizations face some challenges while leveraging this 
new model of doing business. Some of these challenges are:  
More customer power: customer’s today posses virtually endless power in terms of 
greater choice for shopping created by the web, more product or service information 
that eventually lead to more empowered customer. 
Offering discounts: to keep pace with other major players, an organization needs to 
offer considerable discounts on its products and services, thereby lowering its profit 
margin maintaining high quality of service: after purchasing from the company, 
customers expect high quality after sale service, therefore if a company cannot offer 
such a service the customers may deviate towards competitors. 
Threat of competitors: organizations face ever increasing challenge from competitors, 
and new entrants, who by using internet, enter the market over mightily and challenge 
the position of an established organization in the Market place. 
In this situation an organization cannot survive without making use of all of its 
resources, to leverage the broad base of customers and serve them according to their 
wishes. This situation makes the use of E-Commerce to offer suitable customer service 
inevitable. 
 

e-CRM (electronic CRM) 
CRM has been practiced manually by corporations for generations. However, since the 
mid-1990s. CRM has been enhanced by various types of information technologies. 
CRM technology is an evolutionary response to environmental changes, making use of 
new IT devices and tools. The term eCRM was coined in the mid- 1990s, when 
customers started using Web browsers, the Internet, and other electronic touch  points 
(e-mail, POS terminal, call centers, and direct sales). The use of these technologies 
made customer service, as well as service to partners, much more effective and 
efficient than it was before the internet. 
Through Internet technologies, data generated about customers can be easily fed into 
marketing, sales, and customer service applications and analysis. eCRM alse includes 
online process applications such as segmentation and personalization. The success or 
failure of these efforts can now be measured and modified in real time, further elevating 
customer expectations. In a world connected by the Internet, eCRM has become a 
requirement for survival, not just a competitive advantage. eCRM covers a broad range 
of topics, tools, and methods, rangking from the proper design of digital products and 
services to pricing and loyalty programs. 
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These are three levels of eCRM : 
1. Foundational services include the minimum necessary services such as Website 
responsiveness (e.g how quickly and accurately the service is provided), site 
effectiveness, and order fulfillment. 
2. Customer-centered services include order tracking, configuration and customization, 
and security/trust. These are the services that matter the most to customers. 
3. Value-added services are extra services such as dynamic brokering, online auctions, 
and online training and education. 
 
Future of CRM 

CRM is here to stay and will evolve. The desire to improve customer satisfaction 
and retention of customers will constantly drive the need to improve CRM systems.  

Economy is now driven by customers and not by sellers as in the past. There are 
different type of customers, different types of business models, and selling strategies. 
And it is a matter of time when there will be different types of CRM software to support 
these models.  

Technology will improve to put more functionality tools in CRM applications as 
there is more demand for knowledge management systems, sales coaching systems, 
and service intelligence systems. Information today is in the form of maps, charts, and 
graphs generated by report writers and visual profiling programs. These will give way to 
voice activated and speech feed-back tools and other elaborate visual aids using 3-D 
and CAD style graphics.  
Conclusion 

In today’s world, CRM can bring numerous advantages to an organization. 
Though the model is not entirely without risks, with a well-planned strategy and 
implementation framework companies can implement CRM successfully resulting in 
better productivity and customer satisfaction. 
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Chapter-3 

E-CRM 
 
OBJECTIVES: 

 To know the features, goals, utilities and how to implementation of e-CRM 
 
CONTENTS: 

3.1  Introduction 
3.2  Definition 
3.3  Goals of e-CRM 
3.4  Features of e-CRM 
3.5  Utilities 
3.6  Implementation of e-CRM 
3.7  Steps to e-CRM success 
3.8  Benefits e-CRM implementation 

 
3.1 INTRODUCTION: 

Electronic Customer Relationship Management (ECRM) has become the latest 
paradigm in the world of Customer Relationship Management. ECRM is becoming more 
and more necessary as businesses take to the web. No longer can web-enabled 
companies rely on the traditional brick & mortar strategies that have gotten them to 
where they are today. Such organizations have to evolve with the market instead of 
behind it. 

All organizations involved in on-line business to business and/or business to 
consumer selling need to educate themselves about the new phenomenon of electronic 
customer relationship management (ECRM). According to Romano (2001), ECRM is 
concerned with attracting and keeping economically valuable customers and eliminating 
less profitable ones. Romano and Fjermestad (2002) are convinced that ECRM will 
continue to develop as an important area of study in MIS and such relevant referent 
disciplines as Computer Science, Marketing and Psychology. What, then, is the 
relationship between customer behaviors and corporate opportunities to implement 
ECRM? Each day, business and consumer purchasing over the Internet increases. 

Customers purchase on-line for a number of different reasons. A Forrester 
Research (Sims, 2000) study of 70 retailers found that convenience was the number 
one ranked reason (84%) for purchasing on-line versus off-line. The fact that customer 
service ranks near the bottom of the list of reasons to purchase on-line suggests that 
customers are willing to trade off better levels of “off-line” service for the convenience 
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afforded by online purchasing. Looked at another way, on-line customers are not 
coming to companies’ web sites with very high expectations for the service levels. 
However, on-line retailers need to acknowledge that first-time purchasers at their sites 
will not necessarily, or even likely, become repeat customers. 

A study by the Boston Consulting Group found that 65% of on-line customers 
who purchase at a given web site will never make a second purchase. These facts 
should be a wake-up call to web-enabled companies that there is a real service gap to 
address and that additional profits await those companies who quickly find a way to fill 
this gap. ECRM can help companies meet this challenge (Sims, 2000). The 
convenience of shopping on-line may bring customers in through the virtual door, but 
what keeps them coming back through that same door is the overall quality of the 
customer experience. Web-enabled organizations need to understand this, because the 
cost of marketing to an existing customer is $6.80 over the Internet versus $34.00 to 
attain a new web customer (Karpinski, 2001). In addition, Keen (in Greenberg, 2001) 
predicts that the share of business-to-business marketplaces using ECRM solutions will 
grow from 3% in 1999 to more than 50% in 2004. Investing in ECRM solutions will give 
companies the tools they need to create, maintain and extend competitive advantage in 
their market spaces.  Ultimately, it’s a matter of corporate survival. Having here 
established the ECRM imperative, this paper will detail the benefits of ECRM systems, 
discuss the major focal points to consider before implementing an ECRM solution, 
identify potential pitfalls during implementation, look at recent trends in ECRM and 
present a proven ECRM success story. 
 
