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ABSTRACT

The current study focuses on customer relationst@ipagement initiatives in different
organizations and in different countries. A progb8&M model was adopted and used
to evaluate the CRM initiatives of the chosen orztions in both Saudi Arabia and the
UK. The scope of this research was affected bylitfiering levels of cooperation
received from the organizations which participatethe case studies, thereby resulting
in differing sizes of the said case studies. Theptetl CRM conceptual model was used
to evaluate the level of CRM maturity in the orgamions studied. This model is
believed to be a significant contribution to thedty and field of CRM. This model

could be used by organizations to evaluate thelQfttiatives and assess their CRM
readiness and status. The proposed CRM model sgsettie basic parameters of the
CRM sequential stages and their essential supgoectinditions. Another important
contribution of the study is that it identifies almidhlights the potential effects of the
cultural disparities existing between Saudi Aradma the UK on CRM initiatives yet to
be undertaken in both countries.

In depth open-ended questions were used to ctleaata. The analysis of the data
gathered went through two main stages. The fiegjestvas to transcribe the data
collected from all the organizations chosen andipce detailed write-ups for each case.
In every case the write-ups were similarly struetiio help the researcher in the second
stage, the cross-case analysis. The cross-casesianaas based on the researcher’s

proposed conceptual CRM model.



The central research question for this study isy\atid how do CRM initiatives succeed

or fail? In order to answer this question, thedwaiihg research questions were

formulated and answers were deduced from the fysdemd results of the qualitative

analysis conducted:

RQ1: What are the critical success factors of CRitatives?

The answers received resulted in the emergencenad sritical success factors, such as:

1.

2.

8.

9.

Senior Management Support

Business Plan and Vision

Making the Change in Small Steps

Inter Departmental Collaboration

Clear Ownership of Data

Training for End-users

End Users' Acceptance of Change

Degree of Analysis and Customer Segmentation

Degree of Alignment

10.Language Considerations

11.Internet Presence

RQ2: What are the common difficulties when adopan@RM initiative?

The answers came up with the following common dlifties:

1.

2.

Resistance to Change
Human Errors in Feeding the System
Governmental Legislation

Cultural Barriers



RQ3: What does CRM mean for different organizatitons

The answers exposed a common interesting findiagdifferent organizations
considered CRM to be different things. Some comsl€RM to be branded CRM
software, others as call-centers, yet others adtipgrograms and/or simple tools to
manage and satisfy customers. This confirmed tRa @eant different things to
different organizations.

RQ4: Is CRM the right solution for every organipat?

The answers proved that if branded software frooogaized vendors only was to be
recognized as CRM, then this standard and rigidl kah CRM could not always be
implemented by all organizations. On the other hainthe managerial concepts behind
CRM were to be taken into consideration, then CRMId indeed be implemented by

every organization.
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CHAPTER ONE

INTRODUCTION



1.1 CRM Background

The perception of the value and need of 'RelatipnStarketing' as well as its
importance in "Business" have repeatedly beeniiigshin Applied IT research
literature during the past decade (Bagozzi, 19%mmonet al, 1999; Dwyert al, 1987;
Peterson, 1995; She¢h al, 1995). The building of long term relationshipghw
customers provides multiple benefits to businessatso an established fact (Dwysdr
al., 1987). Similarly, the retaining of existing coisters is rightly considered to be more
profitable than the acquiring of new ones. Alspidaadvances in technology have
helped immensely in the managing, serving andmieigiiof customers better and with
greater ease. In this current environment of b&festomer Relationship Management',
“(CRM) is a healthy and promising newcomer whiclks hapeared on the business radar”

(Greenberg, 2002, p.2).

CRM is an approach to the better, faster and mibeeteve organizing of any business’
interactions with their customers based on a custarantric foundation. It is an entire
discipline, not a single activity or project. Cusker relationship management allows
businesses to execute relationship marketing anterprise-wide level (Winer, 2001).
The building of sustainable successful relationskgh a large customer base with
CRM is not an easy task because CRM has a dirgatdhon many core business
operations, especially on the processes therem.isBue here is not exclusively a
technical one. It is not only about software impéstation. And it is not about sales
either. It is more about the resulting interactidrentire business processes with

customers. CRM is about creating a competitive athge by being the best at



understanding, communicating, delivering serviog @eveloping existing customer

relationships in addition to the creating and kegmif new customers.

There are several ways in which CRM can be destsbaply because, in action, CRM
means different things to different organizations.best address CRM from a holistic
viewpoint, the following definition is likely to bihne most appropriate for the purpose of
the current research:

“Customer relationship management (CRM) is a lmssrstrategy to select and manage
valuable customer relationships. CRM requires @ocnsr-centric business philosophy
and culture to support effective marketing, sates service processes. CRM applications
can enable effective customer relationship managemeovided that an enterprise has

the right leadership, strategy and culture.” (Thearp 2001, crmguru.com).

1.2 Issues Raised

According to a Gartner study, up to 80 percentrghaizations do not understand how
customer relationship management (CRM) create®valtheir customer base (Kirkby,
2002). Because of this lack of understanding, aegdéions have failed to develop good
CRM strategies for their maximum benefit. This hrgke of CRM failure has provoked
experts and researchers to dig into the causdssgbitoblem. According to Caulfield
(2001), CRM initiatives usually involve a numberdspartments wherein poor and
insufficient understanding among the managemeneamuloyees of the organization of
the CRM initiative become reasons for failure. Daality issues contribute to a 55-70%

failure rate for CRM initiatives (Dubois, 2002).



Furthermore, according to Davenpettal. (2001), even organizations with huge data
warehouse have few additional insights about th#stomers. This means that, even such
organizations are ending up not benefiting fromahmunts of information which they
possess on their customers. Despite their datg Ioeim, the information available is not
being used effectively. For organizations wanting&in a competitive advantage, they
need to know how best to use their CRM capabiliiselearn more about their customers

and serve them better for mutual benefits.

To gain better insights into CRM initiatives, CRMosild be viewed as a
multidisciplinary concept. CRM is not only aboutnketing and/ or its technology; CRM
is an overall and all embracing business strateggdnverting businesses into truly

customer-centric organizations.

Unfortunately, the academic research done to dateRM has been scarce and distant.
There are even multi definitions of CRM( Goldenheé2900; Goodhuet al, Gulatiet

al., 2000; Imhoff, 2001; Thompson, 2001; Winer, 200&jght et al, 2002). CRM, as an
emerging discipline in great need of theoreticalstance (Gummesson, 2002). Guiding
theories on and models of CRM are still in shopgpmy, probably due to the fact that
CRM is a new area for research work and, maybgusecof its intertwining with IT and
information systems, which also have been devetpgimultaneously and at a similar
speed. Most importantly, not a single piece of CRlldted academic research has been

conducted in Saudi Arabia.



1.3 Research Objectives and Questions

The central research question for this study is:

Why and how do CRM initiatives succeed or fail?

The above question is pivotal because the restiessearch in this success/failure area
will contribute to the building of thriving customeelationships, thereby contributing
substantially to corporate survival.

In order to obtain topical and valid answers todheve question, the researcher decided
to divide it into four subsidiary questions, thersaf which would constitute the crux of

the question above. These are:

RQ1: What are the critical success factors of CRitaitives?
RQ2: What are the common difficulties when adopan@RM initiative?
RQ3: What does CRM mean for different organizattons

RQ4: Is CRM the right solution for every organipat?

The aim is to explore multiple comparative caselistain both Saudi Arabia and the UK.
The scope of this research was affected by therdiff levels of cooperation received
from the organizations which participated in theecatudies, thereby resulting in
differing sizes of the said case studies. The deti® conduct the study in Saudi Arabia
and the UK proved to be beneficial for the purpofsthe study. The study led to some
interesting results on the cultural differencesitded and their impact on respective

CRM maturities.



The research context for this study focuses onmizgtons in the Financial, Automotive
and Airline industries, based in the UK and Saudib¥a. The defining of CRM
technology is a complex task which could involveprinciple, study of different types
of information technologies (ranging from spreadsbeised for data mining to branded
CRM application software). Therefore, for the pupof this study, CRM technology
was defined as a multiple range of information hedbgies which enables customer
relationship management (not only the expensivaded software used). This approach
helped minimize errors of exclusion, such as theigng of organizations using different
levels of information technologies along with thgpkcation of CRM concepts. It was
important in this study to minimize the error otkision because the key construct
concern was adoption rather than assimilation.eSihe key question was to find out
how and why CRM initiatives succeed or fail in difént organizations, this approach to

sample construction proved effective.

After a thorough literature review of the availaBlIBRM management models, the
researcher proposed a conceptual CRM model ad@pt@dButtle’s value chain model
(2004). This model provides a holistic view of tBBM landscape and represents two
main sequential phases of CRM strategy: analysisraplementation. In the model there

also are five supporting conditions that are essilior a successful CRM initiative:

e Service Quality
e Senior management support and leadership

e Technology



e People

e Knowledge management.

The adopted CRM conceptual model was used to eealba level of CRM maturity in
the organizations studied. After completion of firiecess, the researcher saw the need to
alter the CRM model based on the findings. This ehaxibelieved to be a significant
contribution to the theory and field of CRM. Thi®del could be used by organizations
to evaluate their CRM initiatives and assess {G&M readiness and status. The
proposed CRM model specifies the basic paramefehe CRM sequential stages and
their essential supporting conditions. It can assisearchers in concentrating their
efforts on a specific research area whilst simeltarsly having a global view of the
development process. Additionally, CRM can asgigapizations in detecting
problematic areas in their current customer-basatleg)y and motivate them to improve
it. Another important contribution of the studytlit it identifies and highlights the
potential effects of the cultural disparities exigtbetween Saudi Arabia and the UK on

CRM initiatives yet to be undertaken in both coiastr

1.4 Outline of Research Methodology and Data Analys

Qualitative research methods are designed to bekarchers understand people and the
social contexts within which they live. Kaplan addxwell (1994) argue that the goal of
understanding a phenomenon from the point of viéthe participants is largely lost
when textual data is quantified. Since one of tlagomreasons for doing qualitative

research is to gain more experience with the phenom under study in order to



investigate complex and sensitive issues, the relseaadopted qualitative methods to

understand and explore CRM initiatives in theirléa context.

The approach in the case study is an empiricaliipdloat investigates a contemporary
phenomenon within its real-life context, especiallyen the boundaries between
phenomenon and context are not clearly evident, (¥d02) Since the case study is an
ideal methodology when a holistic, in-depth invgstion is needed (Feagat al, 1991)
and when a “how” or “why” question is being askdébat a contemporary set of events,
over which the investigator has little or no coh{iin, 1984), this approach was the

most suitable for investigating CRM in the reaéldontext in different organizations.

Due to certain restrictions faced during data ctither and limitations placed by some of
the organizations approached by the researchénhdgourpose of her research, the results
therefore, differ in size but not in content. Twelwith and bypass such restrictions and
limitations, the researcher accessed differentlycttired and varying sized
organizations, which were as follows:
1. Ford of Britain Motor Company.
This was chosen as central study case. @tge Icorporate entity not only
manufactures the products it sells, it alers after sales services to its
customers in the UK, which run into millions.
2. The researcher’s next choice was banks; three nmgrnational, regional and
national banks:

Royal Bank of Scotland (RBS), UK



National Commercial Bank (NCB), Saudi Arabia, and

Al Rajhi Bank, Saudi Arabia.

All of the above banks offer and manage the futhgtof banking services,
including but not limited to private banking and@stment portfolio services.
Their customers run into millions, across contigeiithe difference between Ford
and these banks is that, whereas Ford sells ithupts along with after sales
services, the banks provide services to their costs for or based on the latter's
cash assets not the banks'.

. Saudi Arabian Airline and Standard Life (SL), UKyqurance, Re- Insurance)
followed. Both are major corporate organizationthir own right with trans-
continental reach and coverage. However, they adfsimilar customer services
simply because their customers differ drasticallyhereas Standard Life is a
leader in Europe’s assurance industry, Saudi AraBidine has been
traditionally dominating the domestic flight busasan Saudi Arabia because of
its monopoly.

. Finally, the researcher collected data from twolkfamily businesses in

Saudi Arabia, where family businesses are stilrtie, not the exception:

Al Bahrawi Trading Company and

Noortech, Technologies.

The Bahrawi Company is one of the oldest tradingmanies in Saudi Arabia.
Noortech are Systems Integrators based in Saudii@eand specialize in

providing intelligent solutions for buildings analcilities.



Although the sizes of the case studies differ, tidahdata collection methods were used
with all the companies. In-depth interviews usimge-ended questions were the main
source of information obtained for use in this gtuiny open-ended question is designed
to encourage meaningful answers from interviewseallbwing them to express their
own knowledge and/or feelings. The questions wenedilated according to the CRM
conceptual model proposed by the researcher fosthdy. Interviews were not the only
source of data in this study. Since the intervievek place in the interviewees' places of
work, this provided the researcher the opportuitglirectly observe their respective
CRM environments and gather relevant data front fnablished documents like their
annual reports, company brochures, marketing tileecand annual performance reports.
The researcher was given the opportunity to ppdtel in CRM team meetings in one of

the organizations studied, which proved to be extélg beneficial.

The analysis of the data gathered went throughntaim stages. The first stage was to
transcribe the data collected from all the orgaiona chosen and produce detailed write-
ups for each case. In every case the write-ups smemiéarly structured to help the
researcher in the second stage, the cross-casesigndlhe cross-case analysis was based

on the researcher’s proposed conceptual CRM model.

Unique patterns emerged during the analysis phade@mmon issues were raised.
When the research questions were answered, thisreguie consistent with the
available CRM literature. The CRM model proposed ween altered according to the

findings. One important alteration made to the nedes to make the sequential phasing
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commence with a CRM business plan before gettittime details of customer data

analysis. Another alteration made was the addaicem essential supporting condition,

inter-departmental collaboration.

With respect to

RQ1: What are the critical success factors of GRilhtives?

The answers received resulted in the emergencenad sritical success factors, such as:

1.

2.

8.

9.

Senior Management Support

Business Plan and Vision

Making the Change in Small Steps

Inter Departmental Collaboration

Clear Ownership of Data

Training for End-users

End Users' Acceptance of Change

Degree of Analysis and Customer Segmentation

Degree of Alignment

10.Language Considerations

11.Internet Presence

The first four factors were distinctly apparentihthe organizations studied and they

proved to be the most important critical succestofa for CRM initiative success.
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With respect to RQ2:
What are the common difficulties when adopting dVCiRitiative?
The answers came up with the following common difies:

1. Resistance to Change

2. Human Errors in Feeding the System

3. Governmental Legislation

4. Cultural Barriers

With respect to RQ3:

What does CRM mean for different organizations?

The answers exposed a common interesting findiagdifferent organizations
considered CRM to be different things. Some comsl€RM to be branded CRM
software, others as call-centers, yet others adtipgrograms and/or simple tools to
manage and satisfy customers. This confirmed tRa @eant different things to
different organizations. CRM, as mentioned in tbademic field, was observed as being
theoretically implemented only in the financial\sees industry at the three banks
studied. At the same time other organizations éndirrent study proved themselves to
be good at managing their customers with the usangdle tools and without the need of

sophisticated software.

With respect to RQ4:

Is CRM the right solution for every organization?

The answers proved that if branded software frooogaized vendors only was to be
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recognized as CRM, then this standard and rigidl kah CRM could not always be
implemented by all organizations. On the other hainthe managerial concepts behind
CRM were to be taken into consideration, then CRMId indeed be implemented by

every organization.

1.5 Organization of the Thesis

The remainder of the thesis is organized as follows

Chapter two reviews the literature on CRM and pegsahe CRM conceptual model to
be used for the current study.

Chapter three details the research methodology arse dhe reasons for each decision
made by the researcher.

Chapter four reports the first stage of the analgsd includes a detailed write-up on the
central case study, Ford of Britain.

Chapter five reports the detailed write-ups onttinee banks analyzed in the current
study (NCB, Al Rajhi and RBS).

Chapter six reports the detailed write-ups on I8ztdi airline and Standard life.
Chapter seven reports the detailed write-ups otvthesmall family businesses in the
current study: Bahrawi and Noortech.

Chapter eight reports the second stage of the sinathe cross-case analysis and its
results.

Chapter nine discusses and interprets the reséadohgs along with the conclusions

and some managerial implications.
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CHAPTER TWO

LITERATURE REVIEW
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2.1 Introduction

Customer relationship management (CRM) is curramiyer active consideration by
organizations across the globe, parading itseleénopen market in the disguise of new
technology and software applications. Past mankalyaes concluded and predicted that
the CRM software market was set to grow by 700% twe years 2001 to 2004 and
generate total revenues of approximately $3 bil{ileox, 2001). Basically, behind this
expensive technology and fancy software packagesha deeply embedded business
concept that suggests that knowing, understandidgarving of customers should be at
the core of what organizations do best.

Building sustainable and successful relationshijpk alarge customer base is not easy
to accomplish and has a direct impact on many opegational processes. It is not purely
a technical issue. It is not only about softwarpleamentation. And it is not just about
sales. It is about the interactions of the entirgiess with customers. CRM is about
creating a competitive advantage by being the d&tashderstanding, communicating,
delivering service and developing existing customedationships in addition to creating
and keeping new customers.

A good CRM strategy will take the business visiod apply it to the customer base by
asking the following questions:

- What products and services are we offering nadwait in the future?

- In what markets?

- What customer groups will these products andaes\appeal to?

- Which of these are of most value to the orgaiun&t

- What additional needs do the most valuable cust@moups have?
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- In what different ways can we be managing oumass to deliver better to customers?
Customer relationship management (CRM) is rapielyaming an integral part of many
organizations.

The researcher decided to organize this chaptas $o concentrate on reviewing the
CRM concept from the viewpoint of leading expentd @revious research work in this
area. With reference to figure 2.1, the researbherattempted to develop a diagram to

present the general structure of this chapter aigdiide the reader.
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The Philosophy

The Strategy

CEM \ The Technology
3

The Proposed CRM Value
Chain Model

The Management |

4 Models | Leads to

Saudi Arabia & UK
Related
Comparisons

L

Figure2.1. Organization of the Chapter

2.2 CRM: The Philosophy
Marketing practitioners and scholars have strongtpmmended striving for close
relationships with customers (Day, 2000; Lensdml, 2002; Sheth and Parvatiyar, 1995).

Over the years many organizations have been coedpllaccept this conclusion. Most
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notable among these are the beliefs that exististpmers are more profitable because
the acquiring and attracting of new customers eesive, and that it is less costly to up-
sell or cross-sell products or services to curcestomers (Berry, 1995; Peppard, 2000;
Sheth and Paravatiyar, 1995). One of the most itapbstudies conducted in this field is
by Reichheld and Sasser (1990), which showed tige lanpact on profitability of small
increases in customer retention rates, which magenarketing community more
conscious of the need to manage customer relaimnsihthe long term as well as prior
to the first sale. In addition, more studies haveven that the cost of retaining current
customers is lower than the cost of acquiring neesqBlattberg and Deighton 1996,
Filiatrault and Lapierre 1997) and that economicdfiés of high loyalty are important,
and in many industries it is this which determittes differences between companies
(Reichheld 1996).

The objective of customer relationship managemsntoi unite and join information
technology and business processes in a fashionetiatles the firm to acquire new
customers, retain existing customers, and maxirtheelifetime value of its customers
(Peppard, 2000). Most importantly, CRM allows firme differentiate customer
treatments based on specific customer needs aridrgmees. Additionally, financial
metrics that are centred on customers allow firmmsdgregate those customers that the
firm should be keeping from those it should be mglto lose (Dyche, 2001), enabling
micro-management of profitability.

The huge number of CRM initiatives carried out eefs both the complexity and
elusiveness of the CRM concept. While the numbeCRM initiatives is growing fast,

scholarly published material on CRM principles asher limited. Panda (2003) argues
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that Berry (1983) formally introduced the term amseér relationship management to

literature. Several ideas of relationship marketnagl, however, emerged much earlier,

such as the one provided by John Arndt (1979), mdted the tendency of firms engaged

in business-to-business marketing to develop lasgyAg relationships with their

important customers and their key suppliers rathan focus on discrete exchange and

named them “domesticated markets”.

In recent years, customer relationship managenanbéen expanded to include an

integrated perspective on marketing, sales, custsereice, channel management,

logistics and technology for engaging in custonagisgaction. Practitioners are calling it

customer relationship management (CRM) and areasted in all aspects of interactions

with customers to maintain a long-term profitald&ationship with them.

After reviewing the literature, some of the defimits used to define CRM are as follows:

e Bob Thompson (2001, crmguru.com) defined CRM ds\idd: “Customer
relationship management (CRM) is a business stydtegelect and manage the
most valuable customer relationships. CRM reqguareastomer-centric business
philosophy and culture to support effective markgtisales and service
processes. CRM applications can enable effectigeoouer relationship
management, provided that an enterprise has theleigdership, strategy and
culture.”
e Chenet al (2003, p.682 ) wrote that: “CRM is a cross-fuontl, customer-

driven, technology-integrated business process ganant strategy that

maximizes relationships and encompasses the emgemization”
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e “CRM is a strategy to identify and attract profi@aleustomers, tying them to the
company or product by efficient relationship mankgto guarantee profitable
growth. CRM offers a great platform for the acdiosi of new customers in
addition to gaining customer satisfaction and loyahdditionally, existing
customer relationships can be used to drive saegpsor cross-selling. The most
“valuable” customers especially need to be idesdifiattracted and retained”

(Kracklaueret al, 2001, p. 516).

In addition, Imhoff (2001, p 434) provided someigdons on the meaning of CRM. A
representative set of these definitions is sumredria the following list:

e CRM is the set of systems, processes and orgamgathat profitably drive
customer loyalty.

e CRM is the strategic view that integrates how weatwtie business to relate to
the customers, specifically seen through technefogivailable to support that
view and make it come alive by integrating peopdepcesses, culture and
attitude.

e CRM is the management of the relationship so that gartnership with the
customer grows, flourishes and remains healthy bres.

e CRM is building customer loyalty, not merely retatship management, using a
360-degree view of the customer.

e CRM is the set of business processes and pradte¢sdirectly addresses the

relationships between key customers and the pahoiganization.
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e CRM is the 360-degree view of the customers anu ttansactional activity with
the company.
An analysis of the above different definitions sispwhey all have common concepts of:
customer focus (customer satisfaction, loyalty aetkntion), technology, knowledge

management, change management and leadership.

CRM and TQM

It is worth considering in this section another teonporary organizational management
discipline that has a strong connection with ansinglar to CRM, that isTotal Quality
Management. TQM is a set of management techniques that begampellar in the
1980's (Bennington & Cummane, 1998). The basic giyiles provide significant
contribution to many CRM fundamental concepts. Towr essential dimensions that
comprise the practices and techniques of TQM (Tehal,, 2001, p.933) are:

1. Establish a customer focus — customer satisfadiehaviours and attitudes must be
inculcated into all areas of the organization.

2. Implement continuous improvement practices -e@dores and processes must be in
place to allow and encourage continuous self-assa#sand adjustment.

3. Nurture employee fulfilment — there is well &slished proof that employee
performance is directly correlated to job satistact

4. Treat the organization as a total system — fanugprocesses and relationships, not
functions, both internally and externally.

All of these TQM dimensions are also essential RMC Whilst both TQM and CRM are

management led, the ultimate success of each depamdely on the involvement of
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people and, hence, can be identified as cultusales. Each emphasizes the role of
continual improvement as a method and measureagfression. In the author’s opinion
CRM is not an alternative to TQM; customers arekiog for cost reductions and
customer service, but also looking for quality, esul both approaches are necessary.
Both management concepts focus their efforts oagm®izing customers and listening to
their needs. According to Copulsky and Wolf (199@Jationship marketing (which is
the same concept as CRM) is a broad approach tornoes care. To gain a strategic
advantage, it emphasizes on building a long tempeat-purchase relationship with
customers along a group of related products andicest To do this, a database of
current and potential customers, with all the dab®mut each customer, has to be
provided. For this to happen there is a need fosistent quality, otherwise loyalty will
be weakened and buying behaviour will change (Giardd., 1994). This strengthens the
author’s opinion about the strong relationship letav TQM and CRM and that both
have the same goals; it is important to implemexth lat the same time for a business to
gain the benefits of the organizational changdaitve. It does not matter whether one
calls it TQM or CRM; the most important of all implementing the management rules
and principles in the correct manner to achievedigred results. Figure 2.2 illustrates
that there are many common concepts and dimensi@atisare shared between both

management concepts.
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Figure2.2. Shared Concepts between CRM and TQM

2.3 CRM: The Strategy

The first critical success factor in CRM projectsthat the organization must have
business strategies that promote CRM across furadtiboundaries. To succeed, these
strategies must be understood and accepted thraugi® organization. A company can
have an enterprise goal to become more customasdac or to increase customer
satisfaction. However, if no underlying strategaes in place, which enforce a customer
view across business functions, the organizatiomas likely to move beyond the
traditional product focus (Imhoét al, 2001).

The results of a research study conducted in M&L 2y the CRM Forum among 900
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organizations implementing CRM indicated that the three areas limiting CRM
benefits were (multiple choices were not allowed):

1 Organizational change and politics, accountingbfdpercent of the respondents.

2 The right skills and enterprise-wide understandaggounting for 25 percent of

the respondents.
3 Initiative planning, accounting for 16 percent lo¢ respondents (Kirkby,
Eisenfeld, 2001).

According to the above research, it is evident guetd management skills are the key to
the success of a CRM project. One of the main prablfacing companies is that there
are no guidelines to show them how to implemerdlation. Every company is different,
has its own culture, its own business processesisesl its own technologies.
As defined by CRMcommunity.com, strategic CRM iscamprehensive implementation
that provides seamless coordination between albmes-facing functions by integrating
people, process and technology to maximize relahips with all customers”
(CRMcommunity.com, nd).
Strategy is defined by Webster’'s dictionary asareful plan or method” or “an
adaptation or combination of adaptations that serves or aggptmaserve an important
function in achieving evolutionarguccess Hence, the words careful, adaptation and
success are keys to the word strategy and, in awerkey aspects in any CRM strategy.
In order to implement a successful CRM initiativ&RM has to be considered as an
ongoing process, not an event, and it needs tetoatégically managed and integrated at
all levels within an organization by every empldyé€8harp, 2003, p.14). Moreover,

CRM has to be identified as the whole organizatianluding its internal and external
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environments. In other words, strategic CRM is miafj the steps needed by an
organization (as a whole) to develop and maintanaessful CRM implementation that
includes technology, customer life cycle, customtrface and integration aspects.
In order to achieve a successful CRM project, important to breathe, listen and talk
CRM. Being able to transform from a product-centniganization to a customer-centric
one is essential to enable the start of a CRM ptojeherefore, an organization needs to
develop a roadmap (a strategy) outlining the patatds becoming customer-centric.
The Roadmap
1. Knowing the customer. Customer knowledge is an agmb asset for all
businesses. The first step towards a CRM projeict kmow who the customers
are, what they need, how they want the product, they want the service, what
their expectations are, how they want to be deilit and which channels of
communication they prefer (Sharp, 2003). Differerganizations use different
customer knowledge strategies to best match culpui@ities, and capabilities.
They try to reap the best business value from #hasting knowledge-based
assets or try to create new knowledge-related asgedre they are required (Karl,
1997). With the customer in mind and the customeviding the central
emphasis of an organization, managers can staxdive all the processes
needed around the customer. Dobbins and Pettm&T) $¢ate it as one of the
nine basic skills for business success:
Remember that we are all in business to providefiterfor
customers - at a profit. We are not in businessake products and

provide services. The world is full of products amuvices in which

customers see no benefit and for which they at@erewilling nor
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able to pay. Benefits customers seek include aease in self-
esteem, new knowledge, companionship, additionaltivesuccess,
power, influence, self-expression, better healdttdo relationships,
social status, popularity, self-actualization, iggtion, admiration,
prestige, security, safety, self-preservation, @demeal, a good
laugh and excitement. Remember that customersizyeignorant,
selfish, greedy, impatient, disloyal, ruthless aath. Use your
creativity to generate benefits which are constsietin customer
characteristics (p. 533).

2. Knowing the employees. Research done by Bain & Gompgn Boston shows
that the prime driver of customer loyalty is theydlty of the company’s
employees. When Bain Company analyzed the autoiceetwsiness, they
discovered that people tend to go to local garagdse serviced. Although they
believed that mechanics at the chain outlets migdte better training and
equipment, they still preferred to deal with thesoa they knew and liked (Rigby
et al, 2003)

Wal-Mart is a great example of a company that wsddend of high-tech
solutions and high-touch employees-like flesh alwbdb greeters-to increase
customer loyalty. Wal-Mart lets technology work behthe scenes. Its CRM
data warehouse is one of the largest in the warddking exactly what the
customer purchases. As a result, Wal-Mart stocksernb the most popular
merchandise and clusters items that people tehdiyat the same time. But
Wal-Mart does not use technology to build profibdésndividual customers by

gathering addresses and phone numbers. InsteadViévaleaves that job to
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its local employees, who know their regular custamand understand their

needs (Rigbt al, 2003, p.4).
The people who interface with the customers in @amization should know how
to exceed customer expectations. If not, the reduaction item is to begin to
spread such an understanding. Moreover, any compasyo make sure that it
has good strategies for hiring and retaining emgdsy In the researcher’s
opinion, interviews and tests have to be done brsgekers, not only to evaluate
proficiency in the job but also to test ‘politenésehis will help put the right
people in the right places and provide the custemath good experiences with
the company.
Designing and implementing employee buy-in progrdralp in understanding
the value of CRM (Sundip, 2003). It is essentiahéwe employees agree that the
strategy taken by their company is the best fomtlad for the company. After
all, happy employees mean happy customers!
Looking at the current status of the company. Is shkage assessments have to be
made and sometimes external assessors may be Airezhdiness assessment
establishes how ready the organization is for a CR#glect and a maturity
assessment is necessary to show how mature theizaggan's current practice is
(Stadler, 2001). These assessments help to idemtigre the organization is in
terms of customer-centricity and creates a snapafttbe organization that helps
as a starting point for the CRM project.
. Choosing the project team. The CRM project teanulshmclude people from IT,
marketing, sales and management (including senaragement). Since CRM is

an organization-wide issue, it is important to cd®dhe members of the CRM
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project from all over the company. An organizateam use the help of the ESPs
(external services providers) and assure gooditgaiand skill transfer. At this
stage the company can use the good principlesapgirmanagement in forming
the team. Lewis simply states the steps in buildimgw team as follows:
-Introduce members to each other
-Together develop a mission statement for the team

-Develop specific goals and objectives that thetteaust achieve

-Develop a plan to achieve those goals (Lewis, 1998

The team is then responsible for the analysis, ohectiation, solution design,
procurement, and development of procedures foretiaduation and selection of
the technological solution.
. Assuring senior management suppoltt is critically important for senior
management to provide the proper environment fergifoject team to function
effectively. The project leader needs to tell nggmaent at the outset of the
program what resources are needed (Dinsmore, 1988).is vital to the budget
of the project (without this support nothing candme). Moreover, the adoption
of the philosophy of CRM is dependent upon top rgans attitude towards this
strategy and whether they can foresee cash getthogtheir pockets. Duane
(2003) suggests enlisting a senior management meimisepport the project.

The success of every CRM project will be dependenteveral factors and

the effective integration of all stages; howevére support the project

receives internally is of particular value. Theuiegment for the support of

a senior management member, (e.g., the vice-pragsmfemarketing or

sales, vice-president of finance or other membeh@fsenior management

28



team) is crucial to the success of the CRM stratddys stage of the
process cannot be overemphasized, and the degigsartiéor management
person must form an integral part of the CRM teaith a commitment to

attend and actively participate in all project negd and workshops

(p-29).

6. Providing effective leadership. CRM normally inve$s/business process change
and the introduction of new information technologygnsequently effective
leadership is important (Galbreath, 1999). Becdeaders monitor the external
environment of an organization they are often tast Ipeople to set the vision or
strategic direction for CRM projects. In additioleaders have the power to
influence personnel to buy in (Bull, 2003). CRM gaoaments are complex and
require organizational change and a new way ofkihghabout customers and
business in general.

7. Developing a detailed business caSdlany IT investment disappointments can
be avoided when a value-focused business case alayarring role during the
project's entire lifetime” (Keen and Digrius, 2003) business case is a unique
document:

e |Its goalis to analyze, and yet it is not a truhahcial document.

e lItsgoalisto sell, and yet it is not a sales .tool

e |Its goalis to explain, and yet it is not an instion manual.

e Its goalis to convince, and yet it is not a mariggguide.

For a CRM project, it is vital to develop a detdilsusiness case to achieve
approval and encouragement from all over the orgéioin. A CRM business

case should analyze customer behaviour and apghinto create relevant
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interactions that build valued relationships. Nextnes selling the idea to
management by explaining the benefits of such goiog project. Finally,
comes the convincing of top management with evideriother organizations’
successes.

. Choosing the CRM technologl.is important to spend some time researching
the IT market in order to find the most suitabl&utons for the needs of the
company. Needs are different from one organizaboanother. Depending on
the firm’s size and needs, comes the selectiohe$bftware. A company
should also decide whether to outsource the teoggadr to build it in-house.

. Integrating with other systemSRM integration can create a chaotic IT
environment. Piles of ever-changing customer datag in different places,
from CRM applications themselves to ERP implemeémat back-office
databases and legacy systems. For CRM to do itwgdipinformation
collected from all of these systems should comptegmether than be at odds

with each other (April and Harreld, 2002).
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Other 5%

olutions don't meet needs 5%

Resistance from staff g customers 24%

High cost; low ROI 27% Difficult integration 39%

Note: 41 respondents
SOURCE: INFOWORLD CTO NETWORK SURVEY

Figure2.3. CRM Frustrations (April and Harreld, 220

According to the CTO network survey results (Apnid Harreld, 2002)
represented by the pie chart in figure 2.3, ileacthat the most difficult
element of implementing a CRM solution is integyatiThat is why close
attention and careful step by step implementatrenraportant for the CRM
project to succeed.