3.2 DEFINITION: 

e-CRM, this concept is derived from E-commerce. It also uses net environment 
i.e., intranet, extranet and internet. Electronic CRM concerns all forms of managing 
relationships with customers making use of Information Technology (IT). eCRM is 
enterprises using IT to integrate internal organization resources and external marketing 
strategies to understand and fulfill their customers needs. Comparing with traditional 
CRM, the integrated information for eCRM intraorganizational collaboration can be more 
efficient to communicate with customers 

The concept of relationship marketing was first coined by Leonard Berry in 1983. 
He considered it to consist of attracting, maintaining and enhancing customer 
relationships within organizations. In the years that followed, companies were engaging 
more and more in a meaningful dialogue with individual customers. In doing so, new 
organizational forms as well as technologies were used, eventually resulting in what we 
know as Customer Relationship Management (CRM).  

The main difference between RM and CRM is that the first does not acknowledge 
the use of technology, where the latter uses Information Technology (IT) in 
implementing RM strategies 
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3.3 GOALS OF E-CRM 
The following are the goals of e-CRM: 

1. Reduce 
– costs of marketing 

2. Improve 
– accuracy and relevancy of recommendations 
– customer satisfaction 

3. Increase 
– conversion rate, i.e., Turn browsers into buyers 
– customer retention and frequency 
– order size 
– customer response 
– competitiveness through differentiation 
– profitability, ROI 

 
3.4 FEATURES of E-CRM: 

Electronic customer relationship management (eCRM) is the latest technique 
companies are using to increase and enhance their marketing skills and capabilities. 
Integrating both technological and marketing elements, eCRM covers all aspects of the 
customer’s online experience throughout the entire transaction cycle (Pre-purchase, At-
purchase and Post-purchase). Jutla et al (2001) describe eCRM as the customer 
relationship care component of e-business. Greenberg (2000) suggests that eCRM is 
CRM online.   
 

According to Romano and Fjermestad (2001), eCRM is concerned with attracting 
and keeping economically valuable customers and eliminating less profitable ones. 
Rosen (2001) suggests that eCRM is about people, processes, and technology, by 
Romano and Fjermestad (2003) there are five major non-mutually-exclusives eCRM 
research areas: eCRM markets; eCRM business models; eCRM knowledge 
management; eCRM technology and eCRM human factors, and each major area is 
composed of minor ones. In the context of e-commerce, Sterne (1996) proposes a 
framework to characterize online customer experience, consisting of three stages: pre-
sale, sale, and after-sale interactions. Lu (2003) uses this framework to study the  
effects of ecommerce functionality on satisfaction, demonstrating that eCRM features 
contribute differently to the satisfaction associated with each transaction stage. 
Following the same line, Feinberg et al. (2002) map the eCRM features of retail 
websites into the pre-sale, sale, and post-sale stages in investigating the relationship 
between eCRM and satisfaction. The usage of the transaction cycle framework to 
classify satisfaction is also supported by Khalifa and Shen (2005), who investigate the 
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relative contribution of pre-sale, sale, and post-sale satisfaction to the formation of 
overall satisfaction. 

These features are: 
 Advanced importer – for larger mailing lists, you can save time on the initial 

setup by importing your existing mailing lists directly into the subscription list. 
Advanced importer allows you to import a list of subscribers easily with any 
number of subscriber fields. 

 Advanced statistical tracking – advanced statistical tracking gauges the 
effectiveness of your mailings; useful in any marketing campaign. Use to 
generate most popular links graphs, successful v unsuccessful emails, bounced 
addresses, and read/open graphs. Use this graphical statistical data to report 
and predict marketing trends, and help focus future mailings. 

 Archived messages – search archival registries of past messages at anytime. 
You can even turn them into a template for future mailings. You can choose to 
make a public archive section available to your subscribers 

 Automated features – 12All effectively manages your list mailings for you. 
Automated features, including auto-responders, bounced email checks and 
handling and automatic message stalling detection, all ensure that time and 
resources are not lost on maintenance and upkeep. 

 Bounced email management – by setting up the bounced email management 
feature with 12All you can detect and delete all bounces that occur after your 
mailing. The system will then flag bounced addresses. After X times bouncing the 
address will be removed from your list, keeping your list clean of bad addresses. 

 Custom subscriber fields – don't leave your subscribers hanging dry by 
sending listless junk mailings. Add any number of subscriber fields to personalize 
every aspect of your mailing. 

 Customizable content – leave your audience wanting more. Create customized 
newsletters that generate return traffic to your web site and boost service value. 

 Identifiable results – 12All is a good way for subscribers to stay up to date with 
industry events, product or event announcements, and connect with groups of 
people with similar interests. Expand and maintain your client base while 
spreading your brand identity. 

 Per list settings – 12All is an attractive alternative to traditional newsletters for 
spreading catalogue or product information to a broad list of subscribers. Limit 
and set functions by the list for each set of subscribers. 

 Powerful auto-responder features – the timed auto responder features allow 
you to designate any number of emails to be sent out X hours after a user 
subscribes. Meaning you can have a email send out 1 hour after subscription, 
another at 1 week after their subscription, another at 3 months after subscription, 
and so on. 
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 Real time email monitoring – don't waste time, money, and paper with direct 
mailings. Instantly distribute your corporate mailings to clients, customers, and 
business partners. Monitor the effectiveness of those mailings.  

 
3.5 UTILITIES: 
The Following Are The Utilities Of E-CRM 
 Allow subscribers to modify their subscription details 
 Automatic link tracking 
 Automatic unsubscribe link 
 Automatically detect duplicates during mailing 
 Auto-responder statistical info 
 Auto-responders web versions 
 Batch removals 
 Bounced email management 
 Branding settings editable from browser 
 Central language file 
 Clone list 
 Confirmation mailings 
 Custom redirection options 
 Customizable user subscription & unsubscribe forms 
 Double opt in/out options 
 Export stats to Excel 
 Export subscribers 
 Fetch HTML for your mailings 
 Forward to friend options 
 Global settings 
 Import subscribers 
 Include attachments for auto-responders 
 Include attachments with mailings 
 Multiple admin users 
 Multiple sending formats 
 Open/read tracking 
 Optional mandatory footer 
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 Password lookup 
 Per list bounced management 
 Personalize mailings with subscribers’ data 
 Purge non-confirmed users 
 Real time message queue 
 Reason for unsubscribing 
 Remind non-confirmed subscribers 
 Save messages for later 
 Scheduled sending 
 Search subscribers 
 Send last message 
 Send to a friend for auto-responders 
 Sending filters 
 Sending filters for auto-responders 
 Statistical graph reporting 
 Subscribe by pop account (sending a email) 
 Subscriber fields (collect more than just name & email) 
 Templates, headers, & footers 
 Test send before sending to list 
 Time sensitive auto responders 
 Turn on alert for new subscribers 
 Unlimited lists & subscribers 
 Unlimited options for sending filters 
 Unsubscribed list 
 Update account information 
 Web version of message 
 WYSIWYG visual text editor for composing mailings 

 
3.6 Implementation of E-CRM: 

As the internet is becoming more and more important in business life, many 
companies consider it as an opportunity to reduce customer-service costs, tighten 
customer relationships and most important, further personalize marketing messages 
and enable mass customization. Implementation of E – CRM Requires a fundamental 
change in the culture, philosophy, attitudes & opportunities. ECRM is being adopted by 
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companies because it increases customer loyalty and customer retention by improving 
customer satisfaction, one of the objectives of eCRM. E-loyalty results in long-term 
profits for online retailers because they incur less costs of recruiting new customers, 
plus they have an increase in customer retention. Together with the creation of Sales 
Force Automation (SFA), where electronic methods were used to gather data and 
analyze customer information, the trend of the upcoming Internet can be seen as the 
foundation of what we know as eCRM today. 

As we implement eCRM process, there are three steps life cycle:  
1. Data Collection: About customers preference information for actively (answer 

knowledge) and passively (surfing record) ways via website, email, 
questionnaire.  

2. Data Aggregation: Filter and analysis for firm’s specific needs to fulfill their 
customers.  

3. Customer Interaction: According to customer’s need, company provide the 
proper feedback them.  

 
 

 
 

We can define eCRM as activities to manage customer relationships by using the 
Internet, web browsers or other electronic touch points. The challenge hereby is to offer 
communication and information on the right topic, in the right amount, and at the right 
time that fits the customer’s specific needs. 
e-CRM strategy components 

When enterprises integrate their customer information, there are three eCRM 
strategy components: 

1. Operational: Because of sharing information, the processes in business should 
make customer’s need as first and seamlessly implement. This avoids multiple 
times to bother customers and redundant process.  
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2. Analytical: Analysis helps company maintain a long-term relationship with 
customers.  

3. Collaborative: Due to improved communication technology, different departments 
in company implement (intraorganizational) or work with business partners 
(interorganizational) more efficiently by sharing information.  

 
Implementing And Integrating E-CRM Work: 
Non-electronic solution: 

Several CRM software packages exist that can help companies in deploying 
CRM activities. Besides choosing one of these packages, companies can also choose 
to design and build their own solutions. In order to implement CRM in an effective way, 
one needs to consider the following factors: 

 Create a customer-focused culture in the organization.  
 Adopt customer-based managers to assess satisfaction.  
 Develop an end-to-end process to serve customers.  
 Recommend questions to be asked to help a customer solve a problem.  
 Track all aspects of selling to customers, as well as prospects. 

Furthermore, CRM solutions are more effective once they are being implemented 
in other information systems used by the company. Examples are Transaction 
Processing System (TPS) to process data real-time, which can then be sent to the sales 
and finance departments in order to recalculate inventory and financial position quick 
and accurately. Once this information is transferred back to the CRM software and 
services it could prevent customers from placing an order in the belief that an item is in 
stock while it is not. 
Cloud solution: 

Today, more and more enterprise CRM systems move to cloud computing 
solution, "up from 8 percent of the CRM market in 2005 to 20 percent of the market in 
2008, according to Gartner". Moving managing system into cloud, companies can cost 
efficiently as pay-per-use on manage, maintain, and upgrade etc. system and connect 
with their customers streamlined in the cloud. In cloud based CRM system, transaction 
can be recorded via CRM database immediately.  
Some enterprise CRM in cloud systems are web-based customers don’t need to install 
an additional interface and the activities with businesses can be updated real-time. 
People may communication on mobile devices to get the efficient services. 
Furthermore, customer/case experience and the interaction feedbacks are another way 
of CRM collaboration and integration information in corporate organization to improve 
businesses’ services.  

There are multifarious cloud CRM services for enterprise to use and here are some 
hints to the your right CRM system:  
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1. Assess your company’s needs: some of enterprise CRM systems are featured  
2. Take advantage of free trials: comparison and familiarization each of the 

optional.  
3. Do the math: estimate the customer strategy for company budget.  
4. Consider mobile options: some system like Salesforce.com can be combined 

with other mobile device application.  
5. Ask about security: consider whether the cloud CRM provider give enough 

protect as your own.  
6. Make sure the sales team is on board: as the frontline of enterprise, the launched 

CRM system should be the help for sales.  
7. Know your exit strategy: understand the exit mechanism to keep flexibility.  

vCRM: 
Channels through which companies can communicate with its customers, are 

growing by the day, and as a result, getting their time and attention has turned into a 
major challenge. One of the reasons eCRM is so popular nowadays is that digital 
channels can create unique and positive experiences – not just transactions – for 
customers. An extreme, but ever growing in popularity, example of the creation of 
experiences in order to establish customer service is the use of Virtual Worlds, such as 
Second Life. Through this so-called vCRM, companies are able to create synergies 
between virtual and physical channels and reaching a very wide consumer base. 
However, given the newness of the technology, most companies are still struggling to 
identify effective entries in Virtual Worlds. Its highly interactive character, which allows 
companies to respond directly to any customer’s requests or problems, is another 
feature of e-CRM that helps companies establish and sustain long-term customer 
relationships.  