10.Testing and evaluating CRM solutioi@ne of the most basic challenges
inherent in a CRM business strategy is to estabiisiset of metrics to be used
to gauge the success of a CRM implementatdamcording to a study by
Forrester Research, Cambridge, Mass., only 12%eoctdmpanies surveyed

measure results using external, customer-focuszdréa And while 61% have
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metrics in place, most are focusing on internaltenaf such as return on
investment, market share and efficiency improveséaeterson, 2001). It is
best to have both measurements; external and aitern

The effectiveness of CRM can be measured as dasaiis level achieved by
CRM activities. It is also possible to measureititangible attributes of CRM
benefits, such as value enhancement, effectiveimegs/ation and service
improvement (Jonghyea#t al, 2003). At the start of the CRM project
measurement tools have to be in place and appioywéte project team
members. It is advised that tests and evaluatienmsde after every milestone

of the project.

2.4 CRM: The Technology

Technology is used to automate procedures, prdyadier information and to transform
entire business processes (Dedretkal, 2003). These capabilities include not only
hardware and software, but also the technical amhagerial expertise required to
provide reliable physical services and extensivectebnic connectivity within and

outside a firm (Broadbent and Weill, 1999).

Information on customers is critical to developirand maintaining customer
relationships. While small organizations with véew customers find it relatively easy to
collect and use relevant information in building smmer relationships, larger
organizations find this practically impossible t@.dThus, information technology,

initially in the form of the database, was regardedan agent of surrogacy to be enlisted
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to help marketers to re-create the operating stlgesterday’s merchants’ (Sisodia and
Wolfe, 2000, p. 526). CRM technology applicationskl front office (e.g. sales,
marketing and customer service) and back officg. (@ance, operations, logistics and
human resources) functions with the company’s eustd‘touch points” (Fickel, 1999).
A company’s touch points can include the Internetmail, sales, direct mail,
telemarketing operations, call centres, advertjsiag, pagers, stores and kiosks. Often,
these touch points are controlled by separatenmdtion systems. CRM integrates touch
points around a common view of the customer (Eckeesd Watson, 2000).
CRM software and hardware applications drive tlkeeprocesses:
(1) Automating business operations (sales automatiastomer service, order
management etc.),
(2) Automating business performance processes ( dataheasing, data mining,
analytics etc.), and
(3) Automating communication and coordination procegse&e mail, e-mail, web
site etc.) (Crosby and Johnson 2001).
CRM is broadly implemented at two levels of an migation (Dyche, 2001), the
operational level and the strategic/analytical ledde operational level includes the
boundary spanning activities of the firm where direustomer contacts (touch points)
occur.
The other level of CRM implementation is called lgheal CRM. Simply put, it involves
examining and comprehending customer interactidyaé occur at the touch points.
Analytical CRM entails the compilation of customdata into databases and its

subsequent analysis. Creating, maintaining, aridiogy a data warehouse forms the core
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of analytical CRM. Data warehousing is the mostaomgnt technology used in CRM. A
data warehouse can be defined as “a storage lacétiodata that can support the
reporting and analytical needs of multiple departteecross an organization. The data
may be time stamped to provide historical busimgssmation.” (patriot.net, nd)

Data warehousing technology makes CRM possiblea dedn be obtained and
manipulated easily. With this kind of technologybsing a customer’s data is easy. It is
possible to identify and report by product or seeyigeographic region, distribution
channel, customer group or individual customer r§5td998). An example of data
warehouse dimensions could be: customer, prodrentsaction, geography, time and
promotion.

Data mining is another important technology usedCiRM systems and is defined
generally as “the process of analyzing data frofiemint perspectives and summarizing
it into useful information - information that cae sed to increase revenue, cut costs, or
both.” And it is defined technically as “the prosesf finding correlations or patterns
among dozens of fields in large relational datatia§&nderson, nd). Companies use data
mining to determine relationships between inteffaators, such as price, and external
factors, such as competition. Data mining makgm4gsible for companies to determine
the impact on customer satisfaction, sales anditprwhich are essential to CRM.
Moreover, data mining is a way to drill down andwitransactional data.

There are different types of patterns that carobed and analysed:

Classes: where you can locate data in predeterngragps. For example, a coffee shop

chain could mine customer purchase data to determiren they visit and what they
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buy. As a result, the coffee shop could have daplcials to increase the number of
customers on those certain days.

Clusters: where data items are grouped accorditagtcal relationships or consumer
preferences.

Associations: where you can associate two or mata items. For example, when men
buy nappies they also buy beer. As a result, bemrkl be displayed near the nappies.
Sequential patterns: where you can determine aes¢iqupattern in purchasing two or
more items. For example, buying a camera and thgimg a film every month
(anderson.ucla.edu, nd).

Data mining is used to predict the future of certaehaviour, and to identify the
existence of an item or an entry in the database clear that data mining is essential to
CRM, since it is through analysing customer behavibat an enterprise can determine
its marketing strategies, including advertisingsige of catalogues and campaigns.

The essence of CRM is that a firm should integmatermation with business action
(Dyche, 2001). Managerially it means that the ddtauld be acted upon by managing
customer interactions at the touch points more caffely and efficiently.
Technologically, this calls for an integration dfet “front end” and “back office”
systems. Some vendors like RightPoint, Manna anB $vide the connection of the

front to the back end (Davids, 1999).
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2.5 CRM: The Management Models

When reviewing the CRM literature the researcheeolked that there are many different
CRM models. Some of the models proposed by otlserarehers are concerned with
knowledge management in CRM. An interesting mofl&howledge-based CRM is the
one produced by Patrick Lambe (2001). The moderegdly focuses on proactive CRM
that has two laws, three main activities and dep@&mitwo main tools, as illustrated in
figure 2.4. The two laws and three activities ofNCBre dependent upon technology and
knowledge management. “ldentifying the high valustomer is a sophisticated
knowledge task, as is determining the range ofilpsodmong current customers.
Technology can assist but knowledge managementipaiiaformation processing power
of technology to effective use. Collaborating wetistomers requires a strong grasp of
tacit knowledge exchange, and anticipating or jgtédj new customer needs can be
delivered competently using statistical method$iwechnology, but can only be done
excellently when the dimension of tacit knowledger@nge and collaboration are also

deployed” (Lambe, 2001, p.2).
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Twro Tools "%“%o

Three Activities Profile Collaborate Predict

IManage The Entire Lifecycle
Two laws /

Identify High Walue Customers

Figure2.4. Knowledge-enabled CRM Model. Source: hear2001, p.1

Another model of knowledge-enabled CRM is the omppsed by Henningt al.

(2003). To achieve a successful integration betwédrand CRM they proposed a
business process model for CRM, comprising theedewant business processes:
campaign management, lead management, offer maeagecontract management,
service management and complaint management. Addltactivities for the
implementation of the customer interface are irtigwsa management and channel
management. They also identified four relevant Kedge aspects to supplement CRM
processes: content, competence, collaboration amgpasition. These aspects allow a
structured approach for the identification of bes process improvement opportunities
through KM.

Other CRM models are concerned with customer vallenget al (2004) developed an

integrative framework for customer value and CRMgrenance based on the
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identification of the key dimensions of customeluea Emphasising the customer equity-
based view, the study explores the decomposedefiécustomer value on CRM
performance in terms of relationship quality andtomer behaviours. In doing so, a

structural equation model was developed, as ittist in Figure 2.5.

—» Intangible 4_._> Tangible <¢—

Functional value

Customer satisfaction
Customer

q behavior-based
Social value 5 CRM
. & performance
such as retention,
repurchase, cross
buying, and word
of mouth

Emotional value

Perceived sacrifices

Customer value

Brand Loyalty

Figure2.5. The integrated framework for customdugand CRM performance. Source: Wang et al.,
2004, p. 171

Another concept that is a concern of researchdestership. The CRL (customer
relationship leadership) model was proposed by®@ath and Rogers (1999) and, as
they claim, it is a new model that leaders can @c#to recreate or readjust their
leadership styles in order to foster an atmospimetieeir businesses to adopt and practice
the principles of CRM. While CRM environments impedousiness performance,
initiatives undertaken in this new management frelguire sound leadership as well.

The value compass model proposed by Wayland arel (@687) is a CRM model that is
concerned with the customer-oriented perspectitie. four dimensions of the value
compass model: customer portfolio management, y@aloposition design, value-added
role and reward and risk sharing provide waysHterliusiness to identify and manage

customer relationships, to measure the businesstibation to its customer value chain,

38



to decide the position of the company within thaustry value-added chain, and to
decide, on this basis, which customers and sugpd&n create and share better value.
The model makes the explicit connection between wiznagers know about their
customers and how they can leverage that informaticcreate customer value.

Other researchers and authors who have contrilmtettoducing CRM models and
frameworks are:

Pepper and Roger (1999) have focused on four §teadify, differentiate, interact and
customize) for one-to-one marketing. Brown (200@spnts the strategic customer care
five-pillars model to build up a CRM model for ergases. Handen (2000) considers five
dimensions (strategy, organization, technologypsagation and process) to implement
a CRM project effectively. Curry and Curry (200@vk written a clear, step-by-step
guide to profit from CRM, with strategies that aimed at small and medium-sized
business owners. Swift (2001) emphasizes the agétiomer, right offer, right channels
and right time for retaining customer loyalty. Dgcf2001) provides for an enterprise the
guidance for adopting and implementing its own C&Nution. A framework has been
developed by Srivastaw al. (1999) to comprehend the integration of markeviig
business processes and shareholder value. Lin 208€ents a systemic integrated
communications model that may help enterprisestiigathe potential issues of CRM.
After reviewing the above CRM models the researdeeided to adopt a model that is
dependent on customer profitability and is illustchin the following section in more

detalil.
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2.6 The Proposed CRM Model for the Research

The general aim of any CRM strategy is to develapenprofitable relationships with
customers. This section presents a model thatgee\a holistic view of the CRM
landscape. The model represents two main sequehiakes of the CRM strategy:
analysis and implementation. The flow of the libesween the icons of the model is a
two way flow which indicates that the supportinghditions are continuous processes

that flows along with the sequential phases ofGR&/ strategy.
Sequential phases of CRM strategy Supporting Conditions

Senior Management

Analysis: Slﬁpg g;d

-Data and segmentation T

schemes

-Manage customer

Portfolios Quality of

__J Service

Technology

Implementation:
-Manage the customer
lifecyele

‘|h People

Knowledge
management

A conceptual model of CRM
Figure2.6. The Proposed CRM model

Data, segmentation schemes and managing customtalips are primarily analytical

activities. Data and segmentation schemes invaduggucustomer and market data to
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decide which customers to serve; managing custpowfolios involves getting to
understand customers and their requirements. Magalgée customer lifecycle is about
implementing CRM by acquiring and retaining custsnand developing their value.
This model was adopted from the CRM value chaineh{fibure 2.7) presented by

Francis Buttle (2004) and modified to the one digpt in figure 2.6.

Primary stages

Supporting conditions

Figure2.7. Buttle’s CRM Value Chain Model (200440)

Buttle integrated many viewpoints about customé&tienship management into the

following definition of CRM:
CRM is the core business strategy that integratesrial processes and functions,

and external networks, to create and deliver viduargeted customers at a profit.
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It is grounded on high-quality customer data arabéd by information

technology (Buttle, 2004, p.39)

Depending on this definition Buttle produces hiefstep process for developing and
implementing CRM strategy. The model also idergifenumber of supporting
conditions that facilitate successful implementatidccording to Buttle (2000), the
CRM value chain (Figure 2.7) is a proven model Wwhasinesses can follow when
developing and implementing their CRM strategidgs Todel has been five years in
development and has been piloted in a number ohéssto-business and business-to-
consumer settings, with both large companies an8$SNT, software, telecoms,
financial services, retail, media, manufacturing aonstruction. Buttle argues that the
model is grounded on strong theoretical principled the practical requirements of
business.
The change the researcher made to Buttle’s modetavetroduce more supporting
conditions. In the researcher’s proposed modeéthes five supporting conditions:

e Service quality

e Senior management support and leadership (leagersiiculture)

¢ Information technology (data and information tedogg)

e People

e Knowledge management
The researcher decided to exclude processes (theéwehich things are done by the
company) since they are included in all the diffénghases of the model. So there is no
need to put them as a separate supporting condiiattie’s model had three stages:

Analysis (customer portfolio analysis, customeinigicy), resource development
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(network development, value proposition developmant implementation (manage the
customer lifecycle). The researcher decided touebecthe resource development stage as
a separate icon and included it within the impletaBon phase. After all, managing the
customer lifecycle means inevitably creating vdtwrecustomers to acquire, satisfy and

retain them.

Service quality, the first supporting condition for CRM implememba; has been

defined in terms of customer satisfaction: the degof alignment between customers'
expectations and their perceptions of the servieeeived. The customer should
determine what aspects of the service are the ipeseficial rather than the service
provider dictating these aspects (Babakus and Bdli92). Poor service is the dominant
reason for losing business. The core product alsneo longer enough, and service
quality is stressed as the key to successful bssink is necessary to discover the
customer's real requirements. Focusing on theses&eyce issues will be reflected in
customer satisfaction. An essential aspect of magaggrvice quality is the identification

of client expectations, and then designing the isersystem to focus on these
requirements; that is what CRM is all about. Serviuality is considered a critical

determinant of competitiveness. Service quality kalp an organization to differentiate
itself from other organizations and gain a competiadvantage. Superior service quality

is a key to improved profitability (Ghobadiahal, 1994).

Senior management support and leadershipis critical for the success of any CRM

process. The support must extend beyond verbalosupp approval of expenditure for
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consultants or training. Senior management suppast be active, visible and constant.
Why? Because CRM processes are about changingastifides and the culture of an
organization, and senior management is the biggéisencer of attitudes and culture.
Senior management's own attitude and behaviourrttsa@ustomers and other business
aspects has a direct impact on how other stafkthmd behave.

Convincing senior management to change to a diftesgy of thinking and doing things
requires an understanding of what keeps them at¢hiagway they do. Some of the
reasons why senior management do not support chiacigee (ACGI, 1996):

e They are short term results oriented and most ahangcesses take a long time to
achieve results.

o Managers relate best to quantitative financiallteswhile most change processes
either produce qualitative results or do not trateslthe results to pounds or
dollars.

e« Many senior managers do not understand the cribatire of their role in the
change process, or what they have to do to visibppport the change.

e Senior managers often see the change process @®jact or program” rather

than an all encompassing and ongoing process.

Leadership is an essential component of any CRMegrdeamwork: It is the art of
creating a supportive work environment. Team lemderust work with senior
management to ensure that they create an orgamaatmbience that is conducive to

their teams’ needs. In addition, team leaders oHmeince these organizational change
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processes via their management techniques andathiéiy to create a team environment

through their leadership actions.

The third major supporting condition for CRM implentation ignformation
technology Technology is a key enabler, but is only a meartke end. It enables the
whole business to see and serve customers in the way through:

e Accessible data

e Efficient and consistent processes.
The key is getting the balance of technology inwestt appropriate for the specific goals
set out in the customer strategy. CRM systems bmsible to operate in the office, out
of the office and over the web. They must tie thgemultiple communication channels,
each using very different technologies (web, e-nbeiéphone). And they must be

flexible to accommodate changing customer needsiantinds (Buttle, 2004).

The fourth supporting condition for CRM succesgfiyplementation ipeople People’s
skills, knowledge and attitudes are essential etésner CRM performance. People also
need to be trained in many competencies. Peopld odmnge because they do not see
that it is in their self-interest. Management skidognefit from this and consider it as
useful information that tells them what is workiagd not working in the change process
(Brendler, 2001). Implementation of a CRM initiagivequires changes to organizational
culture (Al-Mashari and Zairi, 2000). In most changitiatives, resistance and
disagreement among various departments can onlgsiodved through personal

intervention by top management. CRM initiativesuieg vision and all employees must
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understand the changes that CRM will bring. Re+eegjing a customer-centric business
model requires cultural change and the participatioall employees within the
organization. Successful implementation of CRMiatives means that some jobs will be
significantly changed. Management must ensurejoha¢valuations, compensation
programs, and reward systems are modified on & Hzest facilitates and rewards

customer orientation (Chen and Popovich, 2003).

The main principle oknowledge managementthe fifth supporting condition, is that
knowledge is an entity that is a strategic busimesset, and therefore the processes
associated with it need to be managed. Some autkerGhou and Lin (2002)
considered customer relationship management ag@ication of knowledge
management. “Customer Relationship Management (CRM)strategy used to learn
more about customers’ needs and behaviours in todigvelop stronger relationships
with them. CRM is a process that will help bringéther lots of pieces of information
about customers, sales, marketing effectivenesgpnsiveness and market trends.
Therefore, CRM is a process to manage customer ledge and information, including
responses to campaigns, shipping and fulfilmerdésjegales and purchase data, account
information, Web registration data, service andosuprecords, demographic data, Web
sales data, etc.” (destinationcrm.com, February2@02).The success of CRM depends
largely on how well this information is convertedad enterprise-wide knowledge and

customer insight.
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In the following section the researcher intendslaoify the business cultures that affect

the CRM context in the two countries covered bydieent study.

2.7 Related Comparisons between Saudi Arabia and ¢hUnited Kingdom

2.7.1 Country Reviews

The Kingdom of Saudi Arabia consists of an ared,860,528 square kilometres
(approximately 9 times the size of the UK). Sauthlfia's 2005 population was
estimated to be about 27 million, including abo.@ fillion resident foreigners. The
central institution of Saudi Arabian governmenths monarchy. The first language is
Arabic and the religion is Islam. Saudi Arabia halatively wealthy oil-based economy
and strong government controls over major econ@iivities. Saudi traditions are
rooted in Islamic teachings and Arab customs, wBiahdis learn about at an early age
from their families and in schools. Arab traditicalso play an important role in Saudi
life. These age-old traditions have evolved overtrthillennia and are highly regarded.
They include generosity and hospitality, which ev@audi family offers to strangers,
friends and family. Saudi society has experiencechéndous development over the past
several decades. The Saudi people have takenvdiees and traditions — their customs,

hospitality and even their style of dress — angteththem to the modern world.

The United Kingdom has a variety of cultures arthiet groups and consists of four
countries, each with a clear identity: England,ttaeal, Wales and Northern Ireland. A
thoroughly multicultural society, the UK continutsharmonize its rich cultural heritage

with a modern and innovative outlook. Knowledge andappreciation of the basic
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cultural, ethical and business values of the UKiuortant to any organization wanting
to conduct business. In mid-2005 the UK was hont0t@ million people, of which 50.4

million lived in England. The average age was 3&&rs (national statistics, 2005).

2.7.2 Business Cultures

According to Watsomet al (2002), culture is a set of values being deteechiny an
underlying structure of interacting belief syste®sveral studies have shown that the
way in which individuals perceive their social enmviment is directly related to their
cultural background (Hong and Chiu, 2002). It sréfore expected that these values and
standards typical in a certain society affect oizmtions and customers of this society.
According to Walter and Shyan (1999)is necessary to consider the differences
between countries by looking at several factorduating the cultural factors, as these are
partly responsible for the marketing environmeramy market.

According to Dumond (1995), culture can affect dhientation of managers toward
customer focus and satisfaction. An example igéksearch conducted by Everett and
Sohal (1991), which found that Japanese managenmsare oriented toward customers
relative to their counterparts in Australia, whioight be due to the differences in
attitudes and beliefs (culture) about dealing witstomers. According to Lakhe and
Mohanty (1994), underlying political-legal systeh@s/e a significant effect on customer
focus. An example is that in open societies, sigctha UK, the government has been
found to act as a passage between dissatisfiedmast and industry (Field and Shutler,
1990).Furthermore, the degree of competition in differecwnomies can influence the

level of customer focus and satisfaction (Fork€8@). When the level of competition
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goes up, customer expectations go up accordinglycastomers become more
demanding. Being customer-focused is largely imiteel by the level of literacy and
education of customers; that is why organizationdaveloping countries do not focus on
customer satisfaction (Prasad and Tata, 200&)ording toAl-Ghamdiet al. (2000,

p.72), “in many developing countries, consumersralictant to complain to the
concerned bodies. This may be due to lack of avesseaf their basic rights or due to a
lack of concern for safety.” Furthermore, custonmaey not know the relevant bodies

that should be approached to complain, as weheasales regulations and rules.

In order to understand fully the culture®dudi Arabia one needs to understand the
extensive influence of religion on society. The ongy of the population of Saudi Arabia
are Arabs who are devoted followers to the Wahbkadi of Islam. Islam, which governs
every aspect of a Muslim’s life, also diffuses gvaspect of the Saudi state. As a result,
Arabian culture is often described as detail oaged, whereby emphasis is placed on
ethics and expected social behaviour such as gahenespect and solidarity. These are
customs and social duties that influence the Satabian business world and affect the
way Arabs handle business dealings (Gorrill, 2004,a

From a consumer perspective, Saudi Arabia is aiHmadial, affluent society with

varying needs and tastes and annual merchandisetsrip excess of $25 billion
(Azzam, 1992). The majority of the population isupg people who are predicted to be
well educated and informed on what is availablthenxmarketplace as they enter the

work force (Giunipero and Flint, 2001).
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Another interesting fact about the Saudi businedsi@ is the concept of face. Dignity
and respect are key elements in Saudi Arabianreu#tnd saving face, through the use of
compromise, patience and self-control is a meanstbgh to maintain these qualities.
Arabian culture employs the concept of face toealynflicts and avoid embarrassing or
discomforting others. In a business context, prengrioss of face is equally important

and essential as businesses success in Saudi A@drall, 2004,a).

TheBritish are widely known for their politeness and court@3yis is a key element of
British culture and is a fundamental aspect ofi@ticommunication style. Direct
guestions often receive vague responses and catiog1s may be ambiguous and
difficult to analyze. Paying attention to tone ofice and facial expression is important
because this may be an indication of what is reatyant (Gorrill, 2004, b). In British
culture open displays of emotion, positive or negaare not common and should be
avoided. Table 2.1 (Gorrill, 2004, a, b) illustafarther interesting differences in the

business culture between Saudi Arabia and the UK.
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Saudi Arabian Business Key Facts

Appointments should be scheduled in

UK Business Key Facts

In accordance with British business

accordance with the five daily prayer times protocol, punctuality is essential at any
and the religious holidays of Ramadan and business meeting or social event.

Hajj. It is customary to make appointments

for times of day rather than precise hour s
as the relaxed and hospitable nature of
Saudi business culture may cause delays
in schedule.

There exists a distinct dichotomy between
subordinates and managers within Saudi
Arabian companies. Those with most
authority are expected and accepted to
issue complete and specific directives to
others.

Due to the personal nature of business in
Saudi Arabia, family influence and
personal connections often take
precedence over other governing factors.

First names are not used and addressing
people with the appropriate titles Doctor,
chief, engineer and professor, followed by
his or her first name is important.

The customary greeting is "As-salam
alaikum," (peace be upon you) to which
the reply is "Wa alaikum as-salam," (and
upon you be peace). When entering a
meeting, general introductions will begin
with a handshake. One should greet each
individually, making way around the room
in an anti-clockwise direction. However, it
is generally uncommon for a Muslim man
to shake hands with a woman therefore; it
is advisable for business women to wait
for a man to offer his hand first.

Table2.1. Some Business Culture Differences bet@&aadi Arabia and the UK (Gorill, 2004, a,

b)

UK managers generally favour the
establishment of good working
relationships with their subordinates.

Teamwork is very important, however there
exists a strong feeling of individual
accountability for implementation and error.

First names are used almost immediately with all
colleagues. Exceptions are very senior
managers. However, one should always wait to
be invited to use first names before doing so
oneself.

Business meetings in the UK are often
structured but not too formal and begin
and end with social conversation.
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2.7.3 CRM Readiness
According to Young (CRMguru.com),

Sophisticated countries like the United Kingdomdidon pay lip service to CRM

mainly because they do the same for customerscaltdre plays a massive part in

making CRM a reality. Their main business stratisgipcused on driving down costs

and sharpening their marketing through CRM. Howetlee emerging economies in

Eastern Europe are taking CRM much more seriowsdythey see it as a way to

compete in world markets. Tesco (the U.K.-baseernational retailer) is probably the

best CRM exponent of CRM in the UK, but it is stjuite perfunctory in its

implementation.

On the other hand, Curry (CRMguru.com) has tradedi# over the globe talking about
CRM to small and medium enterprises (SMEs). Coestdovered were: Dubai, Saudi
Arabia, Mexico, Venezuela, Peru, Ecuador, China, Netherlands, Belgium and the
United States. His insights were:

e SMEs, in general, have little or no background kizolge of CRM as an established
discipline. There are exceptions, of course, egflgthose who have been subjected
to the sales pitch of a CRM software vendor.

e SMEs do not measure customer satisfaction, a kemezit of a CRM strategy.
Informal research among the delegates revealedathatit 10 percent conducted
customer satisfaction surveys.

e SMEs were unclear about the financial consequentdSRM: Is it to get more

revenue or cut costs?
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e SMEs do not perceive CRM as an IT function. IT splests were mostly reflecting
the mailing list of the sponsor. They did not cdesithemselves as "in charge" of
CRM initiatives but, rather, responsible for gagtemny CRM tools up and running.

e SMEs need and want more CRM information and trginiime was too short to
answer all the questions of the delegates.

The above two opinions were not agreed nor disdgvwath by the inadequate and

insufficient CRM literature in academic journals.

2.8 Chapter Summary

The purpose of this summary is to bring togetherttpics covered in this chapter.
Customer relationship management is a managemegepbthat is responsible for
managing customers’ relationships with businesstestarely and profitably. The

literature showed a number of different definitiof@ CRM but the common

concepts that were shared upon all definitions atestomer focus (customer
satisfaction, customer loyalty and retention), tedbgy, knowledge management,
change management and leadership. A comparisorebetivQM and CRM, as two

management disciplines sharing a lot of concepas, @overed as well.

Since it is crucial for organizations to becometomer-centric in order to achieve

the desired results of CRM initiatives, a CRM roadp was covered to outline the

path towards becoming customer-centric.

The technology side of CRM was covered in this tdagexplaining the key

processes that can be driven by technology.
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Next, the researcher tried to cover various CRM ef®dhat were proposed by
researchers in the field, leading to the proposget@€onceptual model in the current

study which was adopted from Buttle’s (2004) vathain model.

It was essential that the literature review corgaome comparisons between the two

countries that the researcher conducted her stud{ence, a comparison between

the two countries covered the country reviews, ness cultures and CRM readiness.

54



CHAPTER THREE

RESEARCH METHODOLGY
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The aim of this chapter is to clarify the reseathategy relevant to this study, which is
the reason behind the success or failure of CRatnies in different organizations
from the management perspective, with the intertbiostudy organizations in different
industries and different countries. The chaptes pl®vides the justification for decisions
made during the development of the research deRigfer to figure 3.1, for the outline

of the research strategy.

For the exploration of the research questionscéise study methodology was the most
suitable tool, which will be analyzed in this chepivith the acknowledgement of
different research tools that exist. Since custamlationship management is a
contemporary and on-going phenomenon, it must westigated within its real-life

context (Lindgreen, 2001).
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Research Strategy

Literature Review
-Theoretical background
-Review of different CEM models

-Proposed CRM model

Case studies

-In-depth exploration of CRM
systems in the chosen organizations

-Evaluation of the CRM systems in
the chosen organizations against the
proposed CEM model

Analysis

-Detailed write-ups for each case
study

-In-depth cross-case analvsis of
qualitative research, findings and

verification

-Revising the proposed CRM model

Figure 3.1 Outline of the Research Strategy
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3.1 Research Context

Past industry estimates, across the United State&arope, put the CRM adoption
figure around 40 percent for companies in the ssaibhigh technology, aerospace,
retailing and utilities (Ebnegt al 2002). According to research conducted by theaGig
Information Group, companies worldwide spent 3.lid3i Dollars a year on CRM
software (Ebneet al 2002). Moreover, this cost does not include tihditeonal cost
related to implementation, integration and trainimglustry analysts confirm that a
highly complex CRM installation can cost more ti&® Million Dollars and take more
than three years to complete (Ebateal 2002). Consistent reports of high costs and low
success rates of CRM systems in the business madss it a critical context to examine.
The research context for this study, thereforelides on organizations in the Financial,
Automotive and Airline industries, based in the @kd Saudi Arabia. Definition of
CRM technology is a complex issue and could padgtinvolve all kinds of
information technologies (ranging from a spreadshsed for data mining to branded
CRM application software). Therefore, for the pupof this study, CRM technology
was defined as all ranges of information technokbgy enables management of
customer relationships (not only expensive brarstdtivare). For example the National
Commercial Bank in Saudi Arabia had a CRM systeah Was a branded product by
SalesLogix, whereas the Ford Motor Company in tkehdd a CRM tool within its
database system.

This approach helped minimize the error of exclngice., ignoring organizations that
are using different levels of information technaésgand adopting CRM concepts). It

was important in this study to minimize the errbexclusion because the key construct
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was adoption and not assimilation. Since the keastjon pertained to how and why do
CRM initiatives succeed or fail in different orgaaiions, this approach to sample

construction proved effective.

3.2 Research Objectives

CRM, as an emerging discipline, is in great neethebretical assistance (Gummesson,
2002). Guiding theories and models are in shorplsup the field, probably due to the
fact that it is a new area for research and becalis® interchange with IT and

information systems, which have been rapidly degvely.

The central research question for this study isy\Wd how do CRM initiatives succeed
or fail? Research in this area will contribute toldling thriving customer relationships
and long-term corporate survival. In addition,icat success factors for CRM initiatives

are to be drawn from the research findings.

The aim is to explore multiple case studies in [#dabdi Arabia and the UK. The scope
of this research was controlled by the level ofperation provided by the organizations

included as case studies and hence resulted erealiff sizes of case studies.

3.3 CRM Conceptual Model and Framework

The general aim of any CRM strategy is to developenprofitable relationships with

customers. This section presents a model thatgee\a holistic view of the CRM
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landscape. The model represents two main sequehtakes of CRM strategy: analysis

and implementation.

Data and segmentation schemes and managing cuspontfedios are primarily

analytical activities. Data and segmentation sclsemelve getting to understand
customers and their requirements by using thetdgbat them into categories. Managing
customer portfolios involves using customer andkeiadata to decide which customers
to serve. Managing the customer lifecycle is almpiementing CRM by acquiring and
retaining customers (this includes continuous east&da of the process).This model was
adopted from the CRM value chain model presenteragcis Buttle (2004) and

modified to the one displayed in figure 3.2.

In the model there are five supporting conditidre tare essential for a successful CRM
initiative or adoption:

e Quality of service

e Senior management support and leadership

e Technology

e People

e Knowledge management
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Sequential phases of CRM strategy Supporting Conditions

A conceptual model of CRM

Figure 3.2 CRM Conceptual Model and Framework

According to the above model the researcher baiitjjuestions that needed to be
answered during the interviews (refer to appendiwrhe full set of questions used in
the current study). The questions covered every iarthe model and the data collected
was very detailed during the first stages wherfitseinterviews were conducted. After
the first interviews were over the researcher detith cut down the number of questions
and narrow down the scope of the data to be cellesd that things would not get out of

hand and to obtain more reliable results when anadythe data. As an example of
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guestions covering one area of the model, senioagement support and leadership
guestions were as follows:

e Is senior management actively involved in the CRiNlative?

How can you describe the culture of your organme?i

e Do senior managers accept and discuss ideas offeradstaff about improving
the system?

e Does the organization encourage communication tetwéferent levels about
improving the performance of the system?

e Does your organization feed performance measurememhanagers in an

effective way?

3.4 Research Method

Research methods can be classified in various wWeygever one of the most common
distinctions is between qualitative and quanti@tigsearch methods. The Wikipedia
encyclopedia defines quantitative research assyseematic scientific investigation of
guantitative properties and phenomena and theaitioekships”. The objective of
guantitative research is to apply mathematical nsobenatural phenomena and use
measurement that provides the fundamental conmelsgbnveen empirical observation

and mathematical expression of quantitative ratatips (Wikipedia online dictionary).
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On the other hand, qualitative research methoddesigned to help researchers
understand people and the social contexts withiclwthey live. Kaplan and Maxwell
(1994) argue that the goal of understanding a pmenon from the point of view of the
participants is largely lost when textual dataguantified. Since one of the major
reasons for doing qualitative research is to becowmee experienced with the
phenomenon under study and to investigate compid)sansitive issues, therefore the
researcher decided to adopt a qualitative methdelfwin understanding and exploring

CRM initiatives in their real-life context.

3.5 Research Process ‘Onion’

In order to clarify the way the researcher decibechoose from different approaches to
research, the researcher used the research pton&ss produced by Saundees al.
(2003). With reference to figure 3.3, the firstdayaises the question of the research
philosophy. The second layer considers the subjettte research approach. The third
layer examines the research strategy, and thehfdtayer refers to the time allocated to

the research. Finally, the fifth layer is about da¢a collection methods used.
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The research process 'onion’

Research
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approaches

Positivism

Deductive

Experiment

Cross
sectional

Research

Sampling Strategies
Secondary data Case
Observation study
Interviews Time
Questionnaires / / . / horizons
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tion research

Inductive
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Figure 3.3 The research process ‘onion’
©Mark Saunders, Philip Lewis and Adrian Thornh#DQ3)

The three views about the research process thahdterthe literature are: positivism,
realism and interpretivism (Saundetsal, 2003). The basic principle of positivism is the
assumption that ‘the researcher is independemahaither affects nor is affected by the
subject of the research’ (Rememyial, 1998, p.33). Positivism emphasises a highly
structured methodology to facilitate replicatiordajuantifiable observations which lead
to statistical analysis (Gill and Johnson, 1990kifvism is characterized mainly by an
insistence that science can only deal with obséevaitities known directly to

experience. The positivist aims to construct gdribemries which express relationships
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between phenomena. Observation and experimentheil show whether the phenomena

do or do not fit the theory (McClellaret al, 1999).