Furthermore, Information Technology has helped companies to even further 
differentiate between customers and address a personal message or service. Some 
examples of tools used in e-CRM: 

 Personalized Web Pages where customers are recognized and their preferences 
are shown.  

 Customized products or services.  
CRM programs should be directed towards customer value that competitors cannot 

match. However, in a world where almost every company is connected to the Internet, 
eCRM has become a requirement for survival, not just a competitive advantage. 
DIFFERENT LEVELS OF E-CRM: 
In defining the scope of e-CRM, three different levels can be distinguished: 
 Foundational services: This includes the minimum necessary services such as web 

site effectiveness and responsiveness as well as order fulfillment. 
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 Customer-centered services: These services include order tracking, product 
configuration and customization as well as security/trust. 

 Value-added services: These are extra services such as online auctions and online 
training and education.  
Self-services are becoming increasingly important in CRM activities. The rise of the 

Internet and eCRM has boosted the options for self-service activities. A critical success 
factor is the integration of such activities into traditional channels. An example was 
Ford’s plan to sell cars directly to customers via its Web Site, which provoked an outcry 
among its dealers network. CRM activities are mainly of two different types. Reactive 
service is where the customer has a problem and contacts the company. Proactive 
service is where the manager has decided not to wait for the customer to contact the 
firm, but to be aggressive and contact the customer himself in order to establish a 
dialogue and solve problems.  
Challenges for E-CRM implementation: 
The following are the challenges of e-CRM implementation: 
 High cost 
 Difficulty of data integration 
 Internally resistance to change / new application 
 Steps to be followed in the implementation of E CRM 
 Getting a first hand feedback from customers 
 Well plan infrastructure 
 Select E CRM software based upon ROI – return of investment 
 Conduct High class E-CRM training program 
 Need to select e-CRM vendors 

 
 Serving Customers the e-Business Way: 
 Key imperatives for organization seeking to build a true e-CRM capability Focus 

on .Profit not .com 
 A .com customer strategy focuses on customer acquisition. 
 A .Profit strategy focuses on customer retention & profitability as well. 
 Design the total customer experience, not just the interface 
 Devote specialized resources 
 Economic engineers  
 Psychologists 
 Profile customers for profitable segmentation 
 Develop special programs that retain the customers 
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 Reward with perks they deserve 
 Embed business logic into your infrastructure 

 
Business Logic is the system of procedures & rules that underline how the e-
CRM system – its technology & its people – operates with the customer.  
 Opportunistically obstacles 
 Implement disposable infrastructure-application that can beadded cheaply & then 

thrown away 
 Manage multi-channel performance 
 Measure performance rigorously 
 Be trustworthy with customer information 
 Trust – single most important CRM generated asset with customers, Staff & train 

for E-Business 
 Train customer service representatives to become Web, e-chat & e-Mail savvy. 
 Learn from the experience of ERP 
 Formulate business outcomes  
 Make technology & implementation strategy decisions 

 
Challenges in Delivering True e –CRM:  

Consistency developing an integrated interaction channel strategy Balance Right 
between self service & agent assisted interactions.  
 Technology adopting the right technology at the right time 
 Change Management 
 Recognizing – radical change 
 Customer Expectations 
 Gauging customer expectations of web based service 
 Legacy Customer 
 Care Development 
 Avoiding building on a foundation of sand 

 
4 R of marketing 
 Retention Keeping those customers we want by meeting & exceeding their needs 

Relationship building – getting close to the customer 
 Referrals The word of mouth effect – mouth publicity 
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 Recovery 
 
 
The steps to be followed by the companies in creating genine on-line 
relationships… 
 Deliver great service Gain the trust of customers 
 Communicate Understand the on-line customers 
 Integrate Customize & personalized 
 Be Responsive Create a sense of community 
 Create involvement Offer them an option 

 
3.7 STEPS TO E-CRM SUCCESS: 
Many factors play a part in ensuring that the implementation any level of eCRM is 
successful. One obvious way it could be measured is by the ability for the system to add 
value to the existing business. There are four suggested implementation steps that 
affect the viability of a project like this: 
1. Developing customer-centric strategies 
2. Redesigning workflow management systems 
3. Re-engineering work processes 
4. Supporting with the right technologies 
3.8 BENEFITS E-CRM IMPLEMENTATION: 

The McKinsey & Co. study revealed that a 10% gain in repeat customers can 
add about 10% to the company’s profits (Sims, 2000). On the other hand, a 10% 
reduction in the total marketing expenditures needed to attract new visitors adds only 
.7% to the bottom line (Sims, 2000). In essence, keeping existing customers happy is 
more profitable than going after greater numbers of new customers, even when a 
company is able to pare down the cost of attracting those new potential customers. The 
best way to keep these existing customers happy is to deliver value to them on their 
own terms (Jutla 
et al. 2000). 
The following objectives can be achieved with a proper ECRM implementation  
 Increased customer loyalty 
 More effective marketing 
 Improved customer service and support  
 Greater efficiency and cost reduction 

 



13 
 

 