Realism, on the other hand, is based on ‘the bidafa reality exists that is independent
of human thoughts and beliefs’ (Saundetral, 2003, p. 84). This translates in the
management and business world as the existenceial forces which influence people
without them knowing that. These forces affectwlasy people perceive their world.
Realism recognises the importance of understarttiegpe forces and their implications

on human acts and behaviours (Saunde&d, 2003).

Interpretivism is about discovering the detailshef situation to understand the reality
and to explore the subjective meanings motivategpe’'s actions (Remengt al,
1998). McClellancet al in their online glossary of qualitative reseanséthods (1999)
defined interpretivism as
It is this fundamental difference that underpires aéjpproach of researchers in the
interpretive tradition and which leads them to gsalitative methodologies and
methods. To enable them to enter the everydaylseordd, (a world where social
reality is the product of the way in which indivala negotiate and construct
meanings for actions, events and situations) tebenderstand, describe, make
sense of, and develop into theories which are uleagsthe socially constructed

meanings employed by people in day to day lifedage).

After the above clarification of the three diffeteasearch philosophies it is important to

note that ‘the practical reality is that reseamtely falls neatly into only one
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philosophical domain as suggested in the onionuf8arset al, 2003, p. 85). Regarding
the current study, the philosophical domain is gtune between positivism and
iterpretivism since the main idea behind this reges to explore CRM in its real-life
context and be able to understand and describe#sens behind the success or failure

of CRM in different organizations.

As for the second layer, logically there are twoda methods of reasoning known as the
deductive and inductive approaches. The deducpipeoach works from the more
general to the more specific. As shown in figueg, & research study might begin with a
theory about the topic of interest, then narrow tltavn into more specific hypotheses
that can be tested, narrowing down even furtherdiecting observations to address the
hypotheses. This ultimately leads to testing theollyeses with specific data to confirm

or not confirm the original theories (Trochim, 198800).

v

v

Deductive Approach

Figure 3.4 The Deductive Approach to Research.dfiiro, 1998-2000).
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The inductive approach works the other way, moWwog specific observations to
broader generalizations and theories. As in figug inductive reasoning begins with
specific observations and measures, detect pathedhsegularities, formulates some
tentative hypotheses that can be explored andyfieabls up developing general

conclusions or theorigd rochim, 1998-2000).

Theoty

Tentative
bypothesis

N\

Pattern

{ Dbz etrration J

Inductive Approach

Figure 3.5 The Inductive Approach to Research
Trochim, 1998-2000.

Since inductive reasoning is more open-ended aplbeatory, especially at the
beginning, the researcher found that this woultheeappropriate way to conduct her
research. The study conducted did not have proposisince some studies have a
legitimate reason for not having any propositioftss is the condition in which a topic is

the subject of “exploration” (Yin, 1984).
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Reaching the third layer of the ‘onion’, the resdar had many options as to how to
operationalise her research strategy; experimanteyg, case study, grounded theory,

ethnography and action research.

Experiment, is a classical form of research that is more reiet@the natural sciences
area but is still used in social sciences, esdg@alchology. It involves a hypothesis
and selection of samples. Theses samples aretésteel and results may change
variables, leading to more tests being conductadr{@erst al, 2003). The researcher
eliminated this option since it does not fit theagarch questions and the exploratory

nature of the study.

Survey, is the method of gathering data from respondematsght to be representative of
some population, using an instrument composedosked structure or open-ended
guestions (Garson, 1997). The survey strategyuallysassociated with the deductive
approach. It is widely used in management and bsgsinesearch. Critics of survey
research methodology say that it forces the regrtd answer within a structured
frame and opinions. Another issue is that the suiwéimited to a number of questions to
be asked so that the respondent won'’t get boredléggthy survey (Saundeztsal,

2003). Due to the limitation in the form and themher of questions in this strategy the
researcher could not consider such an option sheavanted to explore and probe
guestions and give the opportunity for the respotsimterviewees to add and give rich

information (every little bit of additional informian helped).
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Action research, is a multi-stage type of research, in which a probis researched,
changes are made, the problem is researched agaia,changes are made, and so on
until the problem is solved (Garson, 1997). Thiskof research is lengthy and costly at
the same time. Due to the limitations of time aadt¢he reseacher did not consider such

an option for conducting her study.

Ethnography, comes from the discipline of social and culturahaopology where an
ethnographer is required to spend a significantuarnof time in the field. Ethnographers
immerse themselves in the lives of the people shegy (Lewis 1985, p. 380) and seek to
place the phenomena studied in their social andi@llcontext. Again, this is very time

consuming and, due to this limitation, the researdould not consider this option.

Grounded theory, in which the researcher attempts to drive a gdnabstract theory of a
process, action or iteraction grounded in the vietysarticipants in a study. This process
involves many stages of data collection and theeafent of categories of information
and interrelationship of categories of informat{@neswell, 2003;p. 14). Grounded
theory is about developing theory that is grounidethta gathered and analyzed
systematically. The major characteristic of grouhtteeory is the continuous interplay
between data collection and data analysis (My&87)L This strategy is not suitable for
the current study since it is time consuming as daed to be gathered and analysed
many times during the limited timeframe given te tesearcher, hence, this was not a

suitable choice.
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Case study, is an empirical inquiry that investigates a corgerary phenomenon within

its real-life context, especially when the boundatetween phenomenon and context are
not clearly evident (Yin, 2002). Since the caselgtis an ideal methodology when a
holistic, in-depth investigation is needed (Feagial 1991) and when a “how” or “why”
guestion is being asked about a contemporary satenfts, over which the investigator
has little or no control (Yin, 1984), the researctiecided that this is the most suitable
way to investigate CRM in the real-life contextdifferent organizations. The next

section explains case studies and their usage@areh in more detail.

3.6 Case study research:

There are many definitions of the case study. Begrdefined it as a "systematic inquiry
into an event or a set of related events which amtescribe and explain the
phenomenon of interest” (1990, p.302). Yin (2002) rote that “The case study is the
method of choice when the phenomenon under studlytiseadily distinguishable from
its context. Such a phenomenon may be a projeztpoogram in an evaluation study”
The use of case studies is widespread in managessmarch. Tellis (1997) emphasized
that the case study is not sampling research atdHhé unit of analysis is a critical
factor. The unit of analysis defines what the aas@&his could be groups, organizations
or countries (Yin, 1994). For the purpose of tieisgarch, case study organizations were

used as units of analysis.
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According to Yin (1994) the components of case wilekign are:
1. a study’s questions;
2. its propositions, if any;
3. its unit(s) of analysis;
4. the logic linking the data to the propositions; and

5. the criteria for interpreting the findings ( Yinga4, p. 20).

In the current study there are several ‘what’ goest This type of research question
justifies an exploratory study. Examples of suchgions used in the study include:
1. What are the steps you went through to start tbgqir?
2. What were the problems you faced when starting&meinting the system?
3. What were the benefits achieved from adopting CRIkcepts?
4. What ideas do you have for improving in the future?
5. What are the evaluation matrices you are using$ess success?
6. What information do you need in your database abybu can develop your
CRM strategy?
7. What do you do to acquire new customers?
8. What do you do to retain existing customers?
9. What do you do with customer complaints?
10. Does the organization encourage the communicaBbmden different levels

about improving the performance of the system?
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11. Do senior managers accept and discuss ideas offemadstaff about improving

the system?

12.What are the challenges in managing your businetsgomnk?

The existence of several ‘how’ questions in therview made the study explanatory as

well, which is not uncommon (Yin, 1994). Examplésach questions include:

1.

How did you know that you needed improvement inwlag you are dealing with
your customers?

How do you avoid the problem of low-tier customessenting not being offered
high-tier service?

How do you develop value for customers?

How is your internet presence? Are you satisfieith whe standards you are
offering online?

How can you describe the culture of your organme?i

How would you describe the data environment?

. How do you get to know your customers’ expectatalngut your product or

service?
How do you know if your customers are satisfied?

How does the employee deal with the CRM system?

The study conducted did not have any propositiomessome studies have a legitimate

reason for not having any propositions. This isdbedition in which a topic is the

subject of “exploration” (Yin, 1984). The units afalysis are the case studies, as

mentioned earlier.
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As for the criteria for interpreting the findingefland [(1974), as cited in Creswell
(2003)] suggests that, although data collectionamalysis strategies are similar across
gualitative methods, the research findings carepented in a diversity of ways (i.e.
official reports, numerical statistics, graphs ahdrts). In the current study the research
findings are recorded in a narrative text form, mehine findings of each case study are

thoroughly described and minor details mentionedémdemic purposes.

Case studies can involve single or multiple-casggas, where a multiple design must
follow a replication rather than sampling logic [[igg 1997). Generalization of results,
from either single or multiple designs, is madé¢hory and not to populations (Yin,
1994). Multiple cases strengthen the results bijaaing the pattern-matching, thus
increasing confidence in the robustness of theryh@cellis, 1997). A total of 8
organizations were selected for this study andawel of information gathered from each
unit of analysis varies depending on the levelaxfperation the researcher received. This

explains having different sizes of case studidtismresearch.

Back to the research onion and the fourth layergthorizons), the researcher had to
choose between cross sectional and longitudinabreb. Cross-sectional research
involves the measurement of all variable(s) foicalles within a narrow time span so that
the measurements may be viewed as contemporangaltss( Reese, Nesslroade, 1988;
Creswell, 1994). The advantage of cross-sectimsaarch is that it is more economical

in time and cost than other designs. On the othad hlongitudinal research can be
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defined simply as one or more organizations studieskveral points in time. For the
purpose of the current study and because time asicace crucial factors, a cross
sectional design was adopted where data was cedlettonly one point in time,

comparing different organizations in different isthies and cultures.

Reaching the fifth layer of the research onion &datllection methods”, the researcher
had many choices, such as: sampling, secondaryalzservations, interviews and
guestionnaires. McNamara (1999) produced the fatigwable which provides an
overview of the basic methods to collect data, whihadvantages and challenges of each

method.
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Methiod

Overall Purpose

Advantages

Challenges

guestionnaires, surveys,

when need to quickly andfor
easily get lots of information
from people in @ non
threatening wary

-Can complete anornymoushy
-inexpensive to administer
-easy to compare and analyze
-administer to many people
-zan get lots of data

-might not get careful feedback
-wording can bias client's
responses

-are impersonal

-in survey's, may need sampling

guestionnaires

checklists -many sample questionnaires expert
already exist - doesn't get full story
when want to fully understand [-get full range and depth of -can take much time
sameone's impressions or information -can be hard to analyze and
EXpEriEnCes, or learn more -develops relationship with client  |compare
e ahout their answers to -can be flexible with client -can he costly

-interviewer can bias client's
responses

documentation rewiew

when want impression of how
grogram operates without
interrupting the program, is
from review of applications,
finances, memos, minutes,
etc.

-get comprehensive and historical
information

-doesn't interrupt program or
client's routing in prograrm
-information already exists

-few hiases about information

-often takes much time

-info may be incomplete

-need to be quite clear about
what [ooking for

-not flexible means to get data;
data restricted to what already
exists

obsersation

to gather accurate information
about how a program actually
operates, particularly about
QrocESSes

-wiew operations of a program as
they are actually occurring
-can adapt to events as they occur

-can be difficult to interpret seen
behaviors

-can be complex to categorize
ohservations

-can influence behaviors of
program participants

-Can he expensive

fOCUS groups

explore a topic in depth
through group discussian,
£.0., about reactions to an
Experience or suggestion,
understanding common
complaints, etc.; useful in
evaluation and rmarketing

-guickly and reliably get common
impressions

-can be efficient way to get much
range and depth of information in
short time

- can convey key information about
programs

-can be hard to analyze
responses

-need good facilitator for safety
and closure

-difficult to schedule 6-8 people
together

Basic Methods to Collect Data (McNamara, 1999)

Table 3.1(online resource, no page)

With reference to the current study, the same daltaction method was used in all

cases, even though there are different sizes efstaslies. The in-depth interview with

open-ended questions is the main source of infoomat this study. An open-ended

guestion is designed to encourage a full, meaniragfswer using the subject's own

knowledge and/or feelings. It is the opposite olosed-ended question, which

encourages a short or single-word answer. Opendetaiestions also tend to be more
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objective and less leading than closed-ended aquess{imediacollege.com). The
interviews were carried out at the intervieweeacpl and each interview took from one
to three hours. All interviews were recorded, whaathed the reliability of the data
collection process. The structure of the open-empestions gave the researcher the
ability to probe and question to obtain the maxindepth on the subject and proved

useful for both parties in the interview.

The interviews were not the only source of daténis study. Since the interviews took
place in the interviewee'’s place of work, this géve researcher the opportunity to
directly observe the CRM environment and gathea,datblic documents (annual
reports, descriptive company and marketing liteegtand company reports. The
researcher had a chance to participate in CRM teagtings in one of the organizations

studied, which proved to be useful for the reseamiducted.

Figure 3.6 is a replication of the research prooessn but with the specific options

which the researcher decided to undertake in thidys
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The research process 'onion’
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Figure 3.6 The current study’s research ‘Onion’

3.7 Triangulation
Triangulation in research refers to the combinatibtwo or more theories, data sources,
methods or investigators in one study of a singlen@menon to converge on a single
construct. Hilton (2005) produced a very detailstidf types of triangulation as follows:
e Investigator triangulation: a research team witharet interest in topic and
diverse perspectives and areas of expertise rewgtie topic.
e Data triangulation: multiple data sources with $amfoci to obtain diverse views

through a range of data about the topic.
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e Time: collect data at different points in time.

e Space: collect data at different sites.

e Person: collect data from more than one level ed@es: individuals, groups or
collectives.

e Theory triangulation: propositions derived from queting theories — typically
occurring at the conclusion of the study.

e Methods triangulation: more than one research niethhaata collection
technique because each tackles a different dimemdithe problem.

e Unit of analysis triangulation: relates to the disien of analysis (e.g. individual
behaviours and interactions between individuals).

e Analysis triangulation: more than one strategyralygse the same data set for

validation (Hilton, 2005, online, no page).

In an attempt to increase the reliability and vigfidf the data collected, the researcher
used data, space and person triangulation. Datagtrlation was used since there were
three types of data collecting methods used indiiuidy, as mentioned earlier; interviews,
secondary data and observation. Space triangulai@sralso used because the researcher
chose to do the case studies in different couramelscultures and different sectors and
industries. Person triangulation was used as weleshe researcher conducted the
interviews with different levels of managers ando@oyiees within each organization.
Using triangulation provides confirmation and coetphess. Triangulation can ‘capture a
more complete, holistic and contextual portrayal eeveal the varied dimensions of the

given phenomenon’ (Hilton, 2005, online).
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3.8 What happened in the field?

The researcher decided to include this sectiohatoshe could explain the difficulties
and obstacles she had to face during her datactiolefor this study. Managing

customer relationships is a critical and sensisgee for organizations and that is why it
was difficult for the researcher to gain approwaldccessing organizations. Companies
felt that they might be threatened by having atrtider’ or an outsider coming into the
company and judging their ability to serve andiretiaeir customers. The researcher
tried to assure companies that this study was fonlgcademic purposes and that the data
she wanted is not confidential data. The reseambigred that this fear was the same in
Saudi Arabian and British companies. Even wherctdmpany is considered to be a ‘best
practice’ example in customer service, they stih'tl encourage being analyzed. The one
thing that helped the researcher gain access torgaizations based in Saudi Arabia is
the personal contacts she had with top managehe ahosen organizations. After access
was granted to the researcher she managed toegaata she was looking for but still she
felt that some of the interviewees were very caigiabout supplying any confidential
data that might put him/her in trouble with higlneanagement. On the other hand, some
top managers who were interviewed were very relaxetihappy to share the data within
the scope of author’s research. Some British corapapplied officially (an official

letter or an official email) that they are not alled to share any data or information with
students anymore and that this was a new proceshgertaken by the management of
the company. The researcher tried to approachfi@eht organizations, well known for

their excellent customer service out of which stamaged to include 8 organizations.
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Approaching and asking for access was effectediffierent channels: Email, face-to
face (in-store), official letters and telephonethélugh the author faced these obstacles,
she still managed to gain access to 8 differerrgegitions and she managed to collect a
huge amount of relevant data. By mentioning thé$iewties the researcher hopes that
other researchers needing access to collect dalé learn a lesson from her and look for
people they have direct personal acquaintanceingile these management ‘silos’!
Furthermore, these difficulties explain the longige of time that the researcher had to

spend collecting the data relevant to the curremtys

3.9 Data Analysis Plan
The author followed certain steps to conduct tha daalysis for this study. Introduced
by Miles and Huberman (1994), there are three stegata analysis: Data Reduction,
Data Display and Conclusion Drawing and Verificatio
1. Data Reduction: data reduction refers to the psoéselecting, focusing, simplifying,
abstracting and transforming the data that appearitten-up field notes or
transcriptions. The researcher decides... which quneéframework, which cases,
which research questions and which data colle@pproaches to choose... (writing
summaries, coding, teasing out themes, makingerkistnaking partitions, ...) (Miles
and Huberman, 1994, p.10).
2. Data Display: data displays...include many kinds atnmes, graphs, charts and
networks. All are designated to assemble organifedmation into immediately
accessible, compact form so that the analyst camvbat things mean (Miles and

Huberman, 1994, p.11).
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3. Conclusion Drawing and Verification: the qualitaianalyst is beginning to decide what
things mean- is noting regularities, patterns, &xations, possible configurations, causal
flows and propositions...final conclusions may ngbegr until data collection is over,
depending on the size of the corpus of filed ndtes,coding, storage, and the retrieval
methods used, the sophistication of the researanerthe demands of the finding agency

(Mile and Huberman, 1994, p.11).

Another important process after conclusions areemstb verify them. According to
Miles and Huberman (1994. p.11) “The meanings emgrijom the data have to be
tested for their plausibility, their sturdinessddheir “conformability”- that is their

validity.”

3.10 Chapter Summary

This chapter illustrated the research methodolappted by the researcher to conduct
the current study. The case study methodology hasnbst suitable method to conduct
such a qualitative and exploratory study. The neteabjective to explore CRM

initiatives in different organizations and the nmatof the research questions for this study
led to the chosen methodology. The researchertwiedplain in this chapter the reasons

behind every choice that was made by using tharelsenion described.
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CHAPTER FOUR

ANALYSIS AND RESULTS-PART ONE

FORD OF BRITAIN
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4.1 Introduction

To begin with, the researcher would like to recand also clarify that, due to certain
restrictions faced during data collection and latians placed by some of the
organizations approached by the researcher fquuh@ose of her research, the results
therefore, differ in size but not in content. Twelwith and bypass such restrictions and
limitations the researcher accessed differentlycstired and varying sized organizations,
as follows:

5. Ford Motor Company, UK was selected to be the amgsatral study case. This
large corporate entity not only manufactures tteepcts it sells but also offers
after sale services to its customers in the Uriitsdydom, who run into millions.

6. The researcher’s next choice was banks; three nmgrnational, regional and
national banks:

Royal Bank of Scotland (RBS), National CommerciahB of Saudi Arabia
(NCB) and Al Rajhi Bank, also of Saudi Arabia, @liwhom offer and manage
the full gamut of banking, private banking and istveent portfolio services, once
again to millions of their customers, across caniis. The difference between
Ford and these banks is that, whereas Ford seallsamices its own products, the
banks service the cash assets of their custon@rtherbanks', for and on behalf
of their customers.

7. Next came the Saudi Arabian Airline and Standafd ($L), UK, (Insurance, Re-
Insurance) which again were major corporate orgaioias offering dissimilar
customer services, both enjoying trans-continesaaérage.

8. Finally, the researcher collected data from twolkfamily businesses in
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Saudi Arabia, where family businesses are stilrtie, not the exception: Al

Bahrawi Trading Company and Noortech Technologies.

According to the above, the researcher decidedgamze the write-ups to be put in
separate chapters. The central case study wilubengthis chapter followed by the three
banks in a separate chapter. Next the Saudi asmdeStandard life will be put in a
separate chapter followed by Al Bahrawi and Nodrtieca separate chapter. The reason
of dividing the cases in this way is to help inriflang the issues related to the

organization’s CRM initiatives.

Table 4.1 lists the above organizations with teees and the countries where the data
collection was carried out. Hence, for the purpafsthis research the researcher took
Ford as her central case study (since she wasabtay at Ford Customer Service
Department in Essex for two weeks and was allowexbserve and participate in
meetings and collect relevant data for the reseeamolducted). The researcher took the
other organizations as work studies which have gmde be relevant and useful to her

research objectives.

84



Autornotive Large UK

Financial Services Large 54
Financial Services Large 54
Financial Services Large LIk
Financial Services Large LIk

Trawel Large oA

e diurm/F amily

Retail business

A,

Technology Small/Farmily Business SA,

Table4.1. Comparative Table of Study Cases.

4.2 Qualitative Cross-case Analysis

The research questions and the conceptual modeéats are the keys to the performing
of the data analysis. The researcher would likestahe research questions that this
study is trying to answer in order to help the srachderstand how the analysis was
performed. The central research question of thidysis: How and why do CRM

initiatives succeed or fail? In order to answes thine researcher decided to formulate the
following questions to answer the central reseguadstion:

RQ1: What are the critical success factors of CRiuaitives?
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RQ2: What are the common difficulties when adopam@RM initiative?

RQ3: What does CRM mean for different organizatitons

RQ4: Is CRM the right solution for every organipat?

All formal research interviews were audio-tapedwiite interviewees’ permission.
Interviews were conducted in Arabic in Saudi Aradonal in English in the UK.
Interviewees answered the questions put to thethdyesearcher, one at a time with
their expressions and attitudes being carefullyeolesi and documented. One interesting
finding was that, when interviewees could not carpavith reasonable answers to the
researcher’s questions but wanted to avoid beingpemassed, they would answer with
whatever came to their minds, that is, irrelevarswaers. The interviewer had to handle
such occurrences tactfully in order not to intetrineir interviews. Simultaneously, the
interviewer needed to make sure that she understbatthe interviewees were in fact
trying to convey. Hence the data collection cowddshpported by a good verification
process. The next step for the researcher waarslaéte the Arabic audio-tapes into
English.

The analysis of data collected from all the orgatiins was executed through the same
common procedure; the amount of data provided bii eeganization accounting for the
few differences appearing in the comparative amalys

At this juncture it is important for the researckeeclarify her reasons for accessing
organizations from different countries and withfeiént business activities. Conducting
the research in this manner was expected to pr@ederalized results which could then
be applied to different industries in different otnies, which it did. The researcher chose

to include companies in Saudi Arabia because CRé#ilisin most cases, an unknown
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and untried concept there. Another personal anctiped reason for accessing companies
in the researcher’s domicile was that she wouldhlide to apply and test her findings

once back in Saudi Arabia.

According to Creswell (1998, p.63), when using dtiple case study design, the usual
formula is to "first provide a detailed descriptioheach case and themes within the case,
called a within-case analysis, followed by a theoanalysis across the cases, called a
cross-case analysis, as well as assertions otenpiatation of the meaning of the case”.
The analysis of the data gathered from the ceoérsg study and the remaining seven
case organizations required preparation of detavigie-ups for each of the cases to

allow individual familiarizing, case by cad®y using this technique, unique patterns
emerged from each case which had to be taken aatmuat before applying the general
pattern across the cases. This is what Yin (1984&)ned to when mentioning the three

techniques used in case study analysis, whicheseritbed in table 4.2.
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Analytic Technique Description

This technique compares an empirically based pattern with a
predicted one. If the patterns match, the internal reliability of the
study is enhanced. The actual comparison between the
predicted and actual pattern might not have any quantitative
Pattern-Matching criteria. The discretion of the researcher is therefore required
for interpretation

Considered as a form of pattern matching, in which the analysis
of the case study is carried out by building an explanation of the
case. This implies that it is most useful in explanatory case
studies, but it is possible to use it for exploratory cases as well
as part of a hypothesis-generating process. It is an iterative
process that begins with a theoretical statement, refines it and
revises the proposition, repeating this process from the
beginning. A major limitation is a loss of focus

Explanation-Building

A well-known technique in experimental and quasi-experimental
analysis. It is possible that a single dependent or independent
variable could make this simpler than pattern-matching, but
sometimes there are muliiple changes in a variable, making

Time-Series Analysis starting and ending points unclear

Different approaches to case study analvsis (Yin, 1994)
Table4.2. Different Approaches to Case Study Arsafysn, 1994)

Furthermore, the researcher used the conceptual @Bd&! identified in the research
literature to evaluate the level of CRM maturitytla organizations studied prior to
testing model validity. After this process, theea@sher concluded by altering the CRM

model based on the findings.
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4.3Case Study One (Central Case Study): Ford of Bain Motor Company

4.3.1 Interviewees:

1- Mechanical Service Marketing Manager (Ford Custo&ewice Division)
2- CRM specialist (Ford Financial of Britain)

3- 2 FCSD Project Managers

4- FCSD Service Quality Manager

5- Customer Viewpoint Project Manager

6- REACT Consultant

7- Service Marketing Manager

8- CUPID CRM Data Manager.

9- A dealership’s call centre manager

Note: The researcher spent a considerable tim€8CF(Ford Customer Service
Division) in Ford of Britain HQ located in Essexdollect data. FCSD is involved in the
marketing, sales and service activities which aslsesthousands of drivers who buy and
drive new and used Ford vehicles every year. Teeareher was given an office and had
the chance to meet people and chat with them fdyraatl informally. Furthermore the
researcher had the chance to attend a CRM meetimdp\proved to be helpful for the

purpose of the research.
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4.3.2 Background

Ford of Britain Limited was the manufacturing ardes arm of the Ford Motor
Company for the United Kingdom and originally alseland and was founded in 1904
with headquarters in Essex. The company is sedimymanufacturing cars and
commercial vehicles in the United Kingdom and ott@untries. Ford of Europe was
formed in 1967 and Ford of Britain became parthefiew group (Corporate guide,
2005).

The Ford Motor Company in the UK has around 14 @@ployees at 12 different
locations and it has been the UK market leadeR®consecutive years. There are 714
Ford dealerships in the UK. Of these, 145 are Iroath dealers, a further 213 are branch
dealers and 217 are retail dealers. The Premiesmattive Group (PAG) is comprised of
Ford Motor Company‘s premium European-based bramiiston Martin, Jaguar, Land
Rover and Volvo. All Aston Martin, Jaguar and Lddver models are designed,

engineered and manufactured in the United Kingdoomprate guide, 2005).

4.3.3 Business Strategies

The company had a big job reshuffle in jobs in 2868 they distributed many new
managers all around the company to renew the bttt company. After this reshuffle
the focal point of the new management became #wepoint of the customer and
“everybody now is wearing a magnifying glass toki@b the customer’s viewpoint”

(customer viewpoint project manager)
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Ford’s quality statement says: “We will promote thmprovement of quality performance
in our companies in order to achieve increasingorusr satisfaction. Quality of products

and services is the company’s number one prior{#yord Annual Report, 2006)

There are two main business sectors within For@jiand the Premier Automotive

Group: Automotive and Financial Services, which@escribed in table 4.3.

Business Sectar Description

Automotive Frimarily includes the sale of
Ford-brand wvehicles and related
service parts in Europe and Turkey
and the sale of Premier Automotive
Group ("PAG" brand vehicles (i.e.,
“olvo, Jaguar, Land Rover and
Aston Martin) and related service
parts throughout the world
(including Morth and South
America, Asia Pacific and Aftica),
in each case, together with the
associated costs to design,
develop, manufacture and service
these vehicles and pars.

Financial services Primarily includes wvehicle-related
financing, leasing, and insurance.

Table4.3. Main business sectors for Ford Europe Rraimier Automotive Group (Ford Annual
Report, 2006)

On October 1, 2002, the Commission of the Européision adopted a new regulation
that changed the way motor vehicles are sold gpalinedd throughout the European
Community (the "Block Exemption Regulation”). Undke Block Exemption
Regulation, manufacturers had the choice to etperate an "exclusive" distribution

system or a "selective" distribution system. Exeleisneans exclusive dealer sales
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territories, but with the possibility of sales tayaeseller (e.g., internet agencies and
other resellers not authorized by the manufactuverd in turn could sell to end
customers both within and outside the dealer’'suesxe sales territory.

On the other hand a "selective" distribution systesmich Ford chose to adopt, allows
the company to restrict the dealer’s ability td Belrd vehicles to unauthorized resellers.
Ford is also entitled under the “selective” systerdetermine the number of dealers but
not their location. Under either system, the nelegunake it easier for a dealer to
display and sell multiple brands in one store withihe need to maintain separate

facilities (Ford Annual Report, 2006).

4.3.4 Data and Segmentation Schemes

CUPID

The main database of Ford of Europe is called CUEN2ry single datum about a
customer or a vehicle is fed into CUPID. CUPIDimkéd to all different channels of
interaction with the customers; it is linked wittetcall centre, the online website and
different dealerships. CUPID is basically fed viESYA which is a system that feeds the
CUPID with data every day on a regular basis frdirdesalers around Europe. CUPID is

12 years old and it holds around 25 million custmheetails.

CUPID is also linked to all other parts and systamthie company and has tools that are

used for direct and event marketing. On the otladihe researcher was told by
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interviewees in another department that CUPID isettyea database and that it does not
do any other job!

A customer profile in CUPID has three main arehs:dustomer, the vehicle and the
relationship between the customer and the vehideording to these sections the
following can be done: if for example a car conrefor service and the record of the car
from its registration number is retrieved, and¢b€s owner is not the same as in their
records then this is changed. The old owner’s nisrdeleted and the new customer’s
details added, which are then assigned to thisTtas.data is also changed in the main

system.

CUPID (with its tools) has the ability to undertakarketing campaigns and market
analysis according to requirements. These campaignsonducted for Europe-wide,
rather than for a certain dealer or the UK alorteesk are called central campaigns. Ford
has 8 CRM markets around Europe. Since some dtiadl markets don’t have the
budget to employ these tools for use by themsethey, hire Ford people to do the job

for them and this is less expensive.

Until 2006 CUPID did not record anonymous customensail addresses for online
customers. Only in the year 2006 did e-marketinger@ovision for customers
navigating the website and requesting to be coedlagbout this car or that offer. They
give a name and an email address, which are autaitatfed into CUPID, where they
are considered anonymous online customers wishig icontacted by e-mail alone. In

reality, however, the online customer list is matthvith the other list of full contact
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customers; if a match is formed, the two entriesraerged, with the resulting match
being the e-mail address. Other than such occadioadist of online customers remains
anonymous with contact via email only.

Data cleansing is carried out every day within CDIPAn address verification system
takes all the address details in all the record3Ui?1D and tests these addresses; if the
address is correct, it passes but if it is notraembion is made, leaving the old record as
well without erasing or merging it. If it is notvalid address at all, then it nonetheless
stays in CUPID but it raises a flag to devote that is an invalid address. The system
also does other smart things. Merge managemeninelies duplication in customer
records. This is called matching and sweeping atd deansing and is carried out every
day. The matching is dependent upon the name addnelsvehicle registration number.
This process is undertaken to maintain data quatityto eliminate incorrect data from

the system.

EXCHANGE

CUPID has a tool called EXCHANGE which is a mirocdrCUPID. EXCHANGE is an
analytical database that can divide the customibdae according to the desired
segmentations and marketing campaigns. For exaifrtple company wants to target
women between 30 and 40 who own a Fiesta or amy mtbdel, it can be achieved

through this tool which is connected to CUPID.

The way EXCHANGE works is that it receives everydagopy of the data in CUPID

and works on this data, after which the data isfack into CUPID and only then is the

94



data changed in CUPID according to any changes meeatle data in EXCHANGE. This
is called data cleansing and is done every dayakersure that the data is at its most

valuable and updated.

Focalpoint

Focalpoint is another tool used in marketing andantacting the customer at different
points of the customer lifecycle. A package is smiitconsecutively during the first three
years of ownership of the car. Focalpoint can addoulate the number of leads in
dealerships and can arrange for test drives. ©bidg basically used by the dealers and
FCSD. Certain triggers are used, such as an MOTenthst 120 days of a financing
contract, to contact the customer and create leads.

When the researcher asked about the duplicatiomaoketing campaigns carried out by
different departments and sectors of the compargnwhe same customer is targeted
with for the same offers or services, the CUPID CBMa Manager said: “potentially
yes but the thing is that we are more likely toeatise for something that is not the same
as what FCSD advertise and so the customer wiljabthe same mail twice with the

same content in it".

The sales and marketing division is cautious ndiatiher customers who don’t want to
be contacted or mailed. This is clear because whefirst welcome package is sent to a
customer and the first survey is returned by trstamer about the level of satisfaction
experienced during the process of first buyingddiefrom a dealer there is a box that
says “keep me informed of offers and deals and hand if the customer does not tick

that box then that customer is not contacted asmgtafile is kept in the suppression list.
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The only time when the company contacts a custavheris on the suppression list is
when a safety issue about the vehicle is discoyenalgt then is the customer contacted

and told what to do.

Ineffective Data Use:

Customers are becoming more demanding and wherptbeide data to the company
they expect something tailored to them in retuitmer€ is no cross departmental use of
data. There are too many different questionnainestiae data is not really used. “The
data is rich but the information is poor”, said thestomer Viewpoint Project Manager.
The GCl(Global Consumer Insights), Ford's marketing resegroup, provides a huge
amount of good information that needs to be smartd by different divisions and
departments in Ford. But, in reality, the inforroatthat is coming through is not really

picked up and used.

Project 50

Project 50 was developed in 2006 and the mainadiéiais project was to increase Ford’s
service penetration into the market. Ford’s serpieeetration is only 38 % at the present
time and the aim is to reach 50% by the year 2BO&D is working on this project with
dealers to reach the target of 50% of service patnah.

The segmentation of the market depending on thébruwf years of ownership of the
vehicle is broadly as follows: 0 to 5 years ang 8@ years. During the first five years

Ford has developed strong loyalty packages that@ietain the customer and
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encourage the customer to return to the netwoRoad’'s services. FCSD is trying to
study the market more efficiently and provide neglbod marketing strategies and
packages that enhance the customer retention gracestry not to lose them after tHé 3
year of ownership. They are trying to concentrateastomers who buy old cars or
customers who have owned old cars for a long tiargeting them by providing good
deals on warranties and MOT’s and AA services amdservices and road side assistance
(where you get someone to pick up the car for ypavhere in the UK when it has

broken down).

Most Ford customers do not prefer to have thes sarviced at a dealership because
either they believe it is very costly and the saold or it is not worth the extra money
spent on the service of the car when it could beedo a local garage for much less cost.
Ford thinks that this is not the case at all arad they are providing excellent service and
the price is good for the service they provide. ‘dee will treat the Ford like Ford”, said
the service marketing manager. Ford believes tleatustomer wants quality in service

then Ford is the place to go to.

Another thing about the local garages and the Beeder’s service is that the technician
will probably charge 45 pounds per hour for the kvtorbe done and in garages they
might charge 30 pounds or less per hour. But taktyas that the Ford technician is well
trained and has the best technology to do the yatkty while in local garages the
technician may not be trained as well and may edaimiliar with the Ford he is dealing

with and so takes maybe 3 hours to work on it, evthie Ford technician may take only

97



one hour to do the job. If customers calculate go#tis way then they will know that it

is not cheaper to deal with independent garages.

4.3.5 Difficulties and Obstacles

It was very clear to the researcher that employedgferent departments seem to have
totally different opinions about the data wareho{§3gPID) they are using. Some
employees mentioned that CUPID is said to have tedsdof thousands of bad data that
is not used and is misleading at the same timdlatdhere isn’t the money to do the job
of data cleansing regularly. On the other handgro#imployees mentioned that they were
on top of it and that data cleansing is done retywaith duplicated contacts being

deleted!

Another problem that Ford is facing is that somalels are not careful when entering
data into the system. Employees make spelling kestand sometimes they do not even
put a reference as to whether the customer is ardéamale. This causes problems when
assigning letters to customers in marketing canmzaigeeding good data into a system

leads to retrieving good data from the system.

Another issue that was raised by one of the int@vges is that a person in a certain job
works very hard to make a good impression and o g@motion and then when he is
promoted or leaves the job for another one, angieeson comes in and does not receive
good feedback from the previous person. The newopein the job now has to struggle

for months to grasp exactly what is going on andiidertakes the same procedures and
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efforts as the previous person. All this is a wadteéme, money and effort that could

have been avoided with better cooperation.

E-Marketing

Because of different legislation about contactingtomers via email and SMS and that
Ford have to have permission from the customeptsad e-marketing has been a bit
slow in action. The problem is that when the systaxsma record for example that has
been passed via VISTA to CUPID with the email addifer a customer and the
permission flag is not set to “on” and the custoatethe same time is not in the
suppression list then Ford cannot contact him ouhé&ss by chance he or she goes
online, puts in the email address and sets theipgion to “on” then the “on flag” is
entered on her or his record and only then can Eontlct this person via email.

It is not only a question of having the email addref a customer, permission is also
required. Customers can set preferences as webxtample, if the permission is only for
news or offers about the KA model then Ford cagrtdsanything on other models. A

customer can always set the preferences on and off.

4.3.6 Managing Customer Portfolios
The customer profile contains the normal informatdout customer name, age, gender,
financial status, address and so on. One of tile CSD is using to retain customers

and fulfill their expectations is CVP (customerwpgoint)
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Customer Viewpoint

Ford GCI (Global Consumer Insight) designed thet@usr Viewpoint Program (CVP).
The main focus of the program is to continuouslyasuge the true voice of the customer
(VOC) for increased ROI (return on investment). Chd3 been designed to provide a
user-friendly tool to both management and the dewevork. Customer Viewpoint is
based on fulfilling specific “customer expectatidns

Most importantly, the customer expectations illasty for all the dealerships, what their
customers expect from them. This tool emphasizesrist important service processes
to the customer which lead to loyalty and satisfectWhat makes this tool a powerful

one is that the expectations are written and drinyethe customers themselves.

The main channel of contacting customers in Fotdrisugh mailing. Welcome packs

and surveys about satisfaction and service aregsentstomers. When a customer buys a
car that customer’s data is entered into CUPIDfeom that database a mailing list is
drawn up for all the customers who have had treifar 12 months and the company
who carries out the mailing collects the namestarddata and produces a survey for all
those customers and sends it to them. The custatsergan go online and fill in the
surveys and send them electronically. Besides tihaite is a section where they write up
the notes, which the dealers can view and read thieatustomers have written about

them.

The percentages of feedback gained from the suiv@ygquite good and some

advantages can be measured. The number of retsuneelys is higher when the survey

is about the purchase of a new car since the cest@nexcited with the new car and
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willing to fill in the survey and send it back. @me other hand, when the survey is about
the service, people tend to be not so keen ta filland send it. However, a good

percentage is still returned with useful feedbant @mplaints that can be solved.

Customer satisfaction

The means of measuring customer satisfaction aedban the customer satisfaction
surveys. When a car is sold, the customer receivggestionnaire assessing the
experience of the sale. Then Ford sends a queaiienabout satisfaction with the first
repair or service and another survey after thregesyef owning the car. Ford sends out

thousands of satisfaction questionnaires, withresequent massive cost for this mailing.

The questionnaire is a personalized one and hgschee of the car purchased. There is
a high sample of these questionnaires returnedrardiuses it to measure the completely
satisfied customers by a key question in the qoeséire that indicates the number of
completely satisfied customers. Ford pays a bomaealers that are at the top satisfies of
customers. This encourages dealers to keep upgbed work and to ask customers to

fill in the surveys and send them.

Some dealers try to influence these surveys. Wharstmer comes in for a service, for
example, they tell the customer that they haveraesuand that it is very important for
them to write “completely satisfied” even occasibneompleting the survey on behalf
of the customer. But if dealers do this online, BG&n track it and will know that this

data is from the same dealer and from the sameinmmach
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GCI (Ford’s marketing and research group) has ssiteethat is available for all Ford’s
departments and divisions. The site is full of pduleand useful information that is not
very well used and picked up by FCSD. GClI is resfne for conducting customer
segmentations, researching the needs and expestatficustomers and writing all
different reports and presentations about issugegrdeng Ford and its customers.
Fortunes are spent in the research area but thkksrase not used very well and the work

is being duplicated.

Ford of Britain hired a company to provide custagdinutsourcing solutions to the
automotive and related industries. The company samzed the major customer contact
points through the ownership lifecycle from pre-ghase to resale. The five main areas
of contact are:

1. Sales and Marketing

2. Customer Service Division

3. Ford Credit

4. Global Customer Insight (GCI)

5. Dealers/ Event Driven
The company has drawn a communication roadmap asdllocated a job for each of
the five different areas mentioned above. Fordrithi Sales and Marketing sends a
sales viewpoint, a welcome pack and a magazindfateht points of the lifecycle of
ownership, which is 48 months. Ford of Britain cunsér service division sends a service
pack, service reminder and a service viewpoinifegrdnt points. Ford Financial sends

an insurance re-solicitation at different point®§al Customer insight sends out quality

102



surveys at different points. Dealers who use REA&Y not all of them do use it)

contact the customers at different points.

One of the biggest problems Ford is facing is thatcustomer sees multiple contacts that
are not coordinated and not necessarily relevagitur& 4.1 shows the different faces of

Ford that the customer contacts and deals with.

CUISTONEE.

FORD SALFS &
DEALERS = CREDIT MARKETING

The different faces of Ford that the customer deals with
Figure4.1 The different faces of Ford
The customer sees multiple faces of Ford but tisgpeor alignment between Ford and
the dealers. There is also duplication of effoat teads to wasted funds. The duplication
of effort is due to a lack of communication and iwhication between different
departments. An example of this duplication isube of similar tools such as REACT

and EXCHANGE to accomplish the same goals.
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REACT
The REACT system or tool is used by the dealersi@pdovided by FORD FCSD who
charges them for the use of this tool. The datd bgeREACT is not fed from CUPID
but from the dealers’ database.
REACT is a customer contact program. It is a demi@rketing tool with 2 key elements:
e Local market analysis reports issued monthly
e A flexible customer mailing tool
The way the tool works is that it takes invoiceadfsom the dealer's DMS (data
management system) about the customer. The systemeaeives external information
about the maintenance and repair work done on Vaitles.
The data that is fed to REACT is not always goda dad it depends on the integrity of

the DMS system of the dealer.

It is the dealer’s choice to use such a systenfand are trying to market it to all
dealers, inviting them to use it for their markgtcampaigns. Some of the features and
benefits of the tool:
e Itis a source of local market data to measureoperdnce and help dealers target
activities
e Itis an easy to use method to contact currenbousts for: service/MOT
reminders, dealer’'s own campaign, national camsaggnal those customers who
did not respond to the first letter(lapsed cust@ner
e To measure the effectiveness of the marketing camga

e To provide a route to submit data about the deamrstomers to Ford.
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e Ford IT can cleanse the data and information in RE@vhich dealers are not
able to do)

The analysis carried out on the data collected fdeaders is done by Ford and reports
are written to dealers to benefit from the analyEiee dealers are effectively outsourcing
this service from Ford.

This tool is useful for the dealer because:

e The system allows dealers to recognize marketimpapnities within the direct
area of relevance (DAR) and create a direct margetampaign to help increase
market penetration.

e |t gives a true event driven marketing tool. Siitazalculates the mileage if 2 or
more invoices are raised within 11 months of tis¢ ilevoice, REACT will create
a reminder based on estimated mileage, giving a@rehance of contacting the
customer before the next service appointment.

e Direct mailing is done by REACT and it gives thebe for dealers to put their

own logos on the back of the mailings.

The tool does not use email or SMS yet but Fomaeing on its inclusion in the near
future. The problem is that the data is totallyeleent upon the invoices issued for
customers and that this data comes from the dediiabase and that most dealer’s e-

mails are not included.

The tool is easy to access and use by the deklessthe dealer has to log on to the Ford
dealer portal and then they have an icon that B&ACT; when logging onto the

REACT system the directions to use the systemasg &nd the main menu has many
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services and options, such as: analysis (repee#)ng targets, planning, implementation
(letters), monitoring (metrics) and administrat{o@port setup and customer

suppression).

REACT can carry out routine mailings that are senton behalf of the dealer with
dealer personalized headings and signatures feiceaand MOT reminders. The system
also sends mailing if a customer does not respatalsed letter can be sent 2 months
later. Some additional features are also providethé system called the ProSmile.
Promotional offers from ProSmile can automaticakyprinted on the back of a letter;

dealers can then use their own PDF and developdiai targeted campaigns and letters.

This tool was available 10 years ago but the dealkere not using it properly and were
not gaining any real advantage from it. Hence Ftecided to buy the tool and
customize it, then asking dealers to rent it areiusAccording to Ford the system was
officially launched in February 2006 and they ag@ng to convince dealers to use it. It
costs 95 pounds per month for a dealer to fullytheeool plus the costs of the mailings.
The dealers have the support of Ford consultamtghay gain many benefits from using

the tool.

REACT and CUPID
Sales and Marketing are responsible for CUPID a@8[F are responsible for REACT.
REACT receives its data directly from the DMS o thealers not from CUPID.

Management in Sales and Marketing are making aftorbuild the interface necessary
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for REACT to interface with CUPID and they were egpng that REACT would do the
same but the people responsible for REACT (whd=&8D) are not the same
department or management and did not build thefatte linkage on their side and so the
tool and the database could not be linked. FSChdichave the budget for doing their
part of the job in implementing the interface foe tinkage between REACT and

CUPID. This is one of the difficulties of havingférent management in the company
responsible for the same tools doing the sameyblvibh different names. This has also

cost the company a lot of money and wasted a gestof effort.

4.3.7 Evaluation of the System

Quality

Ford wanted to differentiate itself from other piders and in response they issued the
RAC service workshop quality program. It basicglave every authorized repairer a
choice of two options. A RAC engineer visits th@léeship ten times a year, takes two
vehicles that were serviced and they do a qudtieck on them. This costs a thousand
pounds a year. The other option is that the RAGopers a physical mystery shop
recorded with a hidden camera; a car is preseniédseven faults and if theses seven
faults are not discovered the dealer has to pa9 ps0nds for one shop and they have
three such mystery shops. The vast majority wettt thie first option. This action was
highly successful and progress is being made ifieleeof car service with these
authorized dealers. The customer is not awarei®atttion and program. What FCSD

wants to do this year is to try to market thishe tustomer so that the customer knows
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what Ford is doing for the benefit of the custonadgut the ease of repair and about the

guality that Ford expects at all times from alldifferent repairers.

A 5 step counseling process is undertaken for tshops that are not performing well
car repairs. This is undertaken for the very bealets over a 2 year period. Each step
takes six months. Step one entails a dealer rexpavietter indicating the start of the
process and the need to develop an action plantkeih business manager and a Ford
representative. Then the dealer is measured by, Faheir performance is good they
pass, if not they enter the physical mystery skfapgy fail they reach the third level
where Ford sends another letter stating that thkedbas to receive a consultancy service
which will cost the deale£2000. The fourth step is to do another mystery svapif the
dealer fails they go to step 5 at which point thaldr is dismissed and their license

revoked. Such dealers will not continue to be Fwdlers.

The researcher was given some tapes of mystergsboprded in different dealerships.
The tapes were recorded with a hidden camera wtherdealer did not know that he was
being taped (the process is that a car with 7daudimes into the dealer’s shop and if the
technician noticed all 7 then they pass if not tfaaly. After the mystery shop a report is
produced and given to the dealer to see what theg Hone. The silly thing about this
procedure is that the seven faults are alwaysahwsSo the dealers already know what
the faults are and they can look for these fawesyetime a customer is in for a service;

so they will pass this test even if they were raidyenough!!
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4.3.8 Internet Presence

Corporate management (in the USA) commissionedlmsiteedevoted solely to nurturing
a customer-focused environment at Ford. The websisedesigned to be a user-friendly
library of practical information about Customer &e&nship Management (CRM)
explained in clear, concise business languageathaEord manager or executive
anywhere in the world could readily understafhike website is rich in case studies,
whitepapers, CRM glossary of terms, ROI calculatord measurements tools. This site
has made it easy for Ford managers to share ichelegiew the progress of customer-
focused processes. Furthermore, it has helped argtoiford who might be interested in

learning about CRM and its concepts. (cumuluspastoem)

With respect to the viewpoint tool which is usedASySD, after surveys are returned
from customers they are scanned and put onlinddalers to read. Some dealers are
keen to read the comments of their customers iardadpositively change any processes
that may be annoying customers. Other dealers deac the surveys and FCSD knows
if the surveys were read or not through flags #natput on (not read) and off (read). The
problem is with dealers who open the surveys ami dead the comments! The
viewpoint project manager assured the researchethb amount of information and
useful data provided to dealers is much more thhamy other motor company as far as
they know but “whether the dealers are using tifisrmation and knowledge that is

another issue”.
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The GCI website is accessible by all dealers. dnigxcellent website with all problems
and solutions driven by customers’ complaints. €rse recommendations and solutions
for dealers who are facing problems with the FC&bvSe Quality program mentioned
earlier (the 5 step counseling process). It isea-friendly site with best practice
suggestions for dealers to read and learn from.siteehas a wealth of information but

are dealers using it?

The Ford website that customers can access and tiseone at www.ford.co.uk.
Customers can build their own vehicle by chooshegrhodel, colour and many other
features. The site provides a very nice tool t@ giustomers quotes for car financing.
Although it is a fantastic tool for customers tdcatate how to finance the car and how
much it will cost monthly, it might alienate wellistomers since of all these different
options none may suite them. On the other hartlgitustomer is helped in a dealership
the representative or salesman can convince theras of the different options that he
can arrange for this customer to buy a Ford. Angbheblem is that a customer can think
a lot about the online offers, can go and visit ynatier car dealers online and get other

offers, which lead to losing the customer who amgl$iot buying a Ford.

4.3.9 Future Plans
From the Ford point of view they are keen to gétdseand they are trying to improve the
processes they already have. Ford is trying toigotwe voice of the customer. The

vision that Ford is trying to achieve (figure 4i&Jor the customer to have one face of
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Ford rather than the multiple confusing faces betw&hich the ordinary customer won't

know the difference.

CUSTOMER

ONE BRAND VOICE
"FORDINESS"

FORD SALES &

DEALERS FCSD CREDIT MAREETING

Ford's Vision

Figure 4.2 Ford'’s vision

4.3.10 From the Dealer’s Side

“The automotive market and industry in the UK i aaynamic industry that’s for

sure”, said the dealership’s call centre managearing the late 90’s and the beginning of
the 2000s businesses were concerned about CRMband lkenowing what the customers

want and being there at the right time and at itjt& price.

There are a large number of dealerships in therdkifLondon to Dundee. One of the

biggest sites in Edinburgh had lots of custometsvaas busy all the time. This lead the
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management decide to keep this site operationhbPs a day and 7 days a week. The
site started to work 22/7 with two shifts of teatians; the first shift leaves at 5 pm and
the second starts at 5 pm and leaves at 5 am. dlbsg only from 5 till 7 am. By
implementing this timetable this dealership hadt lun their customer base, customers
have been very happy with the service and thenmatnrthe investment has been high.
"there was a 40 percent increase in the profit vniade the management very happy

with the decision they made", said the call centamager.

The dealership at this site has offered a very Zaedvice for their customers who can
bring their car at 5 pm when they finish work, leatvovernight with the technicians to
repair it and then when the customer comes backaat in the morning before work he
can pick up his car, which is ready for him. Thisdkof service was very appealing to
commercial car customers who cannot work withoairtiehicle and so they can leave it
overnight, have the work done and go to work aslusith no delays. From this service
Ford have found that they have migrated existingtohae customers to night time and
have won a huge number of new customers as wethi8sdea was very successful Ford
decided to seek more ideas. At that time the cone@ss not to gain more customers but

to maintain contact with existing customers, retagm and satisfy them all the time.

One of the problems in contacting customers wasttigamanufacturer and the dealers
were going in opposite directions. The manufactigseeking less contact with the
customer in providing long intervals between sexsiand making these intervals longer,
which appeals to the buyer who is happy that m@igjoing to spend too much on the

servicing of the car. On the other hand dealersee&ing more contact with the
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customer because this is what CRM is all aboutthey are trying to retain continuous
contact with their customers and service them mbnese are the two opposite
directions that create a conflict. The ultimateasn for the management of this
dealership was that they wanted to be a custonmeerdbusiness. “We are here to
provide a service, so tell me what you want andmiiedo it for you”, said the call centre

manager.

Manufacturers make contact with the customer lesspuent (they have gone from 6
months to 12months and even to 18 months) becauakaitally they can do this. For
example: the technology of oil that was used 10s/ago could not last for more than 12
months and people used to break down at that ailteow the technology of oil is very
advanced and improved so it can last for threesy@#@h no problem at all. Another issue
is that fleet customers who buy a huge number i&f foat business don’t want to have the
cars serviced every 12 months and they wish toceedunning costs as much as they can.
So what manufacturers do is to advertise carsetdap running costs over a 4 year
interval. Although this is good for selling the dret, it is not good for the after sales
market because dealers provide the after saleEseand this therefore affects them

negatively.

Therefore the management of this dealership dedltidhe only service they needed
was a contact centre so that they could proactmédyact with customers. They contact
their customers to remind them of the MOT servieg ook them in for this service

when they call them or at the convenience of ttetatuer. They do what is called a
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visual health check for the car whenever the caeiigiced at the dealership. The visual
health check involves a sheet of paper that isuretb green, amber and red and it checks
the five core areas of safety in the car, which larakes, steering, engine, suspension and
tires. This visual health check (which is free b&ge) is done on every car serviced,
after which the notes are placed in the appropdateur area. Green means it is OK,
amber means the car needs to be checked in théubesa or fixed now and red means
that the car is in a crucial condition and thdtas to be serviced immediately. There is an
electronic system that diarises all this informatiio all the dealerships all over Scotland
and this system automatically recognizes when dreagustomer needs to fix what was

wrong and sends him a reminder or a phone cathaaall centre.

This information feeds into the call centre whemgp®yees call customers who have a
car in the amber area, for example, and remind tioeim the problem in the car. 27
garages feed into the call centre (where the reBeadid her interview with the
manager). These sites are not all Ford specifie.ddalership chosen for this study deals
with six different car makes: Ford, Vauxhall, Meldes Benz, Renault, Land Rover and
Jaguar. This call centre is for Scotland alonbalt an ACD (automatic calling
distribution unit) that helps distribute the caltsming into the call centre. For example, if
a customer calls the Dundee dealership numbecalhes automatically diverted to this
call centre and the employee answers the call kmpwiat it is a call to the branch in
Dundee. This makes the customer think that hetisallg calling the Dundee site
whereas he is calling the call centre in Edinbukifhen a customer calls the call centre

and the employee answers, he asks for the customame and the car registration
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number and pulls out the record of that customebtain all the information he might
need to have a successful conversation. When théogee is making a call to a
customer the screen has a dialogue that helpsripgee to make his contact with the
customer a successful one. This helps in leadiagtimversation and not leaving the

employee alone with no support as to the direabiothe conversation.

Technology

In the year 2000 two of the senior managers wedifterent countries in Europe and the
USA to look for appropriate software for the cadhtre that does what they want. After
this trip they decided to build the software in-Bewince they did not find suitable
software tailored to their needs. The company eagam IT consultant who was able to
understand what management wanted and what weredb@ements for the call centre.
The consultant was smart enough to do the progragmith the requirements that were
given to him from the interviewees so that a psiateen could be set up after 10 weeks of
work and programming. During the next two yearythave developed a full in-bound
booking system and an out-bound proactive cust@metact system. The vehicle health
check system was then built along with a suite ahagement reports from which
everything could be managed and evaluated. Themysbnducts a lot of analysis and
generates different kinds of reports that are lyethanagement to support decision
making and marketing campaigns. The call centraesaout the analysis using the
system and then sends reports to the managemdiftenént dealers, telling them, for
example, how many calls were inbound, how manyawtd, how many of those were

complaints and how many were for MOT and so oraddition, they also tell
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management how much time it took to answer the calilicating the level of the service

performance.

Books and manuals of all the cars have been codpiih the required information
about the car that many customers do not even kRowexample: in Ford and Mercedes
Benz cars the brake oil has to be changed everyéars (written in the manuals) but no
one knows about that information. Since they hauetips kind of information about the
cars in the system, it pops up automatically feremployee on the screen when a caller
calls for anything and his record will be in fraftthe employee with a flag
demonstrating what has to be done for this custoB@ipts have been drawn up that

provide all the explanations for the customer abbetservice on offer.

The diaries and booking calendars are all contlolia this call centre so that no
overbooking or under booking is faced by any ofgites. In this way work is controlled,
connected and automated via the system. A custoamemake a booking through: call
centre, website and dealership. Whichever the ehie customer uses the booking diary
would be uploaded in real time. People howeveiryarge the web to make bookings,
rather they use the web when they are looking todboew car and doing the search for

the best deals.

The system is fully integrated with all the systeand data bases of the different

dealerships and when a customer calls in and gineesegistration number of the car, this

number automatically tells the system which dediprg is and pulls out the file or
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record of this customer and so that all the infdromais in front of the employee in the
call centre. If any bookings are made during tiisne call or any information about the
contact details are changed, this gets back toettwd in the dealership and is cleaned

and the old information is replaced with the neW.tiAis is done in real time.

The way the system achieves data cleansing isghrawconnection with the electoral

roll (which is a huge database where all the peligieg in UK are registered); the data
warehouse runs through the electoral roll systewhirig out obsolete records and
deleting them or finding out if a customer is noder at the address first provided when
the car was bought or serviced. The data is tHantand run through the British
Telecom system, the main telecom providers in tke &hd the numbers are checked or
changed as required. All these procedures aresdaotit to clean up the data as much as

possible. After the cleansing process the dataasi.u

What happens when a car is sold or the owner dies?

If a customer is called and that customer is dedths sold the car they follow a process
of “detach”. The customer is detached from the clerand a record of the vehicle alone
is kept, which stays in the database. This alspdapwhen a car is sold. If the car was
bought by someone else and this new customerindtis a service the car registration
number is taken and the system automatically puitghe record of the car; all the data
from the new customer and owner is then taken #adhaed with this car, creating a new
record for the new customer and owner. This isulsafice the data of the vehicle is all

together in the new record detailing what servaes fixes the car has had.
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In 2000 the call centre was up and running and gepwing; the customers were happy
with it and more sites were interested in this merfinding benefits of using this service
quickly. In the past customers were not very weleanhen they called up for a service
or a complaint either because employees on sites vegy busy doing many different
things at the same time or they were rude enoughate the customer go away. Now
with this service running customers have felt thieence, the people in the call centre
are working only to care for the customer and mugjtalse. “It is the job of these people
to make life easy for customers and satisfy themmash as they can”, said the call centre

manager.

To do the job well a great deal of training is pded to the people who are actually
talking to the customers; the training is differémtinbound calls and outbound calls.
Training is done on how to use the system and leiwvledge of the cars. The voice of
the employee calling or receiving the call is vemportant. The majority of people

would judge whether or not they like this persothia first 12 seconds. So there are 12
seconds to buy a customer, make an impact, buytthst, after which the customer can
be taken through other details, with opportuniteesross-sell and up-sell because that
customer likes the person he is talking to. Empdsyare taught how to talk to customers
and in which tone so that the employee can win twercustomer quickly and lead

him/her through the call.
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Customer satisfaction

Satisfaction measurement is available on the syasewell. A phone call to customers
who have had a service scheduled via the outbaard aind satisfaction questions are
asked. There used to be 7 questions but the custgohéored and did not want to
answer all the questions so one question alonevisasked: were you completely
satisfied with the level of service you had ondlag? If the customer says ‘yes’ then a
notice is put to send a satisfaction survey toctigomer; the customer is told about the
survey and politely asked to fill it and send itkalf the customer says ‘no’ then another
script is shown to the employee who asks why tlstacner was not satisfied and what
they can do to serve better. The employee hagdiffduttons to choose representing the
reasons why the customer might be dissatisfiednoaiwashed or not in time or the
parking was not good and so on. At the same timaaraes have a space for writing up
other reasons if they feel they have to write thgmlf the case highlights serious
inadequacies then the employee apologizes to $termer and a large red button at the
end of the screen says: “red hot manager email.érhployee then sends this particular
case to that email so that something can be doicklygtio recover these terrible

mistakes at that site. This email is sent to theise manager and the general manager as

well; they deal with it properly and they call tratstomer and try to make it up to him.

This procedure feeds back in the reports preparddant to the different sites with the
number of satisfied and dissatisfied customersth@deasons they were not satisfied.
This helps the site to know what are their weakeessid the strengths so as to try to

improve all the time. In the researcher’s opinibis procedure is much better than the
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procedure of sending a customer satisfaction suxveystomers via mail and waiting for
responses, analyzing the results and sending tiieto the sites like FCSD is doing

(slow results and slow responses).

Future plans

What this dealership is looking for is softwaretthises the post code to segment
customers and tell where the highly profitable costrs are. They visualize it as a map
underneath the main screen showing all the ar@asith covered by their local market
and these maps would show where they have cust@ndra/here they need to target
new customers in different areas. They want somgtthiat helps target people who they

know would come to dealers to get a service andamahy garage.

Service quality

There is a quality inspection program in the shepsre someone from the management
level who has a technical background would go asdect 10% of the cars that were in
that day and make sure that everything was dongepisowhen the cars were serviced or
fixed. All this would be reported and the servicanagers would plot this on paper and
analyze if there are certain patterns or clear wesges in some areas to be fixed that and
dealt with. This is a good procedure that spotsarea behind the low level of service
guality; it sometimes is a question that machinstyroken or that a technician had a
problem and his work was not up to standard; tpesklems can be fixed and known

through this kind of inspection of the quality bétservice.
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Complaints

If any complaints are received via calls or maiearail then they can be dealt with. If the
employee could not solve the problem it is escdltdehe manager of the call centre or,
if not, to the managers of the sites and they ddtalit; this is done until the problem is

solved and the case is closed. All this is docuptand written in the records.

Difficulties and obstacles

Change was the biggest obstacle faced when thearalle was implemented. In was not
until the late 90’s that management realized thatwtay they dealt with the customer and
the way they handed in the car or carried out @sehad not changed at all over all
those years and they realized that this had tdvaeged and the business had to be
customer-driven. "Technology, cars, manufacturats@istomers’ expectations have
changed but the service has not", said the calteenanager. When this software was
first introduced and this new way of delivering gervice in the market, people did not
like it. The call centre manger had to sit withtak sites’ managers and try to convince
them about this new process to serve customersetimg) them that they needed to
adapt and accommodate with the changing. Site neasaged to say that they were
happy with their methods of the last 30 years tinay didn’'t need to go through all that
hassle. After the first few sites bought into thistem the others heard about the service,
how good it was, how sites were happy with thellefeustomer satisfaction and how it

affected business positively with their profit ggiap and so they all joined in.
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There are 12 employees on the inbound team andatbgythree shifts including
working on Sundays; the shifts are weekly shiftghie outbound team there are 11
employees. The two teams are different with diffieiskills and ways of speaking to the

customer.

The software measures everything and they knoweaénd of the day how much profit
they have made. They do all kinds of statisticsuabioe calls, whether for a booking or
an MOT, for example. The software is very detaded is used for analyzing data and
marketing purposes. The researcher had the charmrewse through the software with
the call centre manager where he showed her howotteare is used and how the

reports are compiled.

4.3.11 Conclusion
The researcher would like to conclude with somafsoabout the company studied.

e Ford of Britain is a huge company (part of Fordeafope) and it can be divided
into the main company with its different departnsead divisions and the
dealers which are owned by different people aluatbthe country. The problem
with the main company is that every department ocavpart of the customer, not
the whole customer. This leads to some confusiogrnvdontacting the customers.
There are many different channels that the custa®els with and the customer
then is confused and does not know if it is FCSBand credit or the dealer!

Ford does not have a single image for the compdmnwontacting the customer.
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One big problem with Ford is that they are dupli@atvork and they are
duplicating projects that do the same work andea@hthe same results; they are
spending fortunes on expensive software tools matisoordination between
different departments and management. Differenadegents suggest ideas of
doing business in a customer- centric way. Thepart@ents with different
management obtain permission from senior managetoamplement such tools
and somehow senior management does not noticéhtbatork has been done
before or is being done by another department; tinesefore approve that
project, realizing later that this had been dorfergeand that they have lost
money from duplicated efforts. They need to hayer@yriate coordination
between all departments and divisions so that tleeyot lose this money and

waste effort in this way.

The management in FCSD is interested in implemgr@RM concepts but the
problem is that senior management only give ordévghat they want done
without getting into the details of how it is to #ene. So when it comes down to
the level where people in FCSD are going to impleniee idea, it comes down
to personal efforts. The CRM team in FCSD consisfsse members only and
each one has his/her own job to work on and sodheyot dedicated to the CRM
project alone, which makes it a second or lastrpyifor these people. This
division needs to give more priority to such effand have people dedicated to

CRM team alone to do the job well.
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e The researcher raises two issues about the usgPIBC Some say that CUPID is
mainly a database and is not used to perform CRMitées and others say that it

has a huge capability for CRM activities and th& used as a CRM tool.

¢ Another point that was triggered by the customewmwpioint manager is being
polite when serving the customer in the dealersliipse to face contact is
absolutely crucial and leaves an excellent impogssin customers, with such
satisfied customers subsequently spreading the ammatdoringing other customers
(word of mouth). The researcher did mention inlierature review that carrying
out rigid tests for employees before employing thessting how polite they are

and how they deal with people, is very importamttfi@ good of the organization.
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CHAPTER FIVE

ANALYSIS AND RESULTS-PART TWO

BANKS

125



5.1 Introduction
This chapter reports the write-ups of the threekbam the current study: the National
Commercial Bank (NCB) in Saudi Arabia, Al-Rajhi tkain Saudi Arabia and the Royal

Bank of Scotland in the UK.

5.2 Case Study Two: The National Commercial Bank ilsaudi Arabia
5.2.1 Persons Interviewed

1. Head of Private Banking, Western Region, SaudbAa.

2. Project Manager, Private Banking

3. Customer Relations Manager, Private Banking

5.2.2 Background

The National Commercial Bank is the pioneer commétank in Saudi Arabia, licensed
in 1953 by a Royal Decree issued by King Abdul&iiz Abdul Rahman Al Saud, the
founder of the Kingdom, thereby, converting it franmultiple proprietorship into a
proper bank, the National Commercial Bank (NCB).

NCB'’s initial paid-up capital was just SAR 30 nolli (US$ 8 million).on July 01 1997,

it was further reconstituted as a Joint Stock Camgpia 1999, the Government through
the Ministry of Finance's Public Investment FuntFjRacquired a majority holding in
this Bank.

As a result of the changes made in the Bank's cshieem 1999, a new Board of

Directors was formed. This marked a clear separdi@ween the ownership and the
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management of the Bank. Since then, NCB has redgudsitive changes in the quality

of customer service, product offerings and finalne&aformance indicators

Some financial indicators include:

The NCB is the largest Bank in terms of capitathio Saudi Arabia and the
Middle East. The Bank’s paid-up capital now staadSR 6,000 million (US$
1,600 million).

Total assets at year end 2004 totaled SR 130,4lehi(US$ 34,777 billion)

Net profit for fiscal year 2004 totaled SR 3,531liom (US$ 942 million)
Shareholders’ equity at year end 2004 totaled SR743million (US$ 3,673
million)

Return on average shareholder equity for fiscat 2684 amounted to 29.3%.
Earning per share for fiscal year 2004 amounte®R®9.4 (US$ 7.8), compared

to SR25.1 earning per share for fiscal year 2003.