Increased customer loyalty: 
An effective ECRM system lets a company communicate with its customers using a 
single and consistent voice, regardless of the communication channel. This is because, 
with ECRM software, everyone in an organization has access to the same transaction 
history and information about the customer. Information captured by an ECRM system 
helps a company to identify the actual costs of winning and retaining individual 
customers. Having this data allows the firm to focus its time and resources on its most 
profitable customers (epiphany.com, 2001a). Classifying one’s “best” customers in this 
way allows an organization to manage them more efficiently as a premium group, with 
the understanding that it is neither necessary nor advisable to treat every customer in 
the exact same way. 
One tool that a company can implement in pursuit of customer loyalty is personalization 
(Waltner, 2001). Personalization software tools generate real-time profiles for each 
customer using data from many sources including customer databases, clickstream 
data and transaction systems. The tool selects the best offer each time a particular 
customer shops the company’s web site based on what it “knows” about that customer. 
As an individual accepts or declines an offer, the personalization engine builds this 
knowledge of the customer into his/her profile, making it available for betterinformed 
future offers (Greenberg, 2001). 
Personalization is equally effective on business-to-business sites (Greenberg, 2001). 
Many consider its greatest value as a navigational aide within sites that offer wide 
arrays of products, services and content. The personalization concept is a timesaving 
mechanism that drives the advertising and content displayed on a web site based on 
customer interest. 
Within the realm of personalization, there are two types of software: rules-based and 
collaborative filtering software (Waltner, 2001): 
Rules-based personalization software: This software allows direct control of the type of 
sites shown to users. Companies structure the rules to reduce the volume of available 
information down to digestible levels. Unfortunately, rules-based software is hard to 
scale because rules require manual updating. On large web sites, this updating 
becomes unwieldy.  
Collaborative filtering personalization software: This software inspires browsing of sites 
and choices based on personal taste. For example, Amazon.com shows purchasers of 
particular items sets of related items that other shoppers with similar shopping patterns 
have purchased. This encourages increased sales activity and adds value for the 
customer by presenting items that they may not have known would interest them. In 
business- tobusiness applications, personalization software can show customers pricing 
that reflects their own firm’s specifically negotiated rates and can prevent customers 
from being shown the same advertisement over and over. In the first case, 
personalization software 
 
overcomes the generic feel that many web sites still have. In the second case, it  
eliminates the chance that a customer will feel harassed by unwanted “spam”. A recent 
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development in personalization software is ATG’s “scenario” server, which tracks a 
customer’s action over an extended time span. This can help with the timing of 
proactive marketing efforts, such as making new offers on the web site or beginning a 
new e-mail advertising campaign. In addition, there is a trend toward the convergence 
of collaborative filtering and rules based decision-making within the same software 
product. For example, Waltner (2001) suggests that with this new flavor of 
personalization software, a merchant could write a rule that limits the kinds of items 
presented by collaborative filtering to the two most profitable ones. 
Contemporary organizations cannot afford to ignore their customers’ electronic needs if 
they plan on maintaining and growing their customer base. CyberCash was a rapidly 
growing company that needed a way to retain their customers in a competitive 
marketplace (peoplesoft.com, 2001). The company opted to implement ECRM. It 
developed a web site that would allow customers the convenience of self-service. 
Customers could log on and find a solution to their problem without sending e-mails or 
making phone calls. CyberCash also combined multiple databases across the 
organization so that when customers did contact the call center, representatives had the 
information needed to serve them. CyberCash listened to their customer’s “cyber” 
needs and rewarded their loyalty by making the changes required to meet these needs.  
More effective marketing: 
Having detailed customer information from an ECRM system allows a company to 
predict the kind of products that a customer is likely to buy as well as the timing of 
purchases. In the short to medium term, this information helps an organization create 
more effective and focused marketing/sales campaigns designed to attract the desired 
customer audience (epiphany.com, 2001a). ECRM allows for more targeted campaigns 
and tracking of campaign effectiveness. Customer data can be analyzed from multiple 
perspectives to discover which elements of a marketing campaign had the greatest 
impact on sales and profitability (Greenberg, 2001). In addition, customer segmentation 
can improve marketing efforts (Rong, 2001). Grouping customers according to their 
need similarities allows a company to effectively market specific products to members of 
the targeted groups. 
Improved customer service and support: 
An ECRM system provides a single repository of customer information. This enables a 
company to serve customer needs quickly and efficiently at all potential contact points, 
eliminating the customer’s frustrating and time-consuming “hunt” for help 
(epiphany.com, 2001a). ECRM-enabling technologies include search engines, live help, 
e-mail management, news feeds/content management and multi-language support. 
With an ECRM system in place, a company can: 
 more accurately receive, update and close orders remotely 
 log materials, expenses and time associated with service orders 
 view customer service agreements 
 search for proven solutions and best practices 
 subscribe to product-related information and software patches 
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 access knowledge tools useful in completing service orders (peoplesoft.com, 
2001). 
All of these expanded capabilities work together to keep the customer right 

where s/he belongs at the center of the company’s attention. Two key ways to improve 
customer service and support are through e-mail and direct mail campaigns (Patton, 
2001a). A robust bulk e-mail management tool can help get offers to a wide range of 
prospective customers and can customize how that offer is presented. However, highly 
targeted e-mail and direct mail approaches have much better results. The right tools 
facilitate sending the right offers to the right customers at the right time. 

An additional way to assist customers is through improved call center interaction. 
When customers dial in to a call center, they expect superior service and timely results. 
ECRM call center technology helps manage call routing and tracking. Service 
representatives are quickly provided with the information they need to troubleshoot and 
solve problems (whatis.com, 2001). In addition, call center representatives generate 
orders that are immediately routed to fulfillment, providing an integrated customer 
experience. 
Greater efficiency and cost reduction: 

Data mining, which is the analysis of data for exploring possible relationships 
between sets of data, can save valuable human resources (whatis.com, 2001). 
Integrating customer data into a single database allows marketing teams, sales forces, 
and other departments within a company to share information and work toward common 
corporate objectives using the same underlying statistics (epiphany.com, 2001a). 
Examples of this are identifying unproductive/underutilized resources, closer tracking of 
costs, better forecasting for the pipeline and setting realistic project metrics and 
measurements to quantify return on investment. 
Pre-Implementation Considerations: 

Once a company has identified the need for ECRM, it can begin to plan for 
implementation. The following focal points should be considered at the 
preimplementation phase (Greenberg, 2001). Figure 1 presents the basic framework for 
preimplementation consisting of business strategies, retooling business functions, 
process reengineering, technology, and training. 
Developing customer focused business strategies: 

The objective of this step is not to try to mold the customer to the company’s 
goals but to listen to the customer and try to create opportunities beneficial to each. It is 
important to offer customers what they are currently demanding and anticipate what 
they are likely to demand in the future. This can be achieved by providing a variety of 
existing access channels for customers, such as e-mail, telephone and fax, and by 
preparing to provide for future access channels such as wireless communication. 
Offering solutions rather than obstacles is possible when a company empowers its 
customer service agents to “make it right, right away” and when customers have access 
to the latest sales and promotions via their own communication channel of choice 
(ecrmguide.com, 2001). 
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Retooling business functions: 
Starting to do business via ECRM will require disruptive organizational change in 

order to determine which departments/functions are truly servicing the customer and 
which ones are only adding to overhead. After identifying and trimming redundant 
headcount, administrative time and cost should drop. A major factor here is that the 
changes required during an ECRM implementation will only be possible with buy-in from 
the top levels of management and with company-wide accountability of all stakeholders. 
Positive organizational change will not simply materialize on its own. It is the 
responsibility of senior management to ensure that all employees understand the 
necessity of the changes, how the new structure will benefit them, and how it will 
enhance their ability to serve their customers. Senior management must stress that 
ECRM itself is only a tool (Hackney, 2001). Armed with this tool, employees are the 
ones who now have the power to build better customer relationships and even achieve 
higher levels of job satisfaction. 
Work process re-engineering: 

The departmental role and responsibility changes from retooling business 
functions will necessitate adopting new work processes. The choices here are to take 
the traditional step-wise approach or an integrated one toward improving work 
efficiency. Under the step-wise approach, departments are treated as separate 
efficiency entities. This rarely produces good results because the goals of each 
department can become too parochial, and departments tend to compete internally for 
their own benefit at the expense of what’s best for the company. We recommend the 
integrated approach. It tends to produce superior results because it recognizes the 
interdependencies among the company’s multiple functions/departments and how these 
create the larger perspective of the entire organization. With an integrated framework, 
hidden waste as well as opportunities for enhanced efficiency should reveal themselves.  
Technology choices: 

The focus here is to consider the company’s industry, the company’s position 
within its industry, and which ECRM implementations are good candidates for the 
company in particular. Criteria for technology selections include:  
 scalability of software 
 tool set flexibility for customization 
 stability of the existing ECRM application code 
 compatibility of ECRM application with legacy and Internet systems 
 level of technical support available during and after implementation 
 upgradable support 
 availability of additional modules (Sims, 2001) 
 security 

We can not stress enough that an in-depth analysis of the compatibility of the 
proposed ECRM system with a company’s existing ERP system is absolutely essential. 
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Customer-facing applications must be coherently linked to the transactions that they 
generate behind the scenes. Without integration of ERP and ECRM systems, 
organizations risk redundancy of data, increased response times and loss of customers 
due to delays and botched transactions. With such integration, however, improved 
business intelligence is possible by capturing data at every point of customer contact, 
from order-entry to fulfillment, via multiple media channels (White, 2000). Furthermore, 
providing security to one’s company and customers is becoming an ever more important 
aspect of customer service.  
There are two types of security that an organization should address:  

The first type is security from a company perspective. A recent study by the 
Boston-based company Meridien Research indicated that the rising rate of Internet 
fraud could be slashed by an amazing two thirds if e-businesses were to adopt currently 
available authentication and fraud-detection technologies( Roberts-Witt, 2001). This 
could save such companies nearly $10 Billion over the next four years. Clearly, it is in a 
company’s best interest to protect itself from such infringements. Organizations should 
consider setting up flags in the security software that will be tripped when the number of 
transactions or dollar amount purchased within a particular time span exceeds a 
predetermined amount. 

The second type of security is focused on one’s customers. Customer focused 
security deals with steps that a company should take to inspire trust from its customers 
that their on-line transactions are secure. Through the use of authentication, 
nonrepudiation, automated clearinghouse, or 128-bit data encryption, the risk of 
customer fraud is greatly reduced. Authentication is a process used to confirm the 
user’s identity. 

This can be accomplished with user ids and passwords. Non-repudiation is 
legally proving the message is sent or received (Deitel, 2001). Financial applications 
and the US government use the automated clearinghouse. ACH is a privately operated, 
secure electronic-funds transfer network that links many of the financial companies in 
the U.S. With 128-bit data encryption, data is encrypted in groups. Grouping the data 
makes it harder for cyber thieves to “crack open (Roberts-Witt, 2001).  
Training and preparation 
This focal point is arguably the most important one in ECRM implementation. 
Depending on the number of users, training times will vary from company to company. 
Training of employees should occur before the new ECRM system has been 
implemented to ensure a seamless transition for customers. Examples of training 
include sending users to training facilities at considerable cost or bringing in an on-site 
consultant. Anyone who requires access to the system should receive full, appropriate 
and timely training. Training should be an ongoing, managed activity as systems must 
continuously change and evolve. All training and tools used should be thoroughly 
documented for current, new and future employees. Without a documentation 
management scheme, the value of the ECRM system will degrade rapidly. A firm should 
plan to spend about 5% - 7% of its total ECRM implementation on training (Patton, 
2001b). 
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Chapter-4 

CRM Vs e-CRM 
OBJECTIVES: 

 To know the features, goals, utilities and how to implementation of e-CRM 
 
CONTENTS: 

4.1  Introduction 
          4.2 E-CRM Solutions Development Methodology 

4.3  Major differences between CRM and e-CRM  
 

INTRODUCTION: 
The distinction is made between CRM and e-CRM, on the basis of three 

parameters of Approach, Cost, and Service. The first parameter here is the Approach: 
The approach taken by the CRM to address the organizational needs related to 
customers, is fragmented, that means CRM tries to make fulluse of many different 
channels to reach the customers. Therefore CRM giyes the fragmented view of each 
customer across different channels, for example, the interaction of customers through 
website is not reflected across the call center channel, therefore the same customer is 
viewed differently when seen from different channel perspectives. The Figure shows the 
difference between CRM and e-CRM. 