Some key facts:

At year end 2004, the Bank operated 248 branchesghout the Kingdom,
including 161 branches dedicated exclusively tanst Banking services.

By year end 2004, the Bank’s customers surpassedndhon clients.

At year end 2004, the Bank employed 4,424 peoplehaim 84.2% were Saudis.
The Bank operates the largest dealing room indorexchange and money
market in the Middle East.

The Bank operates 2 international branches in Baind Bahrain, and 4
representative offices in London, Seoul, Tokyo, 8mapore (NCB website,

2005).
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About Private Banking:

Private banking is one of the departments of th&M@d it provides personalized
services. Private banking appoints a Relationshtapdger who personally manages a
particular customer’s account. The customer’s i@lghip manager is always available
to assist him/her any time and anywhere. The cust@md his/her relationship manager
establish a one-to-one relationship built on caenidhlity and trust. This department has
been built exclusively for the highly profitablestamers (NCB website, 2005). Private
banking is a small department of a 100 high lewel dedicated officers from amongst

NCB'’s total of 4500 officers.

5.2.3 Business Strategies

The bank decided to apply re-engineering procdssti®e bank as a whole. This process
took place in the year 1998 and took them two yeafglly establish the processes for
the cultural change. This re-engineering processnea only for business strategies, it
was a huge cultural change for the bank as a whible strategy set and now in use is a
strategy that has a four dimension focus:

1- Financial

2- Internal

3- Customers

4- General public

Using these four focal parameters they developei balance score card. When the

bank went through the evaluation of the four patensethey agreed that the customer
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parameter can not be measured properly with whatawvailable in the bank at that time.
The management decided to use the Private Banlepgrtiment to be the pilot case for
implementing a system that would accelerate anceragkilable customer intimacy. The
bank chose Private Banking because it has few¢ommass and their data and contacts
are manageable. Although the number of clienteigreat, these clients are the most
profitable to the bank. The management was asledubstion: What are other
organizations doing to accelerate their custom@nacy? One of the solutions was to
implement a CRM system. The bank did its reseanchfaund that the percentage of
CRM failures has been very high. A group of manag@mepresentatives were then sent
to the USA and Europe to visit similar organizasi@mnd discover the reasons behind
their CRM implementation failures as also to atteathinars on CRM. The main reason
behind those failures was that organizations wesreg to implement the CRM software
and force a cultural change. “Technology is grieat,without the culture change that
embraces CRM initiatives, all high tech softwarenivbelp”, said the head of Private
Banking, Western Region. Those failing organizatierperienced a great deal of
resistance and consequently rejection from theapfgeand, hence, they did not succeed.
Research also was conducted to identify the matstide software package on the
market which would satisfy the bank’s requiremeiitee bank finally signed a contract
with Sales Logix. The good thing about Logix’s pagk is that it allows customization
and whenever the bank needed to add a new modayetiuld do so simply by
integrating and customizing the system accordintpédoank’s needs.

“This is an ongoing process now at the bank. Trstarnization has not stopped and will

not stop. We will continue this process of improegnby getting more into and out of
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the CRM system” (CRM Project Manager, NCB, 2006L.B\built their system from
scratch, according to the requirements of the b&ihk.NCB bank was the first bank in
Saudi Arabia to implement a CRM system. The vemlovided the bank with a ready
made model to satisfy the needs of the bank aschtbdel was run and tested in the
bank. They implemented only 15% of the system nfitst year and in the second year
they implemented another 15% and by year threeithpiemented what they wanted
from the vendor, which was only 40% of what theka@e can give. This percentage of
the CRM package was fulfilling the needs and rexju&nts of the bank. They decided
that there were lots of functionalities in this kage that the bank would not need for
now. They think that this has been an excellent Wwaynplement the system gradually
and that this was the reason why they did notdaildid many other organizations.
Management decided to include the CRM functionaititthe process manual (where
every process or system is documented) so thate@myemployee can read all about it,

how it works, know how to deal with it and accept i

5.2.4 Difficulties and Obstacles

The first problem that the bank had to solve was tine officers in the bank and in Saudi
Arabia as a whole did not know anything about CEMt the management was very
open and very understanding as they wanted whabestdor the bank. The bank spent
a great deal of resources and time educating p@ophe bank and convincing them that
CRM is for the good of the bank and that it is efmsyse and manipulate. The bank did
many training sessions with the relationship maragdo were the main users of the

system. Resistance from the users was relate@tohidinge in the culture and the actual
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use of the system. Users found that data entryessuing the system with customers’
details is hard work and time consuming. Theytfet all this extra work was not going
to pay off in the end. Employees were not intecestaising the system.

The management of the bank decided to spend msoenees in training the staff and
getting feedback from them. This took place betwhenyears 1999 and 2001. The
training was not rigid and the instructors triedriake it as entertaining as possible. The
instructor who trained the users was one of theeaysyendor’s employees and the bank
took him on board to work with the bank after imptntation of the system. The
purpose of training was to accustom users the isyatel to make the system a way of
life for each employee so that it would be thet fining that he or she opens in the
morning (this goal was achieved by a user openisipér email account as well as the
CRM system first thing every morning). The traingigo provided instruction on how to
feed the system with the data, which was imporaadthad to be done right in order for
the system to produce the desired output. Thearared to convince the users how easy
it was to use the system and how important it waenter the data quickly and correctly.
Users had to be assured that it was safe to usyshem and that management would
always be monitoring activity by opening any usa@csount at any time and reading
what he or she had produced, what progress wag belmeved and how many hits he or
she had managed. It was made mandatory that eserynould write reports which
would be reviewed by top management. The manageunsexkt other pressurizing
measures in the processes. The bank made it oleangloyees that this system was a

must for the bank and that they had no other chauteo accept it and live with it.
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One of the biggest problems the bank is facing isothiat when they face a technical
problem and the system goes down for a day or nusess lose interest in using the

CRM system for up to a couple of weeks.

5.2.5 Data and Segmentation Schemes

Segmentation is part of the business strategyerénk (see figure 5.1). “Segmentation
is part of the strategy we have. You can't do fiasately, factors depend on each other,
so you have to have a strategy and then a balaoncecard and then you do the CRM

right” (Western Region Head, NCB, 2006)

Business Strategy

Finaticial
BEalancH Resources Customets
soore
gl i Internal
Processes
CEL

CEM 15 part of the Business Strategy
Figure 5.1 CRM is part of the business strategys{em region head, NCB, 2006)

Segmentation is done according to age, gendendiabsophistication levels and risk
tolerance. When these elements are put togethgctnestitute nine boxes in total.
Management hesitated in giving out such proprigtimrmation and one of the managers

interviewed said that all this was highly confidah&ind that they could not give out any
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further details. Segmentation in the bank is dopatirly by the relationship managers
and reviewed by the management.

Customers’ information is stored in the data wausieoof the main bank. Data is fed
from the main bank to the CRM system of Privatel@agnevery month and hence this
data interchange is not yet in real-time. The bar&oking forward to linking the two
systems and thereby doing everything in real-tiftes will help ensure speedy business

with no delays.

5.2.6 Managing Customer Portfolios

Every customer of Private Banking, both businessmarsonal, is assigned to a
relationship manager. Relationship managers araresijto actively manage their
portfolios according to: volume of business, ins¢margin spread, fee income,
profitability, customer retention, the acquisitiohnew customers and other factors. The
size of each relationship manager’s portfolio \v@aecording to the segment being
served. A relationship manager responsible exadgifor private banking clients might
have a portfolio of 50 customers. Although thetietsship managers are accountable for
their business figures and are rewarded for pedog®e, their incentive plans have not
yet been linked to performance on the basis ofgalad commission.

Customer portfolios contain every single detail@libe customer. These portfolios may
contain the names of relatives and friends andhttdies and other preferences of the
customer. Through the contacts in the existingausts’ portfolios the bank can use

leads to acquire new customers.
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The accuracy and detail of the information in thetfolio is totally dependent upon the
relationship manager who is feeding the systemeftlsometimes stretch there

imagination and get the best out of it” (WestermgiBe Head, NCB, 2006)

5.2.7 Evaluation of the System

CRM has provided the bank with faster service agtteb ways to solve problems when
encountered. "The CRM system we have in use nowiged us with faster means to
service the customers”, said the head of privamkibg .The system is integrated with
Outlook so the user opens his email and receivesranl telling him that this task has to
be done or that there is a flag of any kind arosmbe issue that has to be dealt with and
this speeds up the process of solving problemsjging particular services or getting

the products to the customers.

The bank can’t assure the success of the impletiemia the CRM system 100%. But
all that could be said is that they are using trstesn in the way they wish and that
carrying out the implementation gradually over tyears is a sign of success in the
management’s opinion.

Evaluation is conducted every two months. Questans are given out to the users of
the system asking them about the speed of thersystd its efficiency, how they want
the system to be in the future and what ideas mhigit have to improve it. Technically
they also do an evaluation of the system and whesrtbéere is a problem they deal with

it on the spot. The two main factors that are usezlvaluate the success of the system are

speed and competition.
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5.2.8 Internet Presence

The internet presence of the main bank is very goutithe management is quite happy
with it but at the same time they are continuotishng to improve it. Since Private
Banking is for the highly profitable customers dhdre is a relationship manager
allocated to every customer the online facilityag the way this type of customer wishes
to do business. Private Banking customers likeet dith the relationship manager
directly and receive whatever service they needneber they need it. This is why they
do not usually use the internet. “They do not nieedit is much faster and more

comfortable to do it with the RM personally” (Wesstd&kegion Head, NCB, 2006).

5.2.9 Future Plans

The management of the bank is convinced that CRManarilliant idea and the pilot
they have conducted in Private Banking has progdretsuccessful. Now the bank is in
the process of negotiating the implementation oMXRroughout the rest of the bank
with the biggest system vendor in the marketplda&e. bank will tailor this process with
what they have learnt in Private Banking. Anotheriyem that the bank is keen to solve
is how to link Private Banking with other bank ogigns so that any data exchange can

be made in real-time.
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5.2.10 Conclusions

Serving the consumer market in Saudi Arabia faarfitial services is an enormous
undertaking. The geographic span of the counthyige, and the needs of consumers are
varied and complex. These realities have forcedoNat Commercial Bank to rely upon
technology to meet the requirements of the consdimencial services market. As the
bank has sought to refine its business strategiexlude a relationship management
component, the need for technology has become reeea critical. Yet the bank
recognizes that technology alone will not providenpetitive advantage without a
comprehensive CRM business strategy.

An interesting aspect of National Commercial Bardpproach to CRM is that it does
reflect a good balance between technology, peoypleasiness processes. While
technology powers the advanced analytics that alteeAbank to create meaningful and
appropriate sales and service strategies, it nsgtraly upon well-trained personnel and
CRM-based business processes if it is to be suct@sbuilding relationships with
customers. The acknowledgment of this reality dedwillingness to allocate resources
accordingly is what separates National CommercaikBfrom most other financial

service institutes in Saudi Arabia.
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5.3 Case Study Three: Al Rajhi Bank

"CRM empowered us to link our planning processéis gay-to-day performance metrics
to drive the creation of products that meet ourtooeers’ distinct needs. This capability
has been instrumental to our continued succesaudiSArabia's increasingly

deregulated banking climate." -- Western Region &tgm, Al Rajhi Bank

5.3.1 Interviewees
1- The Western Region Manager
2- Two Branch Managers
3- Two Relationship Managers

4- The CRM Project Manager

5.3.2 Background

Al Rajhi Bank is a major name in Saudi Arabia'skiag and business world. It has
grown from a strong base, focusing on serving #exa of the nation and its citizens,
contributing to the Kingdom's construction and depeent, and always operating

within the framework of Islamic principles.

Banking and trading activities of Al Rajhi Bank laegb0 years ago, in 1978 individual
establishments were merged into Al Rajhi Tradind Brchange Corporation and in
1987 it was converted into a joint stock compangarroyal decree. Al Rajhi Bank

supports its customers’ beliefs and only provigesling product and services, built on a
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foundation of experience, knowledge and a condisteritage of Islamic banking and is

now delivering this to a global market.

Al Rajhi Bank is one of the largest joint stock quamies in the Kingdom, with a paid up
capital of SR 4. 5 Billion ($1.2 Billion). It isomsidered as one of the leading and most
developed banks in terms of traditional bankingdpicis and services in addition to the
new electronic links and facilities. Al Rajhi Bahks the largest branch network
distributed throughout Saudi Arabia, the largestvAifetwork with nearly 1400 and over

8000 merchant terminals installed all over Saudibia.

On the 11th February 2006 the bank changed itsitggdrom Al Rajhi Banking and
Investment Corporation to Al Rajhi Bank. As the baontinued to grow and move
forward into new markets it took the decision tamtpe the bank’s identity and name to

give it a broader appeal as it grows its intermaticustomer base.

5.3.3 Business Strategies
“If there's no management support all CRM initiaswvill fail”, said the western region

manager.

The objectives of the bank are represented inipnagtbanking and investment activities
as per its articles of association, basic systesnbamking control regulations. The Al
Rajhi Bank is practicing banking and investmentit®iown account or on behalf of

others within or outside the Kingdom.
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Al Rajhi decided that to remain competitive it mabift from transactional retail banking
to more of a sales-focused operation. The shiftyever, was not going to be easy.
Figures showed that only 27% of activity in the lar8378 branches brought in sales. In

contrast, 63% of daily activity was geared to mgkedeping operations running.

In the year 2004 The Al Rajhi Banking and Investt@orporation finalized a major
business initiative to enhance customer satisfacim increase market share through the
deployment of Customer Relationship Management (CRMhe early stages of the
project, the vendor’s consultants conducted a cehgsive planning and scoping
workshop with the bank project team. This procdsesitified all the critical success
factors. Together the vendor and the bank's IT tise@m produced a detailed execution
plan, with each project team member and bank bssiaeit fully aware of their
responsibilities. To ensure smooth implementatanagement gave the bank team and
the vendor’s consultants full empowerment to tdieertecessary measures to overcome

any obstacles.

The bank started planning to implement CRM in teary2001 and did not finalize the
implementation until the year 2004. It took the bammost three years to fully
implement the system. This long time made the m®oé embracing CRM successful

and manageable.
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Al Rajhi decided to implement CRM to meet three kéjectives: improve
competitiveness in the Kingdom's increasingly delagd financial sector, understand
and enhance customer profitability and standarcizomer service levels for increased
satisfaction. Al Rajhi implemented CRM at more tl3® branches and throughout its
call centres integrating the bank's face-to-faglephone and online service efforts, as

well as its marketing strategy.

In the Al Rajhi Bank there is a sense that all congrs are important to the bank and that
products and services should be designed and pamaatdingly. If a customer
relationship is viewed as unprofitable, the barde€sef is that the fault lies with the bank
rather than the customer. Al Rajhi Bank embodiesphilosophy and strives to tailor its

products and services accordingly.

Management of Al Rajhi wanted to create a CustoRmEused Organization and
Infrastructure. Since internal cultural barriera aahibit communication and
coordination among divisions and defeat corporatellmarketing objectives,
management of the bank aligned sales and servieevioairs around customer
relationships rather than around groups or proddadselp dissolve departmental silos,
executive management focused on overall custonaditgdility rather than on discrete
segments of the business. Management believed thas critical to have a single,

enterprise-wide view of the customer, spanningaaith points and systems.

140



For Al Rajhi, the key to successful implementatiees making sure that its financial,
sales and marketing and service applications wiegiated online with the following
systems:

e The data warehouse to get customer segmentatistieaohg and profitability

information

e Core banking systems to capture a customer's citena with the bank.

e The Customer Information File to update a custaifatt financial relations.
Implementing the CRM system improved both the spdesdrvice and the business
intelligence around it, thereby, attracting anéirehg most valuable clients, which
boosted Al Rajhi's overall profitability. The bardgported a 49.5% rise in profits for the
first six months of 2004, compared to the sameoplaitie previous year. The Al Rajhi
Corporation posted a net profit of SR1.368 bill{$364.8 million) in the first half of
2004. The operational CRM effort currently givesrenthan 850 of Al Rajhi's customer
service representatives a 'telesales dashboatdisipdays all of a client's interactions
with the bank, identifying customer value, croskirsg opportunities and service

requirements.

About Islamic Banking Principles: The term Sharia'a refers to Islamic law as revkale
in the Qur'an and through the example of the Prolglhihammad. The authority of
Sharia'a is drawn first and foremost from the djpeguidance laid down in the Qur'an.
The second major source is the Sunnah, which atasshs the Way and refers to the way
in which the Prophet Muhammad lived his life. Tisidased on Ahadith, which is a

collection of everything that Prophet Muhammad @aelae upon him) said, did, or
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approved of. Another important source is Qiyas,civhinvolves the interpretation and
analysis of existing law to suit modern-day sitoas. The principles of Islamic finance
are as old as Islam itself. The Sharia’a Superyi€ommittee are experts in the
interpretation of Islamic law and its applicatienmnodern day financial institutions.
Since its establishment, Al Rajhi Bank has committeelf to ensuring that all operations
comply with Shari'a rules. To achieve this objegtikie bank has established an
independent Shari'a authority reporting to the mh&ard of directors to ensure that all
operations are subject to the approval of this@itshand controlled by the Shari'a
control department.

The Al Rajhi Bank is doing business according ® Iglamic principles and this has
given the bank a competitive advantage in a sothetlyis known to be religious (Al

Rajhi website, 2005).

5.3.4 Difficulties and Obstacles

Since the beginning of the idea of embracing a Giydtem in the bank management
decided to implement this huge cultural change gpitig and to take it forward in small
steps. This made it easy for management to overcesigance problems from users and
people in the organization. The bank decided toycaut extensive training for the
training department of the bank. Then the traingam was responsible for training the
employees on how to use the system and why. Althaognagement were very careful

in implementing this change, they still experiensedie resistance from employees and
the bank was forced to use a harsh way in dealitigthis problem. The bank was

alerted and carried out daily follow-up of userdref system. Management traced the log
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page every day to see who logged on to the systemvho did not and dealt with those
who did not use the system properly. This was #se aintil management felt that the
system had become part of the users’ daily aawiéit which point they decided to stop

using this harsh way of following-up.

The bank spent some time trying to convince udesthis system if used properly
would save them a lot of time and effort and wagilce them a competitive advantage as
well. The bank thought that this was the vital gribat the users were looking for. If
users were convinced that their CRM system would saem time, then the bank would
be able to collect the exact information it waskgege The bank embarked on CRM after
years of using archaic means, such as note carttack their prospective and current
customer information. Users of the system were amhazs to how much time the CRM
system saved them. Instead of fumbling through natds or a database that did not
provide much useful information, their CRM systeavg them any information they
needed about prospective and current customersonélclick. When an end user
schedules a follow up call or a meeting, their dat@utomatically integrated with their
Microsoft Outlook system instantaneously. Instebguiting together custom excel
reports for their management every week, managexshad the reports auto-delivered
to them via email every Wednesday (since the Arbbginess week starts on a Saturday

and ends on a Wednesday).

As is the case with any very large organizationRAJhi Bank receives its share of

complaints and accolades about its service. laisqularly difficult to provide
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consistently good service when the breadth of #rking network spans a peninsula. Al
Rajhi Bank’s service orientation is to provide ical customer information to the points
of customer contact. In essence, the bank is attegio use technology as a distributed
platform for institutional memory. The key elemetttat allow customers to receive
excellent service in their home branches are cagtand distributed across the touch
points. Customer contact people still deliver “segy’ but they do so with an enhanced

knowledge of who the customer is as well as thegfguences.

5.3.5 Data and Segmentation Schemes

As a first step to transforming the business apgroAl Rajhi implemented a data
warehouse project based on the vendor’s finanei@ices applications and database. By
capturing relevant client information in a singkta warehouse, the bank can determine
the exact cost of serving each customer as weltegunt profitability.

Customer data is assembled from every contact peintll centres, mail, person-to-
person, fax and the web — to construct an accucatesistent view of customers across
all available channels. Al Rajhi is performing seggration and clustering to identify and
analyze customer needs and banking patterns baseatiables such as income, age and
gender. The data warehouse and integrated finawccistomer service and sales
environment has had an immediate positive impad¢herbank's bottom line. Sales
managers in all branches have a 360-degree viegheofcustomers' product portfolios,

banking behaviour, and profitability.
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The main users of the CRM system in the bank adtAnch managers and the
relationship managers. Segmentation is done byrdauof consultants who are
responsible for segmenting the customers and anglyze data. Updating the data is
done in real-time all over the bankhe most visible use of bank segmentation is the
configuration of fee-based products and servicegrofitable customers. Special rates

offer maximum value and encourage customer retentio

The researcher tried to get information about hamyrsegments there had been in the
bank and under what criteria they were conductiig segmentation but she had no luck
in getting this information from the interviewedsterviewees were very cautious not to
give the researcher such information. The onlyghire researcher did find out is that the
bank has a special tier of customers named Altamawyd this tier is the highest in the

bank.

To be a member of Altamayuz the average balantdeeafurrent account shall not be less
than S.R. 80,000 during the previous 6 monthspargening balance of S.R. 500,000.
The Altamayuz membership conditions are not hamtctoeve and, since this bank’s
vision is to be the bank of all citizens in SaudaBia, they have made available this

special treatment for a huge number of customers.

Altamayuz is a package of distinguished bankingises and products which have been

prepared to satisfy clients’ aspirations and reflee advancements in the banking

technology achieved at Al-Rajhi Bank in order toyde ease and convenience to its
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respected customers. The bank’s services are niihed to what types of services and
products the relationship manager can offer tatl®omers but extend to reach

everywhere through the e-banking services (Al Ragibsite, 2005).

The bank has a hierarchy in accessing the Altamaystomers’ profiles. The branch
manager has access to Altamayuz customers wha are branch only and the
relationship manager for those as well. The rediorenager has access to Altamayuz

customers who are in the branches that only he gesna

5.3.6 Managing Customer Portfolios

Customers’ portfolios contain all the informatio@eded to be known about those
customers. These portfolios contain name, age,egendntact details, relatives,
investments, business done with the bank, creditscand their expiry dates and more. A
relationship manager will have all the data thajhihbe needed to make contact with a

customer.

The CRM system the Bank has implemented providesiiiity to know exactly what'’s
going with a prospective or current customer attang, all the time. The system has
automatic reminders of what a relationship manageds to do next; who he needs to
call today, who he needs to send an email to, sdidas opportunities he needs to work
on today. The system also has automated eventsethatrelationship manager that he
has not talked to a key customer in the last 14.dslanagement can see live, real-time

reports showing all the deals in the sales pipaingny given time.
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Al Rajhi has a complete picture of its customeerattion process. Using the analytical
tools in the software, they can take advantage@fyesingle customer interaction to

improve satisfaction.

In the increasingly mobile Saudi market, custonsars now receive SMS texts from Al
Rajhi that automatically update them on serviceiests. Language considerations were
paramount for the success of Al Rajhi's CRM systEne system provides localized
Arabic terminology while fully supporting both Emgh and traditional Arabic for the
bank's customers, as well as its sales and sestaffe This was a very good decision
from management to actually design the system @birsince most of the bank’s
employees are English illiterate. Moreover, makimg data entries in Arabic eliminated
the problem of spelling Arabic names in Englishevéhone name could be spelled in

more that one way.

One of the main benefits following from the implartetion of CRM is a boost to client
relationships. The bank now has a much less frursgranvironment for their investors.
They are not dependent on any particular relatipnsianager being available, but have
a central listing of each and every client relagioip and contact. Thus clients get
professional service and attention, even if thati@hship manager they normally deal

with is out or unavailable.
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5.3.7 Evaluation of the System

The system’s applications also help Al Rajhi trdek effectiveness of its marketing
initiatives and manage its sales incentive progrEme. financial institution uses the
system's marketing modules for defining, implem@anand measuring the success of its
marketing campaigns. It can also link sales and&operations directly to payroll to
set and ensure proper compensation and incentsterag for sales and relationship

managers.

A periodic review of the system is carried out gM&wo months. Questionnaires are
given to users to evaluate the system and to diteiany problems that may occur. The
management of the bank are very happy with thdtsestithe CRM implementation.
One of the relationship managers said: “Before @mnting CRM | was doing the work
blindly but now | feel that documenting all the \wdhat | do in the system makes me

feel that | am progressing and that | am more drganin my work than before.”

Within Al Rajhi Bank, the goal of CRM is to ensutet interactions with customers are
consistent and appropriate across all the delighannels. The bank has developed this
goal out of the realization that its separate pfats serving diverse markets could easily
develop conflicting customer messages if coordimagifforts were not initiated.
Consistency and appropriateness in customer messageonly be achieved if critical

customer information is widely distributed amongpalints of customer contact.
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The bank has a call centre that is responsiblalf&inds of customer inquiries and
complaints. The bank has a well developed proagssandling and solving customer
complaints. They get back to the customer to kridwefshe is satisfied with the way
his/her problem was solved and they document mlifthh others to read and avoid in the

future. All this critical information is document@uthe customers’ profiles in detail.

5.3.8 Internet Presence
The web site of the bank is very advanced. Al RBpgmk offers many services online
some of which are (Al Rajhi website, 2005):

¢ The e-Riyal Payment Gateway is a service for timklsecustomers who are
involved in doing business on the internet. They@aRPayment Gateway is a
service designed to cater for all those who dortass on the Internet. The e-
Riyal provides the fastest and the most secure whysrforming transactions
and accepting credit card payments from any whetkd world in various
currencies. The e-Riyal is a fast, scalable andbiel payment platform that
enables clients to authorize, process and manageguas on the internet.

e Al Mubasher Retail is the online banking applicatfor individuals having
accounts with Al Rajhi Bank. The award winning apgion is offered free of
charge to customers to perform a variety of bankiagsactions online in a
secure environment without going through the trewddlvisiting the branch. Al
Mubasher allows the customer to view account statesn transfer money, send
remittances, configure standing orders, maintagalicicards, apply for credit

cards, view investment details, pay utility billgy government fees, subscribe to
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the Bank’s services and perform numerous activitidghe comfort of their own
home.

e Al Rajhi Tadawul is an online trading service fbetSaudi Local Shares Market.
Some of the characteristics of the site are: eamesrders, executing orders,
transferring accounts, live market watch, onlinguenes, printing reports and
English Arabic enabled site.

¢ Al-Rajhi Bank is one of the first banks in SaudeBra to provide exchange and
remittance services through a wide network of gpo@ding banks worldwide.
The Bank succeeded in updating its services, legelith new techniques used
in this domain, by adapting the newest methodshamaly a professional team.

Transactions can be done online in a very convémay.

5.3.9 Future Plans
The future of banking brings together a host of enadechnologies: intelligent voice
technologies, data mining and profile technologiestomer contact management,

Internet and Web-based systems, as well as tradltmanking systems.

The next generation of banking services, howesgeagping to require a sea-change in the

way banks manage their technology systems. Theeftidu customer service is online,

and mobile.
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In Saudi Arabia, mobile phones are used extensamedynow they are being used
increasingly for more than just chatting with fiaisnor business associates. The mobile
phone and the wireless-enabled palmtop will indredg become the interface of choice

for a number of applications, and banking servamesimminently suitable.

The massive convenience of being able to checkdh& balance, transfer money
between accounts or order a new cheque-book sgdtoal a handheld computer or
PDA at any time of the day or night is a compellirgson to choose a bank with mobile
banking services and a major differentiator forkibek that delivers this sort of service

first.

This is the level of service Al Rajhi is lookingrfeard to offer for their customers in the

future because whoever is the first will be therveiri

5.3.10 Conclusions
Al Rajhi’s Key Benefits from implementing CRM (Aldghi document, 2005)
e Anincreased percentage of sales in the brancteofifom 27% to 43% in six
months
e They have achieved 49% improvement in net prafithe first half of 2004
e They have a 360-degree view of customers' produtfgtios, banking behaviour
and profitability for improved customer service amdss-selling opportunities
e They have expanded their ability to deliver induadized offerings and services

to the bank's most profitable customers
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5.4 Case Study Four: Royal Bank of Scotland

5.4.1 Persons Interviewed:
1. Senior Manager, Customer Management - Development
Retail Brands Marketing, RBS Group

2. Private Banking Relationship Manager

Note: The interview with the manager was held in the RB&dquarter in Goagarburn/
Edinburgh and it lasted for the whole day. The RBE headquarters is the base for
3,250 head office staff. The headquarters envirgnnseclassy with leisure,
creche/nursery facilities as well as a new trairdagtre. This environment plays a key

role in the attraction and retention of staff.

5.4.2 Background

The Royal Bank of Scotland Group is one of the dierleading financial services
providers and one of the oldest banks in the UKlofing the takeover of National
Westminster Bank in 2000, the Group has continoagtaw its business around the
globe and, in addition to its strong UK presenthas offices in Europe, the USA and
Asia. By the end of 2002, it was the second largask in Europe and the fifth largest in
the world by market capitalizatioRBS has nearly 30 million customers worldwide and

is the largest provider of banking services to §mag¢dium and large businesses across
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the UK. It is the second largest general insurehéenUK, the leading provider in motor

insurance and the lead corporate bank in the UKSRBbsite, 2007).

The Royal Bank of Scotland itself was founded imBdrgh by royal charter in 1727.
For several decades it traded solely from its legfde in Edinburgh, but in 1783 it
opened its first branch office in Glasgow, and wamto develop a large network of
offices throughout Scotland during the nineteemtfitary.

In 1999, the Bank of Scotland (main competitor &3} launched a takeover bid for
NatWest. The Bank of Scotland intended to funddibel by selling off many of
NatWest’s subsidiary companies, including UlsteniBand Coutts. However, the Royal
Bank tried to overtake this bid using a key diffegrator from the Bank of Scotland’s bid,
the plan to retain all of NatWest’s subsidiaries. E2bruary 11, 2000, the Royal Bank of
Scotland was declared the winner in the takeovitleb&ecoming the second largest
banking group in the UK after HSBC Holdings. TheWast brand was retained,
although many back office functions of the bankevererged with the Royal Bank's
leading to over 18,000 job losses throughout the(\Wkkipedia encyclopedia, 2007).
After the merger of the Royal Bank and NatWestlthsinesses of the two groups were
combined, and the big task of integrating theisy$tems began. This was scheduled to
be completed in 2003 but was finished in Noveml®€22 four months ahead of target.
NatWest's retail bank continues to operate as @aatpbrand on the High Street (RBS
website, 2007). The bank was the 2005 recipietiie@fVharton Infosys Business
Transformation Award, an award given to enterpraes individuals who use

information technology in a society-transformingyw®n the other hand, the researcher
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was told that the full integration of IT systemgiwiegard to producing the single view
for customers did not happen as is was supposadddhat the databases of some

businesses are separate!

5.4.3 Business Strategies

The RBS Group is split into 8 operating areas. Egudrating area has several subsidiary

businesses (Wikipedia encyclopedia, 2007).

(1) Retail Banking
This is the group’s main UK business, offering peed and business banking
services. Services are operated under both thel Baydk of Scotland and NatWest
brand names. This area of the bank is currentlergaing changes and will be
renamed 'Consumer Banking' in 2007.

(2) Wealth Management
This is the group’s private bank division providisgrvices to wealthy individuals.

(3) Retail - Direct Channels
This division is responsible for the group’s creghitd businesses in the UK and
Europe; including internet and telephone based ibhgrikands; and processing
facilities for retailers.

(4) Corporate Markets
This division consists of UK corporate banking whprovides financing, leasing

services and transaction processing to corporatemers. The global banking and
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markets division provides debt and risk managen@eobrporate and institutional
customers in markets around the world.

(6) RBS Insurance
RBS Insurance is the second largest general inseiamovider in the UK, as well as
being a growing presence in Spain, Italy, and Gagma

(7) Ulster Bank
Ulster Bank provides personal and business bargemgces in Northern Ireland and
the Republic of Ireland under the Ulster Bank amdtFActive brands.

(8) Citizens
This division includes the Bank's businesses intthited States, Citizens Financial

Group and Charter One Bank.

Although the organization is huge, nonethelessosenanagers do accept and discuss
ideas offered from staff about improving their cusér service through a communication
strategy that cascades issues up the managemelst [Ekie organization also encourages
communication between different levels and accejgi@s (they do have weekly sessions
to discuss such issues) to be analyzed and sonsetiseel if proved beneficial. They do

reward innovative ideas as well to encourage arigaamong the staff.

The researcher was given access to conduct hey isttide marketing department of the

retail banking area.
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The Royal Bank of Scotland Retail Banking
The Royal Bank of Scotland offers a full range afking and related financial services
to around three and a half million personal andlsbusiness customers. The Bank has
won many independent accolades for the level aboosr service it provides, including
"best buy" awards from Which? (a subscription-angazine and website run by
Which? Ltd).
Retail banking operates:
e a 650 branch-strong network throughout Great Britai
e a 24 hour telephone banking service
o afully fledged Internet banking service, the fiostthe High Street
« tailored accounts to suit everyone from the finaltgiexcluded to the affluent
e anetwork of 1700 ATMs, many in convenience loaagitke railway stations,
airports and shopping centres
e an award winning business current account and mktefadedicated business
relationship managers.
The Bank offers almost every financial productonfrmortgages to stakeholder pensions
- online. It was the first bank to develop a bdmsok account for the financially
excluded, the Key Account, and also offers a basginess bank account (RBS website,

2007).

156



5.4.4 Difficulties and Obstacles

The biggest challenge in managing the businessanktef the bank is the size of it. The
bank does not have any CRM program as a brandesasefpackage, but there are
aspects of CRM in almost everything they do. THeuca of the bank as described by the
interviewees relates to its size, especially winennherger happened between RBS and
NatWest; it became a huge organization and staftall trying to cope with this huge
change.