 
Shows the difference between CRM and e-CRM 

(Source Asif et ai, 2004 
 

On the contrary, to CRM's fragmented approach, the e-CRM takes upon the 
consolidated approach. This is done in a such a way that, e-CRM enhances the 
integration of different channels, therefore giving rise to the organization wide customer 
database, which records all the transactions of a customer, no matter through which 
channel, the customer has interacted. The same database is working on the backend of 
an organization's website, therefore when a customer makes a web query or make a 
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contact, the company agent can view hislher profile in a real time and respond to the 
customer accordingly. Consolidating all the customer related data in a single database 
is a high level integration for which the organizations strive. This concept makes the 
channel integration possible, i.e whether a customer interacts through T~lephone, Fax. 
E-mail or any other communication channel, it is seen as a same customer throughout 
the way. That is why we say that e-CRM takes on a consolidated approach.  

Another parameter is the cost, cost is the major factor for which organizations are 
really worried all the way, while competing in today's internet-worked economy. The 
overall cost of CRM is high, because different channels must be supported separately 
by an organization to communicate with the customers. Taken into consideration, the 
cost of using toll free telephone by customers, can give the glimpse of the overall cost 
incurred on organizations while maintaining such channels. But with the advent of 
internet, organizations can reduce the communications cost drastically, by using this 
medium of communication to interact with its customers. E-CRM is all about making the 
extensive use of web to maintain the relationships with the customers. 

The third and final parameter chosen here for distinction between CRM and e-
CRM is service parameter. CRM while using different channels to communicate with the 
customers, gives out an efficient service. Because an organization cannot see the 
consolidated view of a customer, therefore not so much value is created for both the 
customers and organization when a customer interacts with the company. Efficiency is 
doing the things right, that is in CRM, the concern is to ensure that customer while 
interacting with the company gets treated well, and his/her needs gets addressed in a 
right way. It is the tough job -in CRM to think of personalized service, that must be given 
to the customers in order to make them loyal. E-CRNI, on the other hand wants to make 
the effective use ofthe web channel. As effectiveness is concerned with doing the right 
thing, the whole process of customer interaction are tried to be done as effectively as 
possible.  

This paves the way for a company to think of giving out personalized services, so 
that more value is created for both the customers and the organization. After 
distinguishing between CRM and e-CRM, and by taking into consideration the view of 
growing customer expectations of treating them differently, it is clear that e-CRM is the 
future of CRM, and no company, which wants to have a long lasting, relationship with its 
customers, can do without it. It will add to the charm of e-CRM if there exists a 
mechanism to show how can organizations with differ levels of CRM in their 
organizations; position themselves on the CRM scene. 

Positional matrix mechanism for accessing organizational position relative to CRM 
For this purpose a positional Matrix is proposed which show the position of an 

organization, in the field of customer relationship management, which starts with CRM 
and ends up with e-CRM. In this matrix, two organization. related factors of efficiency 
and effectiveness are taken into consideration, i.e organizations want to be efficient in 
giving out customer services at the initial stage of CRM, but tries to be effective at the 
advanced stage in the same field when it gets enough experience. The other two 
customer related factors of convenience and value is taken into consideration according 
to organizational point of view. Customers in its initial stage of interaction with 
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organization gets convenience of buying the company products and services, but at the 
advanced stage get the maximum value of being the customer of the company. The 
positional matrix is shown in Figure. 

 
 

Shows the positional Matrix 
(Source Asif et.al, 2004) 

 
The matrix is used in such a way that if organization wants efficiency in its 

customer service and wants to give convenience to its customers, then the organization 
is starting to think of CRM and it is known as the initial or low stage of CRM. 
Organizations in this situation are positioned in the lower left quadrant of the matrix. If 
an organization creates value to customers while remaining efficient, the organization is 
at its moderate stage of CRM and its place is in the lower right quadrant of the matrix. If 
an organization is giving convenience to its customers and tries to give this convenience 
in an effective manner, the company is in its advanced stage of CRM and is positioned 
in the upper left quadrant of the matrix. 

Finally, when an organization creates value for its customers, and is gives out 
customer services effectively. It is employing an e-CRM to manage its relationship with 
its customers, and is positioned in the upper right corner of the matrix. This Matrix 
mechanism shows the place of each organization, while doing CRM or e-CRM. The 
meaning of e-CRM is reflected in a more convenient way here, i.e e-CRM creates both 
value for its customers as well as for the organization, and it also helps organizations to 
be effective in given out their services to their customers. It also shows the major flaw of 
CRM in such a way that either effectiveness or value component is addressed, not both 
of them simultaneously (Asif et.al, 2004). 
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4.2 E-CRM Solutions Development Methodology 
After distinguishing between CRM and e-CRM, and developing the mechanism to 

show the place of an organization in the CRM, e-CRM bandwagon, it is necessary to 
have a methodology or framework in place that will assist an organization to develop 
and plan for customer initiative at each level of maturity. Methodology of this kind is 
shown in the following Figure. This methodology would assist organizations to go 
through actual steps when they want to implement any customer program. 

At this point it is necessary to discuss about the link between the positional 
matrix and the proposed methodology. There exists, one to one link between-each of 
the quadrant of positional matrix and the eCRM solution development methodology. 
Each of the quadrants of positional matrix shows a kind of a stage where an 
organization exist in customer game. It is explicit that every organization at any stage of 
CRM or e-CRM needs some sort of strategy as well as technology. If an organization 
would have a sophisticated plan to implement its customer initiative at each stage then 
it is overwhelmingly welcome, otherwise organizations would tend to implement their 
customer initiatives by taking random steps. The random approach would Jncrease the 
probability of failure of customer initiative. Therefore. well defined plan, that shows 
actual steps to be taken into consideration while planning for a customer initiative would 
be always welcomed. That is why we felt the need to develop this kind of methodology. 