The bank has a number of different brands and laaid has its own business plan and
hence it is very difficult to apply CRM to all thedlifferent brands because they all have
their own different objectives. In marketing thew atructured around different products.
They have teams who are responsible for loans #hatresponsible for mortgages and
so on. Each team will then develop their own mankeand business plans which are
then fed into what they call customer planningillastrated in figure 5.2. The role of
customer planning is to take all different pland &urn them into one customer plan that
is customer friendly and serves all the objectiviethe different products. It also meets
all the different channels’ income need. At thisnpohey use software called “Market
Switch” that helps them to do the analyzing, madghnd simulating of the different
plans. The software can also give numbers of custemterested in a certain product,
number of contacts made with a certain customeisarah.

The concept of being a “customer-centric” orgamimahas existed since the year 1991 in
the bank. The problem is that if they start théamp with the customer and build them
up, they might not end up with good plans thatgraée smoothly with the business plans

they have.
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“The biggest problem we face is that different loleof the group have different

databases that are not all connected. What wasf¢laat integration may cause a huge

problem on account of the size of the organizatieaid the senior manager. The bank

decided not to undertake a CRM implementation ptaggence they believed that it had

become just a buzz word and that the failure rat€RM implementation were high

enough to make them reject implementation of sugtogect. They are happy with the

tools they have, which seem to actually be produtiie same benefits of any branded

CRM software.

Different Products
=
Loans Ilortgages Bavings Bancassurance Credit Cards Ir?sme -------------- -
Differgnt Business Pllans
etc.
Loans BP Mortgages BP Savings BP Bama;;“"ame Credit Cards BP InsSr:lneé?BP -------------- =

Customer Planing
Market Switch Software
Analyze- Model- Simulate

Omne common Business Plan

RBS Marketing Business Planing
Figure5.2. RBS Marketing Business Planning.
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Data cleansing is not carried out on a regularsbdisexisted as a project three years ago,
but there is no ongoing process for data cleansing.

Difficulties sometimes ensue because of end-use&s-spelling and not feeding the
system with accurate data. Another problem is tha, to the rules of security, the bank
cannot change any information in any customer'®actwithout his or her permission.
This is why they might wait for long periods of g#mntil the customer can be contacted
and permission received for the change to be nEuds.sometimes makes it difficult to
provide faster and better service. The problenustamers moving and not changing
their address does not occur often however, becaher a person is moving the first
priority is to supply a new address for the bankoanit because this is very confidential

it relates to their financial status and income.

5.4.5 Data and Segmentation Schemes

RBS’ warehouse is called UKBMIS (United Kingdom Rdvlanagement Information
Systems) and it is fed from all the different chelsrand operational systems the bank
has. The data warehouse is a read-only databasafandation cannot be altered or
changed. The bank’s marketing division has its database, called DMIS (Direct
Marketing Information Systems) which is a rich smuof customer information with full
contact history of customer selections. This databsiused in marketing activities and a
tool called the optimizer is used to generate cagmgaand produce customer plans. The
tool is an excellent one in targeting certain Isafl customers for certain products. It

also provides reports and numbers about custornar$iélp in marketing activities and
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contacting the customer. Extensive customer dathbles the bank to target customers
for the right reasons at the right time using tlesthappropriate channels to maximize
contribution.

There is no segmentation process in the bank laseéts of customers with varying

privileges. They have segments of customers butlitference in the service is minimal.

Customer portfolios involve mainly private and mesis customers. These two different
types of customer do not vary a great deal in teyhitke service they receive but private
customers are paid more attention and the bank srid&eeasy for them. Business

customers receive all the services they need huhraluxurious way!

To identify some of the benefits of being a privatistomer, here are some of the
products, services and rates offered to them:

24 hour telephone assistance from trained privatéibg advisers

e A wide range of flexible lending options
e Insurance and protection for the customer and ¢ésgssions
e A number of savings and investment opportunities
e A choice of current accounts to meet the customezégis: with RBS private
banking a customer has a choice of two exclusiveeatiaccounts:
- Royalties Private - access to best financial, sgcuravel and leisure
benefits.
- Private Bank Account - a straightforward currerdcamt offering credit
interest and a private banking branded cheque baodldebit card (RBS

website, 2007).
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Not having huge differences in services betweeferdint types of customers makes all

RBS’ customers happy with the service and happly thie bank.

Segmentation is used in marketing when the bankesiso target a certain type of

customer for a product that they know will not agle other types of customer.

5.4.6 Managing Customer Portfolios

The bank has a customer contact strategy, illestrat Figure 5.3. Starting from the total
customer base, RBS only target personal custoraeradrketing activity. Once other
base segments have been removed, they checkdimligyi for the customer to be

contacted through the marketing channels availabillbem.

CUSTOMER \
UNDERSTANDING

CAMPAIGN MARKETING
EVALUATION PLAN
’ CUSTOMER \
CAMPAIGN CAMPAIGN
EXECUTION DESIGN

CENTRAL CONTACT STRATEGY

cusTones
MANAGEMENT
CHANNEL ,
CHOICE

Figure5.3. Overview of RBS Central Contact Strat@fyS document, 2007)
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Personal customers may be eligible for mail, tedepgtor network contact. At the same
time a customer may not meet the eligibility cigeor the channel for a number of
reasons, including:

- No consent to market to them

- Invalid address/telephone number

- Bad credit/risk

Customers are targeted for campaign activity inm@lver of different ways:

(1) a contact could be initiated based on an etv&tthas happened to the customer. An
example could be if a customer has recently re-pdeén or moved home. This is called
“event based targeting”. (2) Using analysis of gmasthasing behaviour, they build
predictive models that identify the profile of ligduture purchasers and target them
accordingly. This is called “propensity model batzadgeting”.

(3) Targeting customers using a number of diffeegtitbutes, including age, type of
products currently held, geographic location ananciel preference. This is called
“expert rule targeting”. In practice, what happéenthat customers are targeted using a
mix of the above methods.

The bank has different contact channels that tiseyto contact their customers which are

illustrated in figure 5.4.
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Mail

.. [
=] optimiser I:.'> ® Direct Mail

® Triggered Mail

® Statement Inserts

® Statement Messages

Telephony : ,:
® Inbound call

_ ¢ Outbound call ] Telephone
Central | el e ® Telephony Prompts Banking
Marketing Database
Team % Network Leads h

® Branch Prompts — ElEhe
® Opportunity Reports

® Prospect Reports

® In-branch Campaigns

Online

* Web/email '

® ATMs

Figure5.4. RBS central Marketing Channels (RBS dant, 2007)

Optimiser: allows execution of complex range of paigns to be mapped to the
customer/support planning and simulation

Sales case database: allows for cross channel aoatidn of customer contacts in real time.

Mail channels include direct mail which is the eggvolume channel. These are a test
and learn approach with high information contente€ mail gives the opportunity to
follow up using other channels (prompts, telephang network leads). Triggered mail is
highly targeted and relevant using customer evasithe trigger with high impact and

low cost and volume. Another mail channel is staeihinserts/messages which establish
a high volume/low cost channel. Statement insedssages are good for high
information content (regulatory messages, newsetatc).

Telephony channels are basically the inbound callfyound calls and telephony
prompts. An inbound call is a call from a customeea central telephony unit for any

kind of enquiry or as a response channel for athannels (direct mail, statement inserts,

the Web). Inbound calls give the ability to crosl sultiple offers to satisfy customer
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needs and this is a good conversion rate fronteahle. An outbound call is a good
follow up channel to encourage action and a gopdlie tool to encourage a sale.
During an outbound call the member of staff recei@esample dialogue on the screen on
how the conversation should be structured andhitiss the member of staff to lead the
call and build relationships with customers

Prompts (figure 5.5) are a high volume channel thatdeliver a well targeted
personalized opportunity to the front line when ¢stomer is present. Prompts appear
with telephony channels, in branches and at ATM& dontact is non-intrusive and acts

as an excellent hook for the member of staff taagegwith the customer.

Central Publish OBt
Marketing | \P"S" Ppporuniies Prompt Opportunity Stock
Team e ——

Customer interacts with the Branch or calls into
Direct Banking. If a prompt opportunity has been
published, it will be deployed to staff.

Prompt Deployed

Recycled

Figure5.5. Prompt Channels (RBS document, 2007)

RBS help the branch network to prospect their custs by providing quality leads
through opportunity reports and prospect reporppddunity reports are a daily
electronic feed of event driven opportunities te televant branch which are low in
volume but high in quality. According to the opponity report the branch will attempt to

contact the customer by telephone to discuss thertymity. Prospect reports are a
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monthly paper-based delivery of a more generic tigargeted opportunities to the
relevant branch which are high in volume and googuality. The branch will also
contact the customer to discuss the opportunity.
Online channels are basically the online bannel(tadsupport key marketing campaigns)
and links to latest offers. Email gives the abitibydeliver marketing campaigns faster
but this method is not professionally used by taekband is not used often. A new sales
functionality to be piloted (not yet used) is scdte that allows targeting of customers
who are surfing the website and to engage them onéine chat session with a sales
adviser. Current functionality allows the bank tdiver static generic messages that
appear on screen when the ATM is not in use.
Contact management is the ability to understandveimel where the bank is deploying
opportunities through the multiple channels avddand manage this to maintain a
guality customer experience.
The basic contact rules are:

 Maximum of 3 items of direct mail per quarter

*  Maximum of 1 prompt per month

* Maximum of 1 telephone contact every three months

* Maximum of 1 network lead opportunity per month
Certain opportunities will by-pass contact rulesevéhstaff feel it is in the customer’s
interest to be contacted. Examples include evamenl contacts through trigger mail and
opportunity reports. All customers are given théarpto opt-in or opt-out of central
marketing activity which gives the customer theeftem not to be bothered by mailing

and contacts that he/she does not want.
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In order for channels to work together the useoftixgare allows for a single opportunity
to be made available through multiple channels azimize the opportunity of
contacting the customer. Once the customer hashieaglpportunity deployed (i.e. by
visiting a branch and receiving a branch prompkptaer live opportunities are removed

from the other channel (figure 5.6).

Central Opportunity Sales Case

Marketing | =—————f-  Database
Team Telephony X
Outbound Call X

Inbound Call X

Figure5.6. Coordination between different custoemtact channels (RBS document, 2007)
This way the bank eliminates the probability of @aying the customer with many

contacts about the same product or service.

5.4.7 Evaluation of the System

RBS try to ensure that the marketing and sellingen does not mislead customers.
The retail marketing teams make sure that all matisrfully compliant with regulatory
and legal requirements. It also ensures that tinestand conditions of all products and
services are made obvious and that charges andseds are not hidden away
somewhere in the fine detail.

The customers are provided with full details ofchidrges when they open an account.
Personal customers are given clear information viees will be charged. They receive

written notification of any changes to charges 80stbefore they are applied.
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Customers can opt out of receiving promotions gtstage. When introducing new
products to the market, the bank makes sure thgtdb not target customers to whom
those products may not be relevant or appropriate.

The bank adheres to UK Data Protection legislafidv® employees are given ongoing
customer data training so they understand how widyeduch data needs to be handled.
Any customer can ask to see the information thé& lbatds about them at any time, in
accordance with the Data Protection Act.

In order to test the quality of service and evauatstomer satisfaction the bank uses
focus groups and face to face interviews to leabnenabout customers' priorities and to
try out new ideas. "Mystery Shopper" researchss aked to test the quality of the
service for all main retail products (RBS websi@Q7).

The Royal Bank of Scotland and NatWest are providita regular results from a postal
customer satisfaction survey, which receives 0%e@@0 responses every month.
Customer satisfaction surveys are also conductedléghone and in 2005 the group
conducted more than 56,000 surveys in this way (RBBsite, 2007).

The Royal Bank of Scotland and NatWest also helcertisan 100 customer service
discussion groups in locations around the coumtdyraore than 21,000 telephone
interviews were conducted by the market researemviewers.

With regard to customer complaints the bank hagcdest, trained personnel to handle
complaints, and there is a Group Customer Relatibmisto handle issues that escalate,
as well as complaints addressed to the divisionief @xecutives.

Different businesses in the bank are responsiblerisuring that their systems, processes

and policies comply with the Group Complaints Polithe Group Customer Relations
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Unit receives complaints data and subsequent senviprovement plans from the
businesses every month. This ensures that the eartgland the steps taken to improve

the service, are monitored at the most senior level

5.4.8 Internet Presence
The RBS website is rich in information and datawdtibe bank and their brands and they
also have annual reports available to the publaiovwnloadable PDF files. The website
is useful for customers, businesses and even okw¥ar
RBS was the first high street bank to launch irgebanking in the UK. It is secure and
convenient to use. It enables customers to:
* manage their money online 24 hours a day,
» check their up to date balance on most accountscyad bank credit cards,
transfer money, pay bills, set up standing orders,
» transfer money instantly from their royal bank s@g account to their royal bank
current account,
* keep a record of their finances,
» transfer money to a friend’s or family member’s baccount, anywhere in the
UK, whenever it suits them,
* save time paying essential bills without the needatl into the bank or post
office,
» set up a standing order online to make regulasteas to whomsoever they want,

» securely order new cheque books and pay-in bodkseofRBS website, 2007).
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5.4.9 Future Plans

RBS is planning to continue to upgrade and exparttidr the retail branch network and
maintain high levels of customer satisfaction ayd&®ank of Scotland and NatWest
retail operations. They are also planning on imprgvfirst time resolution rates' for
personal customers contacting the bank with a quemthermore, they want to develop
and launch innovative products and services withtmehal social or environmental

features.

5.4.10 Conclusions

Although the bank has a good reputation for it¢amsr service, it still has some gaps
that have to be dealt with. RBS need to developraaititain a knowledge base of
customer behaviour that captures every intera¢hiercustomer makes with the bank and
their response. The bank’s customer data is patotyspread over multiple systems.
Having multiple databases makes it hard to recegte owner of customer data. There
is also a split between front office and back @ffaperations that is impacting the service

proposition and data quality.

5.5 Chapter Summary
This chapter represented the write-ups of the thaeds in the current study. The
researcher used the same procedure in conveyirandigsis and issues related to their

CRM initiatives.
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CHAPTER SIX

ANALYSIS AND RESULTS-PART THREE

SAUDI AIRLINE AND STANDARD LIFE

170



6.1 Introduction
This chapter reports the write-ups of the Saudineiand Standard life. Although these
two organizations offer dissimilar customer sergjdbey are considered major corporate

organizations enjoying trans-continental coverage.

6.2 Case Study Five: Saudi Arabian Airlines’, Alfusan Loyalty Program
6.2.1 Persons Interviewed

1. Officer-in-Charge, Alfursan Member Services Unit

2. Vice President, Customer Services

3. General Manager, Customer Relations and Suppovicger

6.2.2 Background

Saudi Arabian Airline was founded in 1945 with agé¢ Douglas DC-3 gifted to King
Abdul Aziz by President F. D.Roosevelt which compeghoperating with a lone
irregular service between Jeddah and Dhahran.ifdterternational route was opened
on 10 June 1945, from Jeddah to Damascus. Atithatthe airline was state owned and

operated under the aegis of the Ministry of Defense

On October 08, 2000, Prince Sultan Bin Abdul AziSaud, the Minister of Defense &
Aviation, signed a contract with international coltants to study the feasibility of
privatizing Saudi Arabian Airline which came uptwvfavourable recommendations. In
preparation for such a privatization, the airliseurrently restructuring itself to allow

non-core units such as catering, ground handlingcsss, maintenance and the Prince

171



Sultan Flight Academy in Jeddah, to transform inttependent commercial units and
profit centres. In April 2005, the Saudi governmiedicated that the airline itself might

end up losing the monopoly it presently holds omestic services.

Saudi Arabian Airline did not achieve any operatimgfits right up to the year 2002,
when suddenly it doubled its 2002 profits two fold2003. In 2004 the airline carried
over 15 million passengers and recorded a 14%duribe in profits. A slow but steady
growth has continued and Saudi Arabian Airlineasvrproud to be one of the largest

airline in the Middle East (Saudi Airline websig905).

The Alfursan Program

The Alfursan Program was devised as a unique rewaadd recognition scheme for
regular fliers with Saudi Arabian Airline. It is additional way to thank customers for
being loyal to this airline. Alfursan members reeespecial personalized services with

in-built opportunities to earn free flights, frep-grades and free holidays.

Within the Alfursan Program, their “Alfursan Pantsieprovide members with a variety

of benefits that add quality to their traveling expnce, including the arrangement of

hotel bookings, car rentals, credit card and phzare-related services, cost free.
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6.2.3 Business Strategies

The Alfursan program was initiated, low key, in 198ith the primary aim of collecting
passenger data for creating a database for thegmod hey succeeded in collecting
5000 contacts and issued cards for these membigheugh this was supposed to be a
reward scheme program, no rewards could be madialaleato pass on to its members.
From 1981 until 1993 the card provided no extreefieshexcepting the use of the first

class passenger lounges at domestic airports.

However, in 1993 the airline management decidegttivate the Alfursan program by
looking more into it and studying other loyalty grams in the market. This resulted in
the fully fledged launching of the Alfursan programil995. Even at this time the
program was not made available to the general pulblitially contact was re-established
with the 2500 odd registered members who had reedasm the membership list, since
the beginning in 1981. The program continued toaiara closed membership program
admission to which was by invitation only. This padasted up to the year1998 when the
program decided to go public by providing applioatiorms to all customers. This was
accompanied by blitzkrieg advertising on the progend soon almost everyone became
aware of it. In the year 2005 the Program went @edicated website where online

application forms were made available to fill ard. f

The history of this program studied by the researchakes clear that the airline

management was not very keen in the beginningdoead customer loyalty and

customer satisfaction. The program did not go fias¢ enough because it was being
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made by the private efforts and initiatives of thembers of Alfursan group, not by
higher level management at the Airline. The stafiltursan did all the work alone,

including the search for the appropriate softwarbd purchased.

It was not until the management began to realiaelthing customer-centric is important
to the organization that it appointed a committesemior managers to look into this
issue. This was the first push that was given édAlursan group, which also came as a
green signal that jumpstarted serious and dedicabekd on making this program active

and successful, thereby ending a long period adrhition.

The competition for Saudi Arabian Airline is atghime limited to competition with
international airline on international routes, sirf®audi Airline enjoys an absolute
monopoly on domestic flights and routes. This migdate been a major cause of the

Airline’s neglect in improving its culture and diggies.

6.2.4 Difficulties and Obstacles

The search for suitable software for the Progranvexa to be equally difficult because of
governmental regulations and policies which disagarand/ or even prohibit purchases
from or business cooperation with certain compaaresbrands on boycott or

undesirable lists. With this in mind the choiceaitable to the Airline were few.

Further, the Saudi public is not service oriented a small percentage of them don't like

going by the rules. This was behind many violatiohthe terms and conditions in the
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Alfursan program. Some violators tried to put othassengers’ flight tickets on their
own accounts, simply to add up mileage. With tHe bésome officers in the airline and
in travel agencies such violations were uncovefdfdirsan are regularly trying to catch
such miscreants in the airline and the travel agsrend are making sure they are

appropriately punished.

One of the biggest problems Alfursan faced at tag sf this program was that
dissatisfaction of reservation employees at thegbs being required in reservation
procedures they had got used to. Since this wadt@ral change it was difficult for the
management to convince people in the organizahanthis was essential for the benefit
of the company. Reservation officers did not wanthange the way they had erstwhile
been entering their data into the system. Althatglas in fact easier for them to simply
enter the Alfursan number of the customer rathen #ntering all other customer
information painstakingly by hand even when théesysprogram is in machine language

and the process of entering data is physical ane tionsuming.

It took the organization some time in conductinggmsive training until now when they
have reached a point where employees are quiteecklaith the new system and happy

to use it.

Some members of Alfursan were very rude to empleyeéhe airline. For example,

"Some customers used to say to officers when ¢ gau my name why did you not

know that | am a member of Alfursan”, said the \pcesident of customer services.
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Customers misused their membership rights by besng demanding, demanding

privileges that they did not qualify for or deserve

Because, the system used throughout the airlies&srvation system was in the English
language and since in any Arab country people’sasaane difficult to spell in English,
there were resultant problems in name registraiion.example, Mohammad can also be
spelt Muhammad or Mohammed. Then there was anptbétem with people’s full
names where the occurrence of repeated names ihalif@sult to know who is who.

This proved to be a hard nut to crack. Alfursandkst that the best way to attend to this
problem was to inform members that their membershmd number was extremely
important to them and should be readily availabled passed on to airline staff

whenever they required to conduct business witlattiee.

Saudi Airline also suffered from internal compeititibetween departments. The main
competitor of Alfursan was the reservation depantm8enior management of the airline
decided to make some changes in order to elimih&groblem. They promoted the
manager of Alfursan to the post of manager of ked@ms and the officer handling

online business was promoted to the post of maretg&ifursan.
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6.2.5 Data and Segmentation Schemes

The database of Alfursan is a stand-alone datadasés linked to the main system of the
airline. When data is changed in the main systamdhanged in the Alfursan database
too and vice versa. All this is done in real-time.

The segmentation scheme they have is based orageisystem. They have three
different categories: blue, silver and gold.

Alfursan Blueis awarded to all new members of the Alfursan paiogrConditions of
renewal are that members must accrue at least 41803 miles per year in order to
continue to enjoy the card’s benefits.

Alfursan Silver is awarded to members accruinggast 25,000 miles per year with Saudi
Arabian Airline.

Alfursan Gold is awarded to members accruing &t|68,000 miles per year with Saudi
Arabian Airline. In addition to the benefits of Alisan Blue and Alfursan Silver, Gold
members and their accompanying families are edtitiehe same high privileges in

return for their collective loyalty.

Figure 6.1 below shows some of the terms and condifor Alfursan’s different level

memberships.
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Membership Terms and Conditions

BLUE . GOLD

(a) To upgrade to silver tier
level, memberg_nmsf{:_ _eam

(b) Sﬂve;meinbers a:e
statmnented ona quaitsrly .

mﬂnbershq:: cards are valid
for 12 months from date of
issue.

Figure 6.1: Alfursan membership terms and condgi¢®audi Airline website, 2005)

Alfursan members enjoy privileges, which grow ifaten to their frequency of travel
with Saudi Arabian Airline. These benefits begirsasn as members are upgraded to
silver and gold. All members are eligible to ealfufsan frequent flyer miles. Members
earn Alfursan reward miles, which can be savedexatianged for free flights, upgrades

and even holidays.

Every member has a record of flights mileage andtpgathered. There is a

sophisticated engine that calculates all the nailebsthe points awarded. Cabin type,

mileage and frequency of travel all influence tiee that the member is in.
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A number of segmentations help target differentrsfto Alfursan members as well as
indicating the level of rewards they might receiFer example, a value-segmentation is
used to predict how much a new customer might b#hao the future and to ensure that

the most valuable ones are contacted rapidly.

6.2.6 Managing Customer Portfolios
Customer portfolios contain name, age, gender,ipheilentries for multiple phones and

faxes, email and preferences like the type of fooskeats.

The Alfursan group has two consultants who areaesiple for analyzing and managing
customer portfolios. These consultants submit Betaeports to managers to explain the
status of the system. According to the consultamalyses they can awaken members
from the sleeping mode even if they were not actBtech decisions might be made
because some members are profitable and the awighes to retain them by giving

them a second chance and tempting them to use Salide again.

One of the biggest advantages of using this proggahmat when a customer phones up to
make a reservation, the employee of the airlinellsputs questions to the customer and
takes information about this customer, like nanestact numbers, nationality, preferred
seating, preferred food (vegetarian, salt free)spetial needs, if any, which have to be
answered in detail. In the case where the sameroestis a member of Alfursan all he
needs to provide is his/her membership card numberll the details of this customer

will show up in the member’s portfolio on the corntgruscreen. This saves a lot of time
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and it was measured that 80% of the calling tinthiwireservations processes can

thereby be saved.

6.2.7 Evaluation of the System

The management of Alfursan holds periodic meetwitis members of the program from
the gold and silver levels to discuss their conmgtaor any requirements they might
have. The aim behind such meetings is to satighctistomer and make him feel wanted
and valued and also to overcome any problems.

Alfursan also conducts a survey through a form whiat mail to all their members

every year in order to evaluate the system andehéaces being provided through it.

6.2.8 Internet Presence

The internet presence has proven good as a staddhe airline is satisfied with what
they have but are looking forward to progressingdmething more advanced. Online
reservations were not opened until the year 2005oaty after Saudi Airline launched
their new website. They have online applicatiomferfor Alfursan membership where
anyone can fill and file them online. Any memben ¢@g in with his/her membership
number and password and can view his profile andaga it, making any changes that

he/she wants in any of the information fields tirere
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6.2.9 Future Plans

Since Saudi Airline has at long last uncoveredoeefits from the Alfursan Loyalty
program the management has decided to move thastygyrogram to a full CRM system
by the end of the year 2006. Afterwards the Airlmants to tailor the success in Alfursan
and implement CRM organization wide. The Airlindasking forward to improving its

internet presence as well.

6.3 Case Study Six: Standard Life Insurance Company
6.3.1 Persons Interviewed

1. Client management team manager

2. Client manager
Gaining access to this organization was very hadlitttook two months to get the
appointments arranged. After interviewing two diieranagers the researcher tried very
hard to obtain appointments with other people endtganization but did not succeed.
People were cautious and did not want to coopetaaé. That is why this case will study

only the client management system that Standasdhat.

6.3.2 Background

When Standard Life, an assurance company headoggirteEdinburgh, Scotland, first
opened its doors in 1825, it offered its custonaesst of quality life, pension and annuity
products. Now, almost two centuries later, Standi#felleads Europe’s assurance

industry, employing over 12,000 people and managioge than £105 billion in assets
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for over seven million customers worldwide. Itstpalio has expanded to include
investments, banking and healthcare offeringsaratelivered through four
independently operated organizations within theéthKingdom: Standard Life UK Life
& Pensions, Standard Life Bank (mortgages and gayimoducts), Standard Life
Investments (retail and institutional investmennagement), and Standard Life
Healthcare (health insurance for groups and indads). Standard Life also has
international operations in Canada, Germany, Ielémdia and China that contribute

approximately 30 percent to the company’s worldwide business.

6.3.3 Business Strategies

During the year 2004 Standard Life announced aegji@review of the business. This
covered all parts of their operations and they rdadecisively to implement the review
conclusions. The initial indications were that thegre on track to achieve the objectives
they had set. The strategic revieancluded that members’ interests would be served
best by demutualization and floatation on the stoekket. This view was formed after a
comprehensive review of the available options (&taah Life client manager, 2004)

The company decided to form a group of client maragvho would support the
Standard Life Group objectives, to retain and gpoefitable business by creating,
developing and nurturing successful relationshifib worporate clients.

This was a new concept in Standard Life and itethin January 2005. The main idea of
this client management system is that the cust@ometacts his client manager and asks
him about all the enquiries that he might have thiglclient manager has all the contacts

in all the other parts of Standard Life and cooatis all the contacts for this customer
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instead of the customer having to make the conteitisall the different sectors to
answer his enquiries. Figure 6.2 provides an examfihis idea that was given to the
researcher by the client manager interviewed. dlisigram explains the client
management’s duties and objectives. The most irapbaspect is that the client manger
is in the middle and has to share knowledge aratnmdtion between the different parts
shown in the model. The client manager has to wtaked the client by doing the desk
research first so that after contacting the cliardeeper understanding will be
established. This way customer satisfaction is mmole likely to be achieved. The
client manager may not be an expert in any of tfierdnt parts in the model but all he

needs is a bit of knowledge of every part so tlkeatdn talk confidently with the client.

[ Overview I Our credentials IClient Managemem[ Admin I Investment I Communication I Value ]

Client
M dna g ement Relationship Management

Management
Information

Implementation

Industry
Developments

Employee \
Communications

Understand Client
the Client » Satisfaction

STANDARD LIFE

Technology

Ownership, Responsibility & Accountability

Figure 6.2
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This service is provided only to the top quartethef high-tier customers. The
management was convinced that if they put moretediod attention into this level of
their clients they would be more likely to retamein and make them feel special and
valued by Standard Life. This would eventually makdifference in profits.

In January 2005 seven client managers startegtbgram and by April 2005 the team
was ready, they started to implement what theydmtlbegan making contacts with

customers.

The manager of the client management team saiddhatt management is all about
retaining existing customers and delivering whatcae and say “No” when it is “No”

and have the courage to say that” In the past thiaseno such team and there were only
two people who were responsible for relationshimaggment. “We came to this concept
too late and we are trying to play catch up. Thigllof approach should have been

happening years ago”, the client manager said.

6.3.4 Difficulties and Obstacles

"The biggest challenge is the unknown", said tientimanagement team manager. A
client manager has to be alert and respond vegklyuio events. He/she has to be ready
and be in continuous contact with the customem@able to tell the customer bad and
good news before anyone else is very importantd#fidult as well. A client manager
said: “The biggest challenge again is the unkndwiderstand the business and get there
to the individual before even he settles in hisrcido model in the world can make you

do that, you have to jump and catch all the opmities and make the most of them”.
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6.3.5 Data and Segmentation Schemes
Segmentation is done by the client management gamhthey have an account
management model in use; one for the existing djeas demonstrated in table 6.1, and

the other for new clients, as shown in table 6.2.
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Accoumt Management Model- Existing Client Ranking Tool

SCORE

Active scheme with funds under management > £7M Automatic Q1
Active scheme with funds under :
management £5i - £6.99M Automatic Q2
Actikve scheme with funds under
management £3M - £4.59m a0
Active scheme with funds = £28 < £5M 0
Active scheme with funds under BTy
management < £2h
Pup'd scheme with funds under
management = £5h -15
Pup'd scheme with funds under .90
rmanagement < £5mM
Potential DB closure

30
Client has additional business with SL 4
Scheme is a ClMP

30
AYErage monthly contributions = £200 5
Average monthly contributions = £100 < i
£200
AWErage monthly contrbutions < £100 -10
Ml commission

30
Scheme with SLAC < 2 years 5

4 group pension where there are no new members or
any new monies for existing mermbers

Defined Benefit Scheme far a company that has closed
or considering closing

Quartile Score Fup'd
1 130-170
2 BO-129 OB
5 40-79
< LUnder 40 CIMP

Contracted in Money Purchase Scheme

Table 6.1: Ranking tool for existing clients (Stardllife document, 2005)
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Accoumt Management Model- New Client Ranking Tool
SCORE

FPotential funds under management = £7M AR

Potential funds under management

£ - £/ 990 Altomatic Q2
Patential funds under management
£3M - £4.99M a0
Patential funds under management = £2h < £30 a
Potential funds under management < 9
£20
Fotential OB closure
a0
Client has additional business with S0 20
Scheme is a CIMP
30
Potential average maonthly
contributions = £200 20
Paotential average monthly
contributions > £100 10
Potential average monthly
contributions < £100 -10
Mil commission a0
Cuartile Srore .. |2 group pension where there are no new members or

1 120150 Pup'd |any new monies for existing members

2 g80-113 Defined Benefit Scherme for @ compary that has closed

3 A0-79 DE - or considering closing

4 Under 40 s Contracted in Money Purchase Scheme

Table 6.2: Ranking tool for new clients (Standafel document, 2005)

The client management team considers two kind$ierfts: existing and new clients. The
ranking tools illustrated in the two tables aboxe laasically dependent on the financial
status of the clients. According to this rankingltiey have in use they put the clients in
the appropriate place and give them the deserwveesend product. The service varies
between segments. Table 6.3 illustrates the diffsre in the services and care given to

the four segments of Standard Life’s customers.
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The top quartile receives the best service anataitesince they are highly profitable to
the company, while the fourth quartile receiveslisic services, which are still

excellent services in the interviewee’s opinion.

Top Quartile 2nd Quartile
» Allocated Client Manager ¢ Allocated Client Manager
& Employee Communications Consultant ¢ Employee Communications Consultant

o Attendance at Trustee (or similar) meetings ¢ Attendance at Trustee (or similar) meegtings

& Customer Fesearch Inwestigations ¢ Customer Research Inwvestigations

e FlEx sErviCe proposition ¢ Flex service proposition

& Continued tailoring of bespoke employer weh e Continued tailoring of bespoke employer web
sites sites

» Tailored Management Information ¢ Tailored Management Information

# Customized Annual Report ¢ Customized Annual Report

» [nformed of deseloprments arior to public ¢ Informed of developrments prior to public
knowledge knowledge

& Mailings to employees ¢ Mailings to employees

& Fegular updates and communicating on ¢ Reacting and communicating on Industry i55ues
Industry 155Ues ¢ Yisits to 5L

# Entertainment ¢ ACcess to SenNior managers

e Conferences/ndustry events ¢ ACCESS tO fund managers

& Training startrustees

» Wisits to 5L

® ACCESS 0 SENIOF Managers

# AcCcess tofund managers

» Added value services/Access to other S0
resources (eq printing)

3rd Quartile 4th Quartile

« Allocated Client Manager + Standardized Management Infarmation
« Emplovee communications Consultant + Standard Life Updates

« Trustee meetings + Reactive

« Customer Research Invitations

« Standardized Management Information
= Standard Life updates

+ Reactive

Client Management Model, initial draft 28 Apnl 2005

Table 6.3: Four different quartiles for Standardd.customers

Since the client management team is working ori#eamost profitable customers, they
are spending a great many resources and effoserte them and try to solve any

problems that may occur on the spot.
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6.3.6 Managing Customer Portfolios

The most important process that a client managetdiananage successfully is the desk
research about his/her client. Being prepared vgoémg to the customer to meet and
knowing all the requirements and preferences fisradhstomer are very important.
Customer portfolios are well managed and inclutlthalsmall details about the
customer. These portfolios may contain small bygartant information such as about
relatives, friends and even interests. Client marmbenefit from this detailed
information about their clients and make the mdst to retain them and provide them

with the best value and service.