The methodology as shown in the following Figure starts its course by stressing 
on the "Development of e-CRM Vision-. The vision will show the actual perception of top 
management executives about their customer plans. This may be becoming the market 
leader according to market share in next five years or so. E-CRM vision gives 
organizations a kind of a target, for which an organization must mobilize all possible 
resources to achieve that. The next step in the methodology is to "Define a clear and 
well defined strategy". Strategy is the most important factor in any customer initiative. If 
strategy goes well, all goes well, if not, nothing is well and everything is doomed to 
become failure. As vision gives target, strategy gives a plan of how to achieve that 
target. Therefore between the present situation of an organization and the target their 
lies a well defined strategy. Strategy is neglected in most of the customer initiatives, 
which is the main reason of failure for them. That is why we stress the point that 
strategy be given its required importance when planning for any customer initiative.  

After strategy, there comes the "Assessment step for Acquiring a Technology". 
Every e-CR.M strategy needs some sort of technology dose to get it implemented. But 
many organizations tend to give more importance to technology rather than strategy, 
which is a bad practice and incurs heavy losses on organizations. Technology 
acquirement step must come after strategy development. At this step, the needed 
technology is assessed and is decided whether its development be in sourced (ced or 
outsourced.) In source and outsource development gives our methodology two different 
tracks to follow. First of which starts with "in-source development and the other one with 
outsource development. We will analyze the in-sourced track first. 
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e-CRM Solutions Development Methodology 
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In-sourced Track: 
The first step in this track is shown by "Insourced Systems" in the methodology. If 

we decide to develop the required systems internally then the organization's department 
is responsible of doing this. Its department must be capable enough to develop the 
systems. All the internal assessment of its department of this sort is done in this step. 

The next step is to "Design and Analyze the Systems" to be developed. At this 
step, all the works related to the systems analysis and design is done in a systematic 
fashion. Some of these works are requirements elicitation, project management, 
systems analysis, datil modeling etc. the end product of this step is the design of 
systems ready for implementation. 

Another step is the "Implement Systems" step. As its name suggests, it is the 
actual  implementation of the designed systems in the previous step. Here the actual 
coding is done to develop the systems, the end product of this step are the systems 
ready to install.  

But before installing or deploying systems, it is necessary to check and test them 
for errors. This is done in the "Test The Systems" step. All the systems are rigorously 
checked and tested for errors. If errors are found they are fixed. This step's end product 
is the ready to deploy systems.  

Systems are deployed at -Deploy Insourced Systems- step of the methodology. It 
is the actual introduction of new systems to users and customers for which they were 
intended. This step finished the insourced track. 
 
Outsourced Track 

If we had decided to go for the technology hunt through' outsourcing, then the 
track taken would have been different. The outsourccd track starts from the -Outsourced 
Systems" step. In this step all placing for getting required technology is done such as 
budgeting, financing etc. 

The next step in this track is "Assess For Right Vendor" step. This is somehow 
related to the marketing side of the business. The vendors are searched and short listed 
that can provide us the required technology economically, efficiently and with greater 
ease.  

The demo systems of a chosen vendors are evaluated with the help of demo 
versions of their systems. It is done in -Demo Test of Vendor's Systems" step. Demo 
evaluation gives many insights about the systems, which are being acquired such as 
how interactive the system's User Interface (UT) is, how easy it is to work with the 
systems, how much training does the user need to get familiar with the system etc. The 
next step is related with getting the technology shown by "Acquire Systems" in the 
methodology. It is related with the signing of a contract between vendors and an 
organization. 
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The final step in this track is the "Deployment of Outsourced Systems" in the real 
environment. It is .somewhat same as the last step of in sourced track. It must be noted 
that the insourced track is best suited for only the development of software and 
database systems. If the technology requires hardware systems, organization may 
probably go through the outsourced track to have them. After this step, both of the 
tracks get merged in just one track as before. 

The next step in the methodology is "Train The Users". Users of the systems 
must get familiar with the actual working of the systems. It is done by introduCing many 
training programs to different organizational departments. Through this step, systems 
get actual evaluation and users may report more bugs and discrepancies etc which may 
be solved at the later stage.  

After training, users work with the new systems. Some may like new systems and 
some may not. It is the responsibility of top and low level management together, that if 
the systems is giving benefits to organization, then to comply the users to use them 
without any hitch. This would involve the development of different change programs and 
incentive systems. This is done in "Develop Change Programs" step. The main theme 
of this step is to comply users to abandon the old style of doing things and try to do 
things differently with new systems with a new mindset. This is also considered to be 
the crucial step to the success of any system.  

The last step of the methodology is "Check The Performance". It is concerned 
with checking the real performance of whole customer initiative. The performance must 
match with the strategic goal of an organization. If they match, then the customer 
initiative is a success. If not, the required changes must be made to ensure its success. 
 
4.3 Major differences between CRM and e-CRM: 
 
Customer contacts 

 CRM – Contact with customer made through the retail store, phone, and fax.  
 eCRM – All of the traditional methods are used in addition to Internet, email, 

wireless, and PDA technologies.  
System interface 

 CRM – Implements the use of ERP systems, emphasis is on the back-end.  
 eCRM – Geared more toward front end, which interacts with the back-end 

through use of ERP systems, data warehouses, and data marts.  
System overhead (client computers) 

 CRM – The client must download various applications to view the web-enabled 
applications. They would have to be rewritten for different platform.  

 eCRM – Does not have these requirements because the client uses the browser.  
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Customization and personalization of information 
 CRM – Views differ based on the audience, and personalized views are not 

available. Individual personalization requires program changes.  
 eCRM – Personalized individual views based on purchase history and 

preferences. Individual has ability to customize view.  
System focus 

 CRM – System (created for internal use) designed based on job function and 
products. Web applications designed for a single department or business unit.  

 eCRM – System (created for external use) designed based on customer needs. 
Web application designed for enterprise-wide use.  

System maintenance and modification 
 CRM – More time involved in implementation and maintenance is more 

expensive because the system exists at different locations and on various 
servers.  

 eCRM – Reduction in time and cost. Implementation and maintenance can take 
place at one location and on one server.  
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