6.3.7 Evaluation of the System

No tactical performance indicators are set to meaand control this client management
project. The main performance objectives are prisnéinancially oriented. The other
indicator that they rely on in measuring the susadghe project is the feedback they
receive from clients. Since this client managenpeoject is fairly new, all the work is
done on paper. The group of managers did not usdetticated technical facilities to

help with the segmentation or analysis.

6.3.8 Internet Presence
According to the interviewees’ opinions, the Staddafe’s website is not very
advanced. They believe that some people are nitdemmfortable dealing with this

online service because of privacy issues. Custonargo to the website to get
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information about the services and products thepaom offers but, when actually

buying a service, they prefer to engage in fadade interaction.

6.3.9 Future Plans
The client management team is basically lookingieetings with the clients to see what
they want and if they can get any new requiredisesvirom them to implement within

the company.

6.4 Chapter Summary
This chapter represented the Saudi airline andd@tdrlife cases write-ups. The
researcher used the same procedure in transcthendata of the organizations to make

it easy to conduct the cross-case analysis.
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CHAPTER SEVEN

ANALYSIS AND RESULTS- PART FOUR

AL BAHRAWI TRADING COMPANY AND NOORTECH TECHNOLOGIE S
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7.1 Introduction
This chapter reports the detailed write-ups oftéhe family businesses in Saudi Arabia

analyzed in the current study: Bahrawi trading canmypand Noortech Technologies.

7.2 Case Study Seven: Bahrawi Trading Company

7.2.1 Persons Interviewed
1. The Senior Manager and one of the owners
2. The Data manager and programmer (The data manageinterviewed in front
of the senior manager/owner of the company, sodsgenet comfortable in
providing information and he kept looking at th@ise manager whenever the
researcher asked a question, as if he was tryiggitoapproval to give out

information or not!)

7.2.2 Background

The Bahrawi Company is one of the oldest tradingmanies in the Kingdom of Saudi
Arabia. The Bahrawi family began trading at thentaf the nineteenth century,
concentrating on bulk goods. In 1921 they begaromnpy packaged consumer goods

and tobacco. This marked the beginning of The Baihfaading Company.

So it is a family business and it was inheritedrfriather to sons and now grandsons.

They are an import distribution company and a serprovider. They don’t manufacture
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any products; they only import them from internaibmanufacturers and provide a

service to retailers in Saudi Arabia.

7.2.3 Business Strategies

The Bahrawi Company is a small organization of @80ple and basically the owner
knows everybody in the company. The company onyhkevels of management
hierarchy. Since they are a small organizatiort afladeas come from the employees and
they do not have a research and development depatrtso they get over this by
listening to the voice of the employee and gettegpback from them to implement
improvements. The system they implemented 5 yagysas triggered because they had
lots of complaints from employees about ordersaeliveries and other parts of the
work. The decision to implement this system wagmato make work easier and faster
and more efficient. It took them a long time to lepent the system and to fully use it
(almost two years). The software they bought wasfathe shelf one and they had lots

of trouble implementing it.

The organization encourages the communication letwéferent levels about
improving the performance of the system and ovevatk. Management people are not
living in their own management silos. Since they afamily business, they are like a

family in the organization and they accept commants complaints.

The company’s marketing department became more lkedgeable of what the market

needs and they share budgets with their suppbieceniduct the marketing campaigns on
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behalf of suppliers. This company is generally 80 business and they don’t deal with
the end user consumer; their customers vary betWwigesupermarkets and small grocery

shops.

All the products that they import are premium ortbsy don’t have any products that are
for mass distribution. For example, they importéEmivater and they import finest Swiss

chocolate and so on. That is why the market sisaneti big, only about 10%.

Since the company is a Business-to-Business oen,ttie customers that they deal with

are the retailers who sell the products they im@ut if we consider the end user, then it

is everyone who pays more money for quality proslitte top 10% of people).

Adding value is the biggest challenge for Bahrawtiisiness; since they are a service
provider they have to add value to their servidevben suppliers and retailers or
otherwise retailers will go directly to suppliersdathe company will be out of business.
Adding value to the service is also very importantthis company in order to win in
terms of market competition. Bahrawi’s vision ofhthe end user finds the product in

the market is higher than that of other companies.

The company provides a personalized relationship guistomers. Customers can access

this company and gain direct contact with the desisnakers and the owners; this has

resulted in high levels of customer satisfaction.
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"The services that our company provides which cifféiates us from others and gives us
a competitive advantage is that we have a leniexggalure in refunding expired products
and we try to minimize these expired situationse $érvice we provide is tailored to

different situations and conditions”, said the semanager.

7.2.4 Difficulties and Obstacles

The problem with most family businesses is thay thenk they don’t need any external
resources and that they know how to do the joh. IS#ste this company was inherited
from father to sons and grandsons, the youngemrgeoe of the family is now in charge
and they are facing a lot of difficulties trying ¢convince the elder generation that they
need to change and that they need to have mormaktesources to help with the
improvement of the company. The elder generatidin&nts to run the business the

way they used to run it 50 years ago.

They faced lots of difficulties when they first ilepented the system they have in use
now. They had to achieve data migration of 10 ydéidata to the new system and that
was a “nightmare”, as they described it. Peopkhéncompany resisted the use of the

new technology because they were not used to ihahtamiliar with the way it worked.

The system they have lacks some tools to gathenthemation and use it

professionally. They don’t have anything that day® many deliveries were delivered

on time last month or how many deliveries wereiof for example, for the last 48
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hours and so on. They would like to have such bltobthey don’'t have it in the system
and if they want to get such information they havebtain it manually.

They need qualitative data as well as the quanitatata that they already have. What

they need is a tool that helps with the analysighefinformation they get and to use this

knowledge for marketing activities.

Training was carried out by the vendor of the safethey purchased but this support
from the supplier was not enough. The suppliertidddtraining and went away, and then
they faced problems with the system and could indtgolutions easily. They had to
effect some upgrades at that time, which was verg tonsuming and difficult. They are
not spending more on training now because theYoataeng for new software. After
2004 the company stopped spending on training pranements for the system they

have.

End users dealt with the system cautiously and seene afraid that the system would
make them look bad. Some employees were afraidhibgtcould not use or understand
how this new software worked. Management triedoiovince people in the organization

that this new software would make their life easier

The senior manager (and one of the owners) saidhbg were facing a problem with
this business: since it is a family business, tie¢gin all employees even old people who
don’'t add or improve the status of the company. ¥V¥ko is working with them stays in

the company for a very long time even if he iswotking on improvements. The old
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generation don’t want to change this and the naveiggion of the family are trying to
renew how work is done and trying to bring new faitgo the company. Such a family
business suffers from the elders who are bureacemadl rigid about certain policies and
the younger generation who are trying to keep lthere involved in the company

because they respect them.

7.2.5 Data and Segmentation Schemes

The end user database is limited to market researdhhey have some third party
companies who do this job for them. The companydbdave any advanced CRM
software and all they have is built-in softwaretthelps in marketing and managing the

customers (the retailers in this case).

The Bahrawi Company has its own database of tladeet they deal with; they have all
the data about those customers in detail and ttadbase is updated on a daily basis. For
example, they can pull information about the exanbunt of X Chocolate that Y super

market bought in January 2004 and so on.

The data is used and analyzed. For example, theyznthe data to look for products
that are slow in selling with a certain retailehid helps in decision making and helps
management to look into this problem and discusatlit the retailer to find out the
reason behind this and try to solve the issuetlf&ocompany has some data mining in its
processes but they are using excel spread sheéfanoy software to do that job for

them.
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The company has a segmentation scheme and thegyocarsegmentation according to
historical performance and potential. They hav8BAC and D levels of customers and
they carry out the segmentation process on an dbags. The service varies between
segments; the marketing spend is more for A lewsiamers and less for D level
customers. The segmentation they do is based dorp@mnce and potential; they don’t
do segmentation according to size since they dbwat with mass production products.
They don’t get any complaints about the differemcthe service. “An A level customer
will get a big marketing promotion and a B levellwyet a smaller one; that is normal”,
said a senior manager and owner of the comparipeloase where they have a problem
with low-tier customers resenting not having thevise of high-tier customers, then they

talk it through with the customer and try to make tustomer happy.

7.2.6 Managing Customer Portfolios

Since Bahrawi has a limited number of customers aredbasically retailers and grocery
shops, management did not feel the need for a C&Mage to deal with these
customers. The company has a representative forteeiness that they are dealing with.
These representatives (relationship managerseapensible for the satisfaction and
loyalty of the customers. Customers have directamirwith the representatives and they
can solve any problem or concern that may occuy ingpresentatives can not solve the

problem, then they escalate it up to management.
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The company has provided a telephone number fouseid to call for complaints or
feedback. They do get feedback from end users dbeydroducts via phone, email or
fax. The problem is that they don’t do anythinghatihis feedback and they don’t benefit

from it.

The company does a lot of field research to acquese customers. They have marketing
people in the field looking for new outlets. Thepwde the prospective customer with a
package of services that they can offer and theyrgto target the customer they want by

themselves.

The company conducts monthly meetings with theaedpnts of the key accounts they
have to see what they need and if there is songethat they are not happy with and they
try to keep them completely satisfied so that tthey't lose them to other competitors.
The regularity of the meetings with the customesgeshds on the segment the customer
belongs to. The problem is that these meetingsatrefficial and they are friendly
meetings from which no reports or information aeeived. This is a valuable source of
information that the company should have thougbuabkaking advantage of. The loss of
a customer raises lots of flags and is a sign ofglsomething wrong. The company gets
to know their customers’ expectations about theisertthrough the informal meetings
with the customers. However, they don’t have anycstired methodology; they simply
ask and get feedback. The company knows thatmestoare satisfied if they don't get

complaints.
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7.2.7 Evaluation of the System
Although the company does not have a CRM systeay, db have processes in use that
are related to retaining and satisfying custonteesthe management concept behind

CRM is still applicable in this company.

The system that they have in use is responsiblddtiveries and prices. It arranges the
price and has access to the data stored in thbatstabout the customers to whom they

deliver orders.

They don’t have any well defined complaint handlaygtem but what they do is that if
they have any complaints, they deal with it ongpet and it gets upgraded to
management to look at it and solve it if neededyl$olve their problems randomly as

they come along.

They don’t conduct reviews for the system andhéfré is a problem, they deal with it
and solve it. The company has an IT departmentshrasponsible for the system they

are using and produces reports about the customers.

The company evaluates success by the speed anéde@gaod order processing. They do

have metrics in use to assess how they are perigrwith their suppliers and dealers;

they do this because the work they do needs todieijent and accurate.
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7.2.8 Internet Presence

The website of the company is very old fashionetithe only thing that a customer can
get from this site is information about the company a contact email address, no more
no less. They have thought of building a systerhehables electronic transactions but
the system would have had to integrate and wonkgadade the systems that other
suppliers and retailers have. The management afdhmpany decided that it is not

feasible to implement such a system.

7.2.9 Future Plans

The company realizes that the system they haviel iaral that they need a new system
that helps them do the job better. The softwarg hiase now is very slow and they need
something faster. Another issue is that they nequit more computers in the offices and
train more users to use the system. The data maimatigs company carried out an
evaluation of the cost of software in the markat thest suits this company’s needs and
the expenses if they decide to upgrade what theg haw and he gave the report to the

decision makers so that they can decide what to do.
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7.3 Case Study Eight: Noortech

7.3.1 Persons Interviewed
1- President of the company

2- Technology director

Note:

The researcher did the interviews with this compamly after 5 months of implementing
the CRM system they have. That is why most of tiiermation gathered from this
company was around the difficulties they are fa@nd obstacles that occurred after

getting the system implemented but not fully rugnyet.

7.3.2 Background

Noortech are Systems Integrators based in Saudhigdspecializing in intelligent
solutions for buildings and facilities. The Compamgs founded in 1999 to service
growing local and regional demand for intelligeystems applications. Noortech
pioneered the application of network servers ilifternet Protocol) communication
back in 1999. In the year 2000 the company waéirsteto introduce biometric
identification and verification in Saudi Arabia.dBnetric identification and verification
refer to the technologies that measure and analyaen physical and behavioral

characteristics for authentication purposes (Wilipe2006).

202



7.3.3 Business Strategies

The Company’s mission is to provide systems thed l® increased efficiency and
improved facility utilization, protect assets armhserve resources. To fulfill this mission
Noortech has created associations and alliancésintérnational leading manufacturers
and suppliers to provide high standard applicatem “best-in-class” hardware that
successfully integrate and interact with a muliwd electronic devices. Noortech
supports these systems and ensures that theyrdileseesults that they were intended
for. Realizing the importance of a robust technglodrastructure to fulfill its mission,
one of Noortech’s objectives is to diffuse the kfexnge it gains into the main labour
force stream. Towards this end Noortech has urkkemta training program for Saudi

technicians and sales persons (Noortech websif$)20

Noortech offers leasing solutions that enable iestiio preserve capital and increase
financial flexibilities. The company also offersrpeership opportunities to its employees,

enabling them to benefit from their own success.

Noortech has been providing integrated solutiorfSandi Arabia since 1999. Its

customers’ list includes public and corporate esgtithat are among the top 500 Saudi

Companies.
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From initial evaluation, through design, instatieti commissioning, training and support,
Noortech offers services that cover:

& Installation

& Commissioning

& Training

% Support

Noortech strives to become a leading Intelligentddugs Systems Integrator,
specializing in commercial medium to large buildirapplications. The management

hierarchy of the company is as follows

President
Managing Technology
Directar Directar
Business o Deplopment and
Drewveloptment PEralon: ;
IManager Ianager Technical IManager
3 Business . w
Operati - Technicians
Develop ﬁsﬁtaunris 217 socoillly Supervisor
Specialists
Support staff: 2 Technicians
Admirdstrative Assistant
F.epresentative

Figure 7.1 Noortech management hierarchy (Nooratument, 2006)
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The company is a small one with a total of 16 elygds, as shown in figure 7.1, and a
turnover of 8 million Saudi Riyals (around 2 mitidJS dollars). The market share of the

company is 5 to 10%.

The management of the company felt that they wesid some customers because they
were not keeping good track of customer request®acomplaints. They felt very
stressed trying to follow-up with customers and thiwhen the management decided to
adopt CRM software to help them get more organ@etito manage customers more

efficiently.

The next step was to do the desk research anddoskiitable software that could
manage customers of small organizations. The mamagkowner of the company
attended some seminars in the United States andedethat the most suitable software
would be Microsoft CRM package for small busines3é& next step was to buy the

software and implement it and this is what they did

7.3.4 Difficulties and Obstacles

The company started the implementation in July 200%ch was just 5 months before
the researcher conducted interviews with this catpp@he vendor implemented the
software and carried out some training for twohef émployees in the company. Two
months later, the training was over. The managemlidmot expect that it would only
last this short time and thought that the vendouldioemain with the company until the

system was up and running. Management also expdwethe vendor would help with
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the feeding of the data into the system, but ttas not the case. They tried to hire
someone from the vendor’s side to do this job ient but they did not succeed and the
vendor said that they were very busy and they coatdbffer them anyone.

This is when they faced the problem of feedingdystem with the data. They hired a
programmer to do this job and fed the system vidir texisting customer data. This
employee ended up working to solve problems wiehdiftware itself rather than with

the CRM system!

This created a problem with the employees not wgrtb use the CRM system at all. For
example, an employee meets a customer and givea bumtation. Then he comes back
and tells management orally that he had doneThis.following kind of conversations
occurred:

Manager asks: did you write down the quotatiorhen@RM system?

Employee: no!

Manager: then how did you do the quotation?

Employee: via excel!

Manager: why did not you use the CRM system fotZha

Employee: well, the latest products and the pri@ngnot in the CRM system yet... so
how can | do that?

This was the kind of hassle they were facing aeg thied to work on holidays to cover
this gap and fill in the system with the requiratbrmation and data but they did not

succeed in doing so.
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So they were stuck with a system that was waitimgbmeone to feed it and get it to
work. The problem with this company is that theg dot have someone dedicated for
working with the system and feeding it from thetstihe manager kept saying that they
didn’t have anyone free to do this job for them #mat the two people who had
undertaken the training very busy with other dusieshat they could not do this job as
well. Management is now looking for someone to,heneen if only for a temporary job,
and they have not been able to find anyone. Evieyf manage to find someone the
manager said this person would not know how theesysvorks and would need training
as well. At the time the interviews were conduateghagement was struggling to get the
data into the system and they had managed to dofddue job at a slow rate of progress.
The manager mentioned that competition now was kargt and that this had not been
the case in the past since they had previously treeanly providers for such systems,
whereas now they had a lot of competitors all adotine kingdom. Another issue was
that the systems they are providing are gettingdraand smarter and the employees who
are responsible for implementing the systems haetat least engineers to get this job
done properly. So, the main problem in the compailyat they are short of staff and

short of resources to expand staff numbers andnane people.

Another typical problem the company faced was tasce to using the system.
Employees were saying that they were fine withbahd it is very time consuming to
write down everything they do in the CRM system.dioyees did not want the system

and were not convinced that it was important.
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7.3.5 Data and Segmentation Schemes

When the company was in its early stages it stadelb business on paper and did not
have any well-developed systems in use. They eshlizat they had to put all the
information they have and the data that they allecting on the computer and so they
did so. After a while they discovered that they dad have a proper filing system that
helps them to access the data quickly and so tizevekes shared on the computers
somewhere but they could not retrieve it. Then thegided to conduct categorization
and they succeeded in creating their own filingeysthat helped them to retrieve the
data quickly. Another problem came up and that wists the way employees were
typing in names. Miss-spelling was a problem tkdttb lots of confusion and repetition.
Now they are looking forward to integrating a dagpvn menu with the CRM system

they have whereby users don't have the chanceds-spell or make mistakes.

They do not have a database or data warehouse.afbeyvery small company and the
data they have is all on paper and excel sheetscdimpany has two kinds of customers;
customers who want to buy security systems ancdmests who need maintenance for
their systems. The company does not have any Kisdgmentation for their customers.
All the customers of this company are highly pradie ones since the systems the

company is providing are very expensive.
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7.3.6 Managing Customer Portfolios

In spite of all the difficulties the company haaeéd with the CRM system, they are still
getting some success in managing the customeriligsrand data through the system
they have. In every customer profile (that theyehenanaged to get into the system) they
have all the data they want about the customes ifiight be all the personal details and
business details as well. They also have a redoat the important family members

and/or friends of the customer that might be futustomers of the company.

The researcher had the chance to look at the systemng. The software is user-

friendly and had lots of icons that are easy toarseunderstand.

7.3.7 Evaluation of the System
Since the system was still in its infancy they dad have any plans on how to carry out

an evaluation of the system they have.

7.3.8 Internet Presence

The company has launched a new website that sdbhelp suppliers, customers and

potential customers access the CRM system thrcwgtvebsite.

209



7.3.9 Future Plans

The management is looking forward to implementirgpaplete ERP solution hosted on
the internet; it is called “Netsuite”. The reseanctid not receive a sufficient answer
when she tried to ask the manager why they weatgir all the hassle to implement the
CRM system when they had other plans in mind tgaddull ERP system that includes

CRM.
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CHAPTER EIGHT
SECOND STAGE ANALYSIS

QUALITATIVE CROSS_CASE ANALYSIS
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8.1 Introduction

After conducting the first stage of the analysisdurcing the detailed case write-ups in
chapters 5, 6 and 7, this chapter presents thedgattase of the analysis of the current
study which is the qualitative cross-case analyidie researcher used the CRM
conceptual model to conduct the analysis and argitee research questions of the

current study according to the findings and redhlss emerged from the analysis.

8.2 Cross-case Analysis of the Sequential Phaseshdd Conceptual CRM Model

8.2.1 Analysis and Segmentation

1-Ford:

There is a large amount of analysis being conduatéebrd of Britain. Such analysis is
conducted in different departments for differenectives. As for FCSD, most of the
analysis is done for marketing purposes. They lgawal tools in use to help them in
analyzing and segmenting customers for marketimgpaagns. It is worth mentioning
that the segments at Ford are different to the setgnn a bank. For example, segments
in Ford are mainly for contacting relevant custosrfer relevant products and services.
They don’t have high-tier and low-tier customergrd=does not have loyalty programs as
well; which is something worth considering.

Another important division which conducts excessggmentation and analysis is their
GCI (Ford’s marketing research group). GCI providege amounts of research findings
which are relevant to different parts of the orgation. Some divisions do use this

valuable information and benefit from it, but otheon't.
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As for the dealership, the system in the call-aeh#lps in conducting a lot of analysis
and generates different kinds of reports that aeel by management in decision making
and in marketing campaigns. The call centre caouggheir analysis using the system
and then sends reports to the managements ofahtfeealers, telling them, for example,
how many calls were inbound, how many outbound, h@my of those were complaints
and how many were for an MOT and so on. In additibay also tell management how
much time it took to answer the calls, indicatihg tevel of the service performance. The
dealership does not perform any segmentation exbepé conducted for marketing
purposes. What this dealership is looking for #veare which would use the post code
to segment customers and inform where the higldfitpble customers are.

2- NCB:

Segmentation is part of the business strategyer#nk. Segmentation is done according
to age, gender, financial sophistication levels asidtolerance. When these elements are
put together they constitute nine boxes in totagr8entation in the bank is done monthly
by the relationship managers and then reviewedhdyrtanagement. High level
customers are put automatically into the privatekbeg division and benefit from the
privileges private customers enjoy. Segmentingust@mers in financial industries is of
utmost importance. This industry serves differemtls of customers differently. This is
because the positive impact (on such organizatimos) such differentiation is huge.

3- Al Rajhi:

Al Rajhi is performing segmentation and clustetimgdentify and analyze customer
needs and banking patterns based on variablesasuolcome, age and gender.

Segmentation is done by a number of consultantsaseesponsible for segmenting the
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customers and analyzing the data. Updating of &te 8 done in real-time throughout
the bankThe most visible use of bank segmentation is ircthdiguration of fee-based
products and services for profitable customersci@peates offer maximum value and
encourage customer retention. Al Rajhi Bank vahiess customers and tries to
minimize differences in the level of service betwedferent segments.

4- RBS:

There are no segmentation processes in the baatlkededb or based on the levels of
customers with varying privileges. They do havensegts of customers but the
difference in the services meted out is minimale Tastomer segments they do have are
mainly those of private and business customerss& hgo different levels of customers
do not vary much in the services provided to edblere not being substantial differences
in services provided between levels of customewthast makes most RBS customers
satisfied with the service and happy with the b&RS conducts a lot of analysis and
segmentation for marketing purposes. They have thak help them in performing their
marketing campaigns including those which can perfdifferent levels of analysis and
segmentation.

5- Saudi Airline:

The segmentation scheme in the airline is basealroiteage system. They have three
different categories with three differing sets af/jeeges. A few of such segmentations
help target different offers to Alfursan membengluding the level of rewards they
would be receiving. For example, a value-segmemntasi used to predict how much a

new customer might be worth in the future and tsuea that the most valuable ones are
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swiftly contactable. The Alfursan group has two sudtants who are responsible for
customer portfolio analysis.

6- Standard Life:

Segmentation is done by the client management &mhthey have an account
management model in use; one for the existing diand the other for new clients.
The ranking tools used are basically dependenhefinancial status of the clients.
According to the ranking tool they have in useytpet their clients in their appropriate
places and give them the deserved service and girofhe service varies between
segments. There is no use of software tools towdrahalysis and segmentation; all the
work is conducted manually (this is so only in dlient management project, not in the
entire organization).

7- Bahrawi:

The data in the database of this company is use@daalyzed. This helps in decision
making and problem solving. The company also cotsdsmme data mining in its
processes but excel spread sheets are used, ogptsfaftware to do that job for them.
Although they don’t have special software to helthwegmentation, they can still
achieve the same results manually. The compang Bagmentation scheme and they
carry out segmentation annually according to penforce histories and potential. The
service varies between segments; the marketinglspenore for A level customers but
less for D level customers. The segmentation tloei thased on performance and

potential.
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8- Noortech:

The company has two kinds of customers; customboswant to buy security systems
and customers who need maintenance for their egististems. The company does not
have any kind of segmentation for their customélishe customers of this company are

highly profitable ones since the systems Noorteghroviding are very expensive.

8.2.2 Managing the Customer Lifecycle (contact chamels)

1- Ford:

Ford has different tools in different departmentsetain customers and keep them loyal
and satisfied. The main focus of such tools isotatiauously measure the true voice of
the customer for increased ROI (return on investin&uch tools, which were
mentioned in detail in their case study write-ue, l@ased on the fulfilling of specific
“‘customer expectations.” The main channel of camgaustomers at Ford is through
mailing. Welcome packs and surveys about satisfaetnd service are mailed out to
customers. Ford has a well planned customer costiategy. They have identified the
points of contact and the channels of contact. Tiese different tools in different
departments which are responsible for the contgdircustomers at different stages of
their lifecycle. The only problem is that sometimése to lack of interdepartmental
collaboration, there are repeated efforts madeifigreint departments that lead to the
same goal.

As for the dealership, contact channels are alfioete Mainly, these depend on the call-

centre with its inbound and outbound calls. Theyrauoling for marketing purposes as
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well. The most important contact point or chansdhrce-to-face contact in the actual
shop. This contact point leaves a huge impressiad ¢r good) on any customer. The
dealership tries to keep customers satisfied amsl tiv solve their problems through the
call-centre.

2- NCB:

Since the CRM system was implemented in this cadenithe private banking
department only, the contact channels for the custs are mainly: branch, telephone
and mail. It was mentioned in the case study wrgighat private banking customers
don’t need to go online to make their enquiried.tiAt a customer needs to do is to call
his/her private relationship manager and ask ferservice. This service is available all
the time, even with time differences (if a customseralling from abroad). What
relationship managers are trying to achieve thrabhgke contact channels is to retain the
customers and satisfy them by performing the serwith speed and accuracy. By
retaining and satisfying the private banking cusisithe bank is achieving a high return
on investments.

3- Al Rajhi:

This bank implemented the CRM system bank wideitahas proven to be a successful
one. The bank has many contact channels througthwthtontacts the customers and
tries to retain and satisfy them. The channelsramly: face-to-face, telephone, ATM,
online, mail and SMS. The CRM system the Bank hgdamented provides the ability
to know exactly what's going with a prospectivecarrent customer at all times. The
system generates automatic reminders to explaih avh@ationship manager needs to

do. Al Rajhi has a complete picture of its customegraction process. Using the
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analytical tools in the software, they can takeaamtlage of every single customer
interaction to improve satisfaction, cross-sell reamwvices, keep track of all requests, and
measure their marketing effectiveness and the itngfatbe overall CRM effort on Al
Rajhi's bottom line.

4- RBS:

The customer contact strategy mentioned in theevuit of this case (see chapter five)
illustrates that the bank is cautious on to howa@gh its customers. The contacts
channels are mainly: mail, telephony, branch, @wind ATMs. These channels are used
for marketing purposes and for cross-selling. Thine contact channel is an important
one. The online banking services that the bankasiging for its customers are easy to
understand and use. Further, it is a secure wagdess accounts and transfer money.
Ease of use is an important feature of this orthaeking service that makes customers
happy with their bank. The bank has software ttdws$ help in marketing activities and

in managing customer profiles.

5- Saudi Airlines:

The Alfursan group has two consultants who areaesiple for analyzing and managing
customer portfolios. These consultants submit Betaeports to managers explaining the
status of the system. According to their consudtaamalysis they can awaken members
from the sleeping mode even when they are noteacBuch decisions might be made
because some members are profitable and the awighes to retain them by giving

them a second chance and by tempting them to us# Saline again. This process’s
goal is to retain profitable customers and pretesmn from churning. The main contact

channels are: telephone, face-to-face, online aamtl lhseems that with an airline the
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most common channel that customers prefer in Sanadhia is the telephone. Customers
in Saudi Arabia are less comfortable using therm@eto make reservations and book
flights. A large number of Saudis are computeieitte.

6- Standard Life:

Within their client management team, the most ingoarwork performed by the client
managers is desk research. Every client mangeiloHaswell prepared before meeting a
client. This makes an excellent impression on téiemd makes them feel safe with their
insurance company. Client managers benefit frond#tailed information in their

clients’ profiles and make the most of it to retdiem and provide them with best value
and service. Withinhe client management project the main contactredlaa the
telephone or face-to-face meetings

7- Bahrawi:

The company has a representative for each busifieese representatives (relationship
managers) are responsible for the satisfactiori@adty of the customers. Customers
have direct contact with such representatives wiitbm the former can solve their
problems or satisfy concerns that may occur. Thepamy conducts field research to
acquire new outlets. Furthermore, the company ccisdegular meetings with customers
(retailers) to make sure they are happy with theice and overcome any problems. The

main contact channels in this family business fa@e-to-face meetings and telephone.
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8- Noortech:

This small company has tried to use the CRM packiagg have implemented to manage
their customers efficiently. The reality is thag¢ythave given themselves a bigger
problem just trying to understand the software ianf@eding the system properly. So,
they have reverted to the ways they used to semeetain customers, using excel
spread sheets and simple computer tools. The maiact channels in this case are:

face-to-face, telephone and e-mail.

8.3 Cross-case Analysis of the Supporting Conditienof the Conceptual CRM

Model

8.3.1 Senior Management Support and Leadership

1- Ford:

It was apparent that Ford of Britain's senior mamagnt needed to be more aware of
what was happening in the lower levels of their aggament. Whereas some of their
departments were using sophisticated tools anevaadtto enhance the processes of
retaining customers, other departments were nat aware of such tools and were
asking for management approval on adopting sinmlals with similar objectives at their
level. Strangely enough their management approVéds, however, led to the spending
of money to acquire tools which already existedthmer parts of the company.

On the subject of management support, senior mamagein Ford is very keen on Ford
becoming a customer-centric organization and theyrging hard to overcome the
obstacles inherent in huge companies having nurserastomer-contact channels. The

management in FCSD is interested in implementingylI@Rncepts but their problem is
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that senior management only give orders for whey thant done without considering
and studying in detail of how this could be donew#en it comes down to the level
where people in FCSD are supposed to implemendé#ze it boils down to and depends
on individual efforts and personal desires. The Cie&m in FCSD consists of just five
members, each one of them having his/her pringgtedssignments to take care of
before dedicating themselves to the CRM projects Tiakes CRM a second or lesser
priority for them. This division needs to give mgneority to CRM related efforts by
assigning dedicated personnel to man their CRM té#my are serious in getting the
job done well.

On the dealership side, senior management supparewident by the fact that two of
their senior managers were sent to the USA to Bdarcand procure the most suitable
software for their call centre. This involvemennhtidbuted considerably to the success of
the project.

2- NCB:

Senior management support was vital for the CRMeptdo succeed. Since two
members of the CRM team were senior managersptisised the project forward and
provided the financial and other support neededhersuccess of CRM implementation.
3- RBS:

Senior management at RBS decided early on to coatlme bank to change priorities
and become a customer-centric organization. Handeanagement involvement was a
major contributing factor in making the goals smtdeveral CRM related projects

reachable. This involved senior management's dpaicipation in project development
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teams as members to make sure that the projesuffatient attention and full
management support.

4- Al Rajhi:

Upper management of Al Rajhi bank involved itselfmaking remarkable changes to the
bank's overall culture. Management was keen tae@austomer-focused organization
and they succeeded in reaching such a goal. Wleelpathk first started with the CRM
project in 2001, senior managers were personakyrested in selecting the project's team
with one of their senior managers being made a reewithis team. Another key factor
which helped in making CRM implementation succedssfs the existence of solid
support and sincere cooperation by and betweenvagous departments. This support
and cooperation was backed by senior management.

5- Saudi Airlines:

The management of the airline was not keen, irbdggnning and up until 1995, on
prioritizing customer loyalty and customer satistat. The researcher believes that the
reason behind this was that Saudi Airline, beipglalic sector organization with a
monopoly within Saudi Arabia, did not care abositatistomers. It was clear that senior
management at Saudi Airline had no involvemenh@&Alfursan loyalty program which
was dependent on the personal and private effbttedAlfursan group's volunteers who
took the initiative to procure appropriate softwegquired to successfully apply the said
loyalty program. The program succeeded and wasleialbe fully operational until
after the airline’s senior management belatedllized the importance of and the dire
need for the company to change the airline to becammustomer centric organization.

Immediately following this, a committee of senioamagers was instituted for the
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purpose of looking into this issue. This furthenfioms the importance and need for
senior management support; this factor is a stainkley one for any changes to be
conducted successfully in organizations.

6- Standard Life:

Since the researcher was provided access onlgtaltant management project’ division
at Standard Life, the analysis is based on theduiniata obtained from them.

Senior management in Standard Life decided to et client management project in
2004 and an official team of 7 client managerststatheir duties in 2005. Senior
managers set down this team's work parametersoghénaiting their scope and reach.
Management in Standard Life, through their narrosdgped CRM program has simply
been looking for a financial profit tool for thecaiess of this project. Another issue that is
worth mentioning is that this project was aimedmly 1% of their most profitable
customers.

7- Bahrawi:

Since this company is a small family business,@amanagement involvement is
evident in every effort being made for improvemditite software that the company
implemented years ago was the brain child of one@senanager who personally looked
after the project until the software was up anchiog. Senior management in this
company was involved in all the details. Moreovkey know all their employees by
name. It is a small sized family business in whiaowners are the senior managers!
8- Noortech:

This again is a small family business, whereindhaer is simultaneously the president

of the company as well as senior manager and decaisaker. The idea of implementing
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and adopting CRM software was the owner’s persoleal. He was the one who was
directly involved during the search for suitabléusions for his business. This case was a

sample of total upper management involvement.

According to secondary research, senior managesopport and leadership are the most
important factors in making any CRM initiative sessful. When top management puts
in their efforts (financial and other) during therjpd or into a new project, they are more

likely to succeed.

8.3.2 Information Technology

1- Ford:

Ford of Britain handles a huge number of customeugies each day across a large
number of channels such as face-to-face (dealesshigdephone (call centers), e-mail
and internet. FCSD has different software tool$ #ine used for contacting customers,
marketing campaigns, satisfaction surveys and rniatkeesearch. The problem with
Ford is that, although they have the necessaryg tmal the technology, they are lacking
sufficient customer dialogue.

The researcher wishes to raise two issues relatdeb tunderstanding and use of CUPID
at Ford. A few at Ford maintained that CUPID wagniyaa database and was not useful
in the performance of CRM activities, whereas athmaintained that Cupid had
substantial capability for performing the said aties and that it was being used by the
latter group as a CRM tool. This, for the researchvas a classic case of faulty or

insufficient distribution of information across th#ferent divisions of the company.

224



At the dealerships, their call-centre demonstratdastantial technology usage. The
software was built in-house and was exactly taddrethe requirements of the
dealership. The procedure that their managememteddor project implementation was
good; starting with the specifying of their neeithgy progressed to searching for
solutions, then to the training of their employaed finally on to a smooth
implementation.

2-NCB:

This case demonstrated high technology usage. dile cutsourced the CRM software
from SalesLogix. The technology renewal programhedped NCB transform itself into
a customer-centric service-oriented organizationh\tthe CRM solution from
SalesLogix, the bank now has a unified view ofrthastomer relationships across their
private banking division. This view will be disserated throughout the bank in the near
future when they commence implementing the softvearg-wide. The bank outsourced
the service from SalesLogix to develop tailored-enadftware which would satisfy the
bank’s requirements. The bank did not implementdekage as is; instead, they chose
to implement only 40% of what the package offengli¢h met the percentage required
by the bank). The only shortcoming in the systemhas the main database of the bank
was not linked to the CRM system in their privaéaking division at the time the
researcher conducted her study. Hence, data exeleag not being performed in real-
time.

The internet site of the bank is an advanced oheir Dnline banking permits customers

to view account balance and past transaction reaaoiliding money transfers between
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accounts. The bank also has an internet onlinentyesgrvice that provides the ability to
trade local equities/ shares, view portfolios ansv#er queries.

3-RBS:

RBS did not have branded CRM software but theydtadr high technology tools that
were being used by them to manage their custonoditqs. Other tools were also
available and being used by staff to assist thaiketing activities. The marketing tool
in use at RBS helps in the assessing and segmaexitaugtomers. The resulting lists are
used to run campaigns, and for evaluating the tesfisuch campaigns, which further
identify leads for use in any other ongoing marigtnd sales efforts.

The internet site of the bank is excellent, prawdiesources to customers, businesses
and researchers. The bank offers online bankingcgsrwhich help a customer in
managing his/her profile. Furthermore, the onlinaking service offers other facilities
like transferring money between accounts and ame@mtiading service.

4- Al Rajhi:

The Oracle brand solution that Al Rajhi decide@mabrace is an excellent example of
successful CRM implementation. A deciding factotha software implementation for
them was the manner in which this software satigfie unique needs of Al Rajhi's
organization. Al Rajhi customers receive SMS tétég automatically update themselves
on request. Language was a paramount consideffatidi Rajhi in their CRM effort.
Their software provides local Arabic terminologyhile fully supported by classic
Arabic as well as English for the bank's custoraeis its sales and service staff. This
was a very good decision from management to agtdaklign the system in Arabic,

since most of the bank’s employees are not Engiestate. Moreover, making the data
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entries in Arabic eliminated the problem of spgjlisrabic names in English, where a
single name could be spelled in more that one way.

The software offers sales, marketing and servicdules across the bank. The bank has a
unified database that contains the customers’ tijgdating the data is done in real-time
and data cleansing is carried out regularly.

The bank’s internet presence is also excellentuseca offers all the services needed by
any individual customer or business customer.

5- Saudi Airline:

The database of Alfursan is a stand-alone datadasés linked to the main system of the
airline. When data is changed in the main systamdhanged in the Alfursan database
too and vice versa. All this is done in real-tiniée system is linked with the reservation
system of the airline. No matter what channel daruer uses (telephone, face-to face or
online) to make a reservation, information is @&tewithin a common customer profile.
The internet presence of the airline is averagst@ners can make reservations online
and can fill in applications for the Alfursan adtage card. Their website needs to be
further improved.

6-Standard Life:

Since the client management project is fairly nalhthe work is done on paper. The
group of managers interviewed did not use any @gedttechnical facility to help them

in segmenting or analysis.

7- Bahrawi:

The company doesn’t have any advanced CRM softwdirthey have is built-in

software that helps them in marketing and the miagagf customers (their retailers in

227



this case). The Bahrawi Company has its own databbthe retailers they deal with;
they have all the detailed data required on thestamers and their database is updated
on a daily basis.

8- Noortech:

The software used in this company is a branded GRBIMtion for small businesses. The
company purchased an off the shelf Microsoft CRMkpge and the program was
implemented within a period of three months. Thigweare offers many features that help
with service, marketing and sales. The problem doiarthis company was their inability

to use their software efficiently.

A common misunderstanding is that CRM is an ITessdiCRM program generally
targets the creation of better value for the usemgany and its customers. This goal is
achieved through additional IT investment and Moirement but not all CRM
initiatives have this. The central concern of CRMdcused on better management of
customer relationships. “This may involve behavawhanges in store employees,
education of call-centre staff and a focus on elmpand reliability from sales people”

(Buttle, 2004, p.12).

8.3.3 Knowledge Management

1- Ford:

Ford owns rich information about its customerseegly through the GCI group.
Through the different customer contact channelslEotlects data about customers and

tries hard to spread this information company willee success of CRM largely depends
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on how well this information is converted into ongaation-wide knowledge about the
customer. Ford has succeeded in transforming sichmation on a departmental level
only and not organization-wide. The problem thastsxin Ford is that they don’'t have
any system which would integrate their differenpa@ments. This causes confusion
while dealing with customers.

At the dealership studied, however, knowledge abmitustomers is well shared
between all branches and data is stored in a contlatabase. Even employees in the
call-centre have full access to all data available.

2- NCB:

NCB demonstrated a high level of data transformaitibo private banking level
customer knowledge. The data is complete, releaaditaccessible. The only thing that
the bank still lacks is that changes made in tha dee not made in real-time. The
exchange and link between the main database dathie and the private banking sector
is made every month when data is cleaned and uphdBités has to be upgraded to a real-
time update if better results are contemplated.

3- RBS:

The customer contact strategy that the bank igusmables the bank to collect data from
all different channels. This requires true multanhel integration and sophisticated
document management capabilities for the unstredtdata in the data warehouse. This
data is used wisely in marketing processes. Thelg@mowith this bank is that because it
is a huge organization, sometimes the data beceoattered between different databases

and the process of re-collecting such data becalfig=ult. Overall assessment of the
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knowledge management program the bank is usirtatsttis good, since they are
already using the information and spreading it barde.

4-Al Rajhi:

Information and data are valuable commodities ¢vaty bank uses to help in serving
customers. Many banks are embarking on IT projecenable them to manage
information effectively and efficiently. This is whAl Rajhi bank is intending to achieve
by implementing its CRM project. The bank uses@umstr information effectively and
spreads this information bank-wide. No matter whatchannel through which the
customer profile is accessed, it can be alterexlitjir the bank as a whole and in real-
time. The bank intends to expand its knowledgeisbars part of doing business —not
as a separate activity.

5- Saudi Airline:

The airline management decided to collect datataibeir customers and gain
knowledge about them, at first without a well pladnnitiative which would teach them
what exactly they could do with this data. It was$ antil management decided to shift its
concept to customer loyalty and satisfaction, thay decided to use the information
gathered and benefit from it. This information abbcwstomers was utilized to develop
their Alfursan loyalty program. The airline now rammplete access to customer profiles,
through all its different channels and the dataeisig altered in real-time. This proves
that information about customers is converted arganization-wide knowledge which

provides customer insight.
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6- Standard Life:

Information is being appropriately shared withie tient management team to ensure
that every client manager has access to all detaligelp in performing the job correctly.
The main idea of this project was to make infororatvailable to client managers in
order to help clients with their enquiries. Thisealemonstrates a high level of
information sharing and knowledge is regularly petransformed into customer insight.
7- Bahrawi:

Since this company is a small family business,rimfation is smoothly shared between
all employees. Due to its size and the friendlyurel prevailing therein, all employees
are aware of whatever is happening in the compadyadl know the company customers.
The openness of their management and their owsérslping in producing loyal and
satisfied employees. Employees feel they are gahieocompany and act accordingly.
8- Noortech:

Noortech, like Bahrawi, is a small company whicleasnprised of 16 people in all.
Employees work as a group and knowledge about s#s®is uniformly available
among them. This company is like a group of peoie share the same objectives, all

trying to achieve the same goals.

8.3.4 Service Quality

1- Ford:

Ford of Britain has processes in use that ensuvecseeguality. The RAC service
workshop quality program was formed to make sua¢ skrvicing of cars is done to a

high standard. This leads to customer satisfactdmat FCSD wants to achieve is to pass

231



on its benefits to the customer so that customeosviwwhat Ford is doing for their
benefit, like the ease of repair works and theitugdat Ford expects at all times from all
of its different repair terminals.

Another procedure that Ford is implementing isdbeducting of satisfaction surveys,
data from which is collected from different custamacross different dealerships to
ensure the quality of service being performed ishtamed.

As for the dealership, the call-centre also seagea complaint collector. Reports are
generated and sent to branches that have problémswstomers to bridge service gaps
and correct mistakes. Again, this is done to make that customer satisfaction with
their services remains at the most satisfying level

2-NCB:

This bank demonstrates a high standard of qualigervicing the customers of its private
banking division. Private banking customers are ifewumber and they receive valuable
personalized service which maintains their satigfadevel to its maximum. Since every
customer is assigned to a relationship managernainager considers the customer's
enquiries to be high priority work.

3-Al Rajhi:

People in Saudi Arabia consider Al Rajhi as a eit& bank. The bank does not provide
all services to all customer segments. Howeverb#mk’s vision is to value and serve all
customers on a par. The bank is trying to providekent services to all its customers.
The only exceptions to this are the 'elite serviéé&ajhi provides to its Altamayuz level
of 'most valued' customers; which is not difficiaitdeliver. Customers who have SR

80,000 cash deposits (around £12,000) or more mjay such elite privileges at the
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bank. After all, one of the bank’s objectives famplementing the CRM system was to
standardize customer service levels for increaassffaction.

4-RBS:

RBS is well-known for its good service. The bankiéslicated to managing the customer
contact strategy professionally in order to achigneehighest levels of customer
satisfaction. The bank conducts customer satisfadiirveys and group customer service
discussions even while there are no substantifdrdiices between the services provided
to different levels of customers. This keeps md3SRustomers satisfied and happy with
the bank's services.

5- Saudi Airline:

Since Saudi Airline has been, up until now, the sotline for internal flights in Saudi
Arabia, it did not care much about its customeisrgo the year 1995. It was only then
that the airline belatedly realised that, withoomwerting into a customer-focused
organization, they were destined to lose in thedaanging competitive marketplace.
The airline had a single standard level of serguaality for all its customers. No added
value services were considered to enhance thetyogmadl satisfaction of its customers.
An interesting observation which needs to be restekere is that the behavioural
attitude of the Saudi passenger customers is sulzshadifferent from that of its
European counterparts. The Saudi customer is Essuading and most often accepts the
services provided without complaining. This leadgamizations in Saudi Arabia to care
less about the quality of the services being predjcspecially when the provider is a
state owned monopoly like the Saudi Airline. With ecompetition, they have had little

reason and no will to improve their service qualitiiis was finally changed when they
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embraced a loyalty program. Another urgent fadtat forced the airline to improve their
services was the emergence of two private airl@sesompetitors to them in their
erstwhile monopoly market.

6- Standard Life:

This company has different levels of customershonv it provides different levels of
services. The top level customers receive thedmsice and attention because they are
highly profitable to the company; while the lowevels of customers receive only basic
services, which are still excellent in the intevw@’s opinion. Since every valued
customer in this company is allocated a persomahicmanager, the services delivered
are uniformly good to excellent.

7- Bahrawi:

Adding value to their services is the ultimate godahrawi’'s business. As they are
primarily a service provider, they have to add ealo the services they offer to their
source goods' suppliers as well as to their resit@herwise their retail customers would
abandon them and go directly to the source googgliers and the company would
probably go out of business. Bahrawi’'s awarenedsvaion of how the end user finds
the product in the market is higher than that beottompanies. The service they provide
is tailored to catering to different situations aachditions making it quite flexible. The
company provides a personalized relationship witlcustomers. Customers can access
this company and gain direct contact with the dexisnakers as well as with the owners,

which has resulted in high levels of customer &atton.
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8- Noortech:

This company is relatively new and the industrdyetongs to is new as well in Saudi
Arabia. In order for this company to survive thenp@tition which has been emerging at
a fast pace, during the past few years, they haea brced to add value to the services
they provide. In the interviewees’ opinion, theg @oing well on the quality of the
services they provide. Most complaints which dgeafrom time to time are related to the
system itself, not to the implementation processsi, which is the direct responsibility

of this company.

8.3.5 People

1- Ford:

It is true that senior managers’ buy-in is impottan a successful CRM strategy
implementation but at the same time it is crudiak tpeople in the organization have
enough enthusiasm for such change processes. \§@kEord of Britain are not aware
of what takes place at the organization's hidgnezl. Employees receive orders from
higher levels of management without receiving tetaids on how to go about this or that
project or initiative. Ford of Britain is a largeganization and they need more inter-
departmental collaboration to achieve the desieedlts in the CRM initiative they have
now.

Regarding their training processes, Ford did conttaming for its employees to ensure
that end users of every tool had enough knowleagieoav to use the tools efficiently.
The CRM team in FCSD consists of 5 members froniférdnt backgrounds. The

members are not exclusively dedicated to the CRMBwery member has his/her own
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main job that takes first priority. Hence, theiistxag CRM obligation is neither enough
nor sufficient.

At Ford's dealership call-centre, there are twed#nt teams; the inbound team for
receiving the inbound calls and the outbound teancdilling the outbound calls. The two
teams are different with different skills and stsyfer customer conversation. To do the
job well, a lot of training is provided to the pé®mho are actually talking to the
customers; the training is different for inboundlscand outbound calls. Training is done
on how to use the system and teaches basic knogvefdtpe cars. The dealership studied
was greatly involved in doing its job correctly andsatisfying its customers.

2- NCB:

The bank spent a great deal of resources and tloneaéing people in the bank and
convincing them that CRM is for the good of thelband that it was easy to use and
manipulate. The bank conducted numerous trainisgi®as with relationship managers
who would be the main users of the system. Allstasice from the users of the system
was related either to enforced change of cultutte difficulty in actual use of the
system. Users found that data entry and systenmnigedth customers’ details was hard
work and time consuming. They felt that all the wvolved was not going to pay off
in the long run. Hence, employees were not intecest using the system. The
management of the bank decided to spend additiesalirces for staff training and
gaining their feedback. Regarding the relationshgmagers, although they are
accountable for their business figures and are ndebfor performance, their incentive

plans have not yet been linked to performance salay plus commission basis.
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3- Al Rajhi:

Most of the employees in Al Rajhi are not Englisbfigient. Hence, the implementing of
an Arabic/English enabled CRM system made theirleyegs happy and made them
comfortable while using the system. The gradual@rased implementation of CRM
made it easy for management to overcome the probfessistance from users and
others in the organization. The bank decided taleonextensive training for the training
department of the bank before training the resh@femployees. It was only then that the
training team was made responsible for trainingetmployees on how to use the system
and the reasons for doing so. Although managemastquite careful in implementing
this change, they still experienced some resistanoe employees and the bank was
forced to take harsh measures while dealing withgtoblem. These measures were
discontinued only after the management had asséisaethe system had become part of
the users’ daily activities.

4- RBS:

The bank is keenly interested in developing leddprskills. For this goal, the bank used
a framework called 'The Leadership Journey' to lenaimployees to understand what
they needed to do in order to emerge as succdsafidrs. The bank has an online
learning system which enables individual employteemprove their private
development plans. Sufficient training for employéealso conducted before they get to
use any new technological tool.

5- Saudi Airline:

One of the biggest problems faced by Alfursanhainitial stages of their CRM

program was the dissatisfaction of reservation eggss with the changes being required
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in reservation procedures they were used to anpyhajth. Since this was a cultural
change it was difficult for the management to cangiemployees that the change
required was essential and for the benefit of tregany. Reservation officers did not
want to change the way in which they had erstwibélen entering their data into the
system. Despite the fact that it was easier fomtteesimply enter the Alfursan number
of the customer rather than entering all otheramst information painstakingly and by
hand, even when the system program was in machngage, whereas the manual
process of entering data was tiring and time comsgintt took the organization some
time in conducting intensive training but now Safaline has reached a point where
employees are quite relaxed with the new systemhapgy to use it.

6- Standard Life:

The seven members of the client management proj&tandard Life are dedicated to
this project and they don’t have responsibilitiélseo than being available and ready for
their valued customers whenever their customerd tteam. These managers were
properly trained to achieve the results prescribediis project.

7- Bahrawi:

People in Bahrawi are dedicated to their work en¢bmpany. Their close and strong
relationship with the owners of the company sasBmployees and resultantly satisfies
their customers. Sufficient training was condudtedhe end users of the system before

allowing them its use.
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8- Noortech:
There is a lack of employees in this company angl@yees are performing multiple
jobs and different tasks. Consequently there isusion on who does what in this

company. This has led to failure in the succeasdel of software.

8.4 Research Findings, in answer to RQ1: What aréne critical success factors of
CRM initiatives?

The second stage of the analysis will include tiitecal success factors that have been
identified by the researcher and derived from #madary and qualitative primary
research conducted. The factors are presentedbeoeding to their frequency and level

of occurrence.

8.4.1 Senior Management Support

Senior management support refers to the levelphanagement involvement in
information technology implementation efforts in@ganization (Rai & Bajwa, 1997).
This factor is very critical in cases where onenmre changes in processes may occur.
Management Information System (MIS) literature suppthis factor widely. According
to Jarvenpaa and lves (1991, p.205), "few nostieme been prescribed so religiously
and ignored as regularly as executive supportardégwvelopment and implementation of
management information systems". Therefore, senaragement support is propounded
as being a critical success factor which influertbesCRM initiatives in this study. NCB
and Al Rajhi showed high top level management sttdpotheir CRM projects. Ford’s

top management was keen to ‘set the directionhef@RM strategy and customer focus
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on high level of priority. However, when it camevdoto the implementation level the
responsibility relied and fell upon individual depaents for implementing the upper
management’s strategy, individually, with littlermw collaboration with other
departments. Bahrawi’'s upper management is invalved the processes conducted by
the company because it is a small company. RBShtapagement is involved in
creating a customer-centric organization. Regar@agdi Airlines, management did not
become interested in changes until after feeliegddnger from competition, that is, only
after two domestic private airlines were licensedavigate in the former's erstwhile
monopoly market, Saudi Arabia. As for Noortech,isiec making is in a single person's
hands. While this person made the correct dectsiammange, apparently, he carried this
out too swiftly. Standard Life’s client managempriject was supported by the
company's top management and was being monitostdrsgtically to ensure this

project's success.

8.4.2 Business Plan and Vision

A CRM business plan sets the foundation for emipgrkin a CRM initiative. It outlines
concrete goals, responsibilities and deadlinesitdegthe organization on its CRM
journey. Such a business plan contains the org@mivs customer strategy and the
expected results. It documents an organization’M@Rion. Without a CRM business
plan and vision, the percentage chance for CRNatne failure remains high (Roche,
2003). Ford does have clear vision on how to becammestomer-centric organization.
They have requisite plans in place but these azegtly lacking recognition of what

could be expected to go wrong or awry at the impletation levels and how such
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exigencies could be handled. As for Ford's calkeemrmanagement at the dealership was
clear on what they needed for the program rightftbe beginning. They knew the
requirements and planned well for a smooth prognaptementation at the call-centre.
NCB and Al Rajhi also had well developed planseotbarking on their CRM projects.
NCB had to evaluate the bank’s business by usiad#tanced scorecard. The use of
such a tool helped the bank in identifying the wesses the bank was suffering from.
This detailed evaluation of such weaknesses inrazbvprepared the bank and allowed it
to conduct the CRM project smoothly and correcilyRBS, their vision and
requirements were clear: it was more about custeied experience, than about
technology. Bahrawi's vision was to come out onabpther competitive service
providers by concentrating on their customers dadrpng how best to satisfy them in
order to retain them. Noortech’s business plantéocustomers was to provide to them
with a hassle free, fully implemented security sysin order to keep them satisfied. As
for Saudi Airline, it was clear since the initiaginf their loyalty program that they did

not have a pre-defined business plan on how tleegrwas going to be executed. Their
Al Fursan program was depending entirely on thereffof Al Fursan members. Standard
Life’s client management project was well planne@dvance because they had thought
about and taken into consideration the minutesietdils prior to the starting of project

execution.

8.4.3 Making the Change in Small Steps

Change is most effectively implemented in phasesxeSa CRM initiative is a change

process, it needs to be implemented in small siéps.has a cost advantage by requiring
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smaller up-front investments at any given timestallowing the organization to address
its most critical needs first and as they comeerafthich an enterprise-wide system can
be imposed over time, as and when the businessrmtsnaad budgets allow. NCB and
Al Rajhi conducted their CRM implementation withireir 2-3 year time frames.
Managers interviewed in the two banks emphasizatthis factor was important and
critical for their programs' successful implemeiatat The call-centre at Ford’s
dealership was fully functional in two years. Altlgihh RBS does not have branded CRM
software, their processes are running satisfagtbatause of their being compatible with
CRM concepts and goals. The customer-centric visamexisted in the bank ever since
1991 and the bank has been building upon it, inlsteps. Bahrawi's system was built
over a period of two years as well. Standard Litdisnt management project was still in
its infancy when the researcher conducted henimtes. Therefore, this factor is still not
applicable at Standard Life. Noortech, however, lgrdpmonstrated the importance of
this factor. One of the reasons for their failur@achieving good results from their CRM
system implementation was Noortech's haste in takiag this project. Management did
not spend enough time debating why they neededsaftare and when. Saudi Airline,
on the other hand, was too slow in deciding tovatei its loyalty program. It took its
management a longer time to realize that beingoaust-centric was essential and

beneficial to the airline.

8.4.4 Inter Departmental Collaboration

Interdepartmental collaboration boils down to tharghg of information between the

members of the CRM project team and within the oigdion as a whole. Regular
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sharing of written communications on CRM news, \@esuccesses and failures are
important information which should be shared by bativeen different departments.
Further, it is important to communicate pertinexdt$ about CRM activities at every
company meeting. This factor was clearly not bémglemented in Ford. The size of the
company being huge and its myriad departmentsmettwined, identical project related
efforts were being duplicated; departments werekingrin tandem without automatic
sharing of information on what was being condueed by whom. NCB and Al Rajhi
were able to conduct their CRM implementation sasfidly because they had taken care
to do so organization wide by keeping all departis@rformed on gradual progress
being made at any particular level and how. Baheawdi Noortech are small
organizations and the sharing of information algrajects is not difficult and is being
done naturally. Saudi Airline did not succeed iarghg the information which the project
members of the loyalty program had with other depantal managers till after their

management decided to look into how the prograntddeei launched and executed

properly.

8.4.5 Clear Ownership of Data

This factor proved to be of primary importance,exsplly in the case of RBS. Although
the bank is doing very well in the market it stiddeds to clarify the ownership of data in
different repositories. If the bank wants to g&68 degree view of the customer they
need fully integrated systems that have one sipgiéle for every customer. This is

achieved by knowing in advance who owns the dagairtg different divisions with each
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owning parts of the customer does not help in aamgeCRM goals. All other cases

studied by the researcher demonstrated clear otipsersf their customer data.

8.4.6 Training for End-users

Training people is essential for success, andassential that it is carried out effectively.
Providing adequate training to end users is ctitwéhe success of a CRM initiative.
Moreover, training should teach employees how fiecéfely execute the business
processes enabled by the CRM tools. If employees@nvinced that this extra work is
going to help them and save them time and effoety will adapt faster. Ford
demonstrated a high level of employee training thieg also have an online training site
for certain tools that are used for marketing pegso As for the dealership, training was
conducted rigorously to end users of the call-eerall other cases studied in this

research demonstrated a high level of employeeitigi

8.4.7 End Users' Acceptance of Change

Resistance to change was a common difficulty ensvad by the researcher in all the
cases studied. Some organizations decided to edstish way to overcome this obstacle
and others decided to use friendly persuasion. Bibemwhat the means were, the goal

was to overcome employee resistance to changerandrp their buy-in and acceptance.

8.4.8 Degree of Analysis and customer segmentation

CRM requires understanding of customers, as muglossible; knowledge of their

characteristics, behaviour, preferences, estimati@xpected actions. The level and goal
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of analysis and segmentation in the companiesrddf&om one case to another. Some
organizations in the study used customer data sisedynd segmentation simply for
marketing purposes. Other organizations were cdamauthis process to segment
customers into groups and then serve them accotditigeir value to the company. All
organizations in this study were conducting différdevels of customer analysis and

segmentation.

8.4.9 Degree of Alignment

It is important to align programs like CRM with thempany’s strategy and to continue
aligning customer relationships, CRM-enabling tedbgies and key customer-facing
business processes with strategy in a sustainabte Both NCB and Al Rajhi
demonstrated high levels of alignment between dieategies, technologies, employees
and processes. The rest of the companies dematstratdium to low level of alignment

between their strategies, technologies, employeg$eocesses.

8.4.10 Language Consideration

This critical success factor proved to be importaimie implementing CRM software in
Saudi Arabia. Al Rajhi bank stressed that one efrtlost important aspects of their CRM
software which they believe contributed considerablthe success of the
implementation and use of program was the facttti@program was totally
English/Arabic enabled. This feature made employelesed and comfortable while
using the system, especially given that employéési®bank are generally English

illiterate. As for NCB, they were in a differentustion. Employees at NCB are
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considered English literate. The bank’s regulatfotinat when they employ someone in
the bank the candidate has to pass certain let/&aglish tests to get the job. At the
Saudi Airline they do require certain levels of Esig proficiency as well, but the nature
of the end-user’s job in feeding the system inmkkand in an airline is different. An
airline officer does not need to compose reporisserinnovative ideas; all he/she needs
to do is the entering of numbers, dates, addressmtsames (basic English suffices). On
the other hand, a relationship manager in a baskdwerite reports and so has to be

good in the language he/she is using.

8.4.11 Internet presence

It is crucial nowadays for organizations to hawtrang internet presence. Electronic
business and electronic commerce present many wynjitags for businesses to improve
their performance (Tetteh and Burn, 2001). Theringehas allowed companies to reach
customers in previously inaccessible markets, armbmpete efficiently with traditional
companies (De Kare-Silver, 1998). Owning a stromd) aser-friendly website helps
organizations in serving their customers bettertsids them in the collection and
analysis of customer data to enable them to mattegemarketing activities better. The
three banks in the study revealed a high levehtgfrnet presence. Since the nature of the
finance industry is different from others like tetomobile or trading industries, banks
need to build up trust and loyalty through secum@ @asy to use internet sites.

Bank customers need to manage their accountsféraneney and sometimes trade in
the stock market online. Ford had a different lomdhternet presence. Ford needs to

market its vehicle and provide service to its coms, online. The website of the

246



company helps a customer to decide on which cahbeatants to buy and helps in the
calculation of its price. The airline industry readifferent view of what the internet
presence should be like. Saudi Airline has an @eslavel website with the important
functions of flight booking and online payment. fas smaller size organizations like
Bahrawi and Noortech, the online presence is rsgrégl to them. Bahrawi’s customers
are not keen on conducting business online bedaeyalon't really need to. The
relationship between Bahrawi and its customersoeerpersonal and friendly, with the
owners knowing all of their customers first handoiech again, has a very small
number of customers who are manageable throughidafaee relationships. In such
cases, spending money on building websites witlaackd technologies simply to serve
their customers is not that beneficial for suchlssized businesses. Standard Life has a
very good website with all the information that awstomer would be looking for. They
have most of the expected standard questions gleeaivered on their website. The
problem is that when it comes to actually buyingumrance, customers tend again to
prefer face-to-face buying methods. So, the intgonesence for any company is
dependent upon the nature of the industry anditleeo$ the organization that the
decision is made whether or not to have a strotggnet presence for acquiring, serving

and retaining customers.

8.5 The Organization’s Levels of CRM
“We can think about CRM at three levels: strategmerational and analytical’ (Buttle,
2004, p. 4). According to the definitions of theed levels described in table 4.7, the

researcher will determine the level/levels of CRMid/ for each case in this study.

247



Level of CRM Dominant characteristic

A top-down perspective on CRM which views CRM as a
Strategic core customer-centric business strategy that aims at
winning and keeping profitable customers

A perspective on CRM which focuses on major automation
Operational projects such as service automation, sales force
automation or marketing automation.

A bottom-up perspective on CRM which focuses on the
Analytical intelligent mining of customer data for strategic or tactical
purposes.

Table8.1. Levels of CRM (Buttle, 2004, p.3)

All organizations studied demonstrated an averagges of strategic CRM, except at the
three banks which showed high degrees of stratéghd. Table 8.1 illustrates the level
of CRM maturity in each organization studied. Thals in this study had a customer-
centric business culture. This judgment on theucalof the banks was made because
they were all trying to retain customers by cre@fand delivering better value than their
competitors.

Operational CRM aims to turn strategic decisions actions. This starts with marketing
and sales activities, but also takes into considerdahe communication between the
organization and the customer through differentactinchannels. Ford has automated a
number of marketing functions such as: market segatien, campaign management and

event based marketing. Ford also automated someeadunctions such as: contact and
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call-centre operations. The banks in the study destnated high levels of automation
through out their marketing functions, sales faaaéomation and service automation.
The client management project of Standard Life im@utomation of any kind and that
is why it demonstrated a low level of operation®NL. Saudi Airline had an average
level of automated services (reservation systemnaisbased services) which were
connected directly to the loyalty scheme operatethé airline. Bahrawi had automated
some of their marketing functions and that is wheg fevel of operational CRM in this
company was considered as being average. Nooreznbhmbtrated a low level of
operational CRM since it is a small company whichpy installs and maintains high
level security systems for their customers, the lemof their customers being small,
which in turn does not call for automation of mankg, sales and/or service.

Analytical CRM is the driving force behind strategind operational CRM. The results of
the analyses of customer data, transaction dataraaiict data form the basis on which
strategic decisions are made. Analytical CRM hasrvain facets: it generates in-depth
knowledge about customers, their behaviour, th@fgpences and their needs; and it
predicts sales opportunities and risks as dirguitifrom operational CRM (Nippe,
2003). According to table 8.2, Ford, Standard kel the three banks in the study had
high levels of analytical functions in use. SaudiiAe had some analytical functions in
their processes but these were neither good enoargsufficient. The loyalty program
had a huge amount of information on customers wisicteither being sufficiently
analyzed nor benefited from. Bahrawi uses someyaisabf data on market and
customers (outlets) but for marketing purposes.dwbortech had no data analysis of

any kind.
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It is good to be reminded that a company possessingh level of analytical CRM does
not necessarily mean that it is actually usingatieome of their analysis wisely. For
example, Ford conducts a lot of customer data aisa@ynd the GCI produces a large
volume of useful information on their customerst tiney are not being used efficiently
and not being sufficiently transformed into operasl and strategic functions.

The banks, again, demonstrated high CRM maturigfl dhe three levels of CRM, as
illustrated in table 8.2. This result reveals thahks are most likely to benefit from CRM

functions and most likely to implement CRM efficilgn

Organization Strategic Operational Analytical
Ford Average Average High
NationaIB%ch]Tmercial High High High
Al Rajhi Bank High High High
e High High High
Saudi Airline Average Average Low
Standard Life Average Low High
Bahrawi Trading Co. Average Average Low
Noorézcsr: e5“$: S Average Low Low

Table8.2. Cross-case Levels of CRM
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8.6 Research Findings, in answer to RQ3: What do€3RM mean for different
organizations?

When the researcher was in the phase of gainingsado different organizations she
used the telephone and email as means to makedb&ad contacts. She tried
explaining the purpose of the study being conduatetithe subjects on which she
needed information and clarification. A common ieting finding was that all of these
organizations referred the researcher to partsenf tompanies, different parts in each
case. This clearly showed that CRM meant diffetieimigs to different organizations.
CRM, as mentioned theoretically in the academid fizyas observed as being clearly
implemented in the financial industry (the threaksain this study). Both NCB and Al
Rajhi had full branded CRM software in-use. RBS b have branded CRM software
but did have other substitute software which isveeing the same results as any branded
software. Banks deal with the individual customed ao they want to make more use of
the analytical side of CRM to help them segmentaiuers. This analysis helps banks in
their marketing activities (cross-selling and/orsgtling). On the operational side of
CRM, banks want to benefit from CRM tools to bettervice customers and reduce the
cost of this service.

Ford as an automobile company deals with manufadtiealer networks. This kind of
network makes the actual contact with the end-mseimal. What Ford is trying to
achieve from its CRM initiative is to know more aibdheir customers’ requirements and
preferences as well as dislikes, which in turn sighgm in retaining customers
throughout their purchase and service cycles. Dead@ the other hand, are the ones

who have direct contact with the end-user. Thathyg they try to better serve their
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customer in-store, during the purchase phase aedvafrds during the maintenance
phase. The dealership in this study believed tiRa¥I®enefits are best achieved through
a call-centre.

Standard Life as an insurance company (financalstry), believed that CRM is about
managing high level customers and providing theth Wigh level services. This did not
cost the company any expensive software. All thdyas to appoint a dedicated client
management team, making it responsible for semhadigh level customers and
keeping them completely satisfied.

Saudi Airline considered CRM to be a loyalty pragrérequent flyer program). The
airline believed that CRM is about rewarding ancbgnizing their best customers. This
loyalty program was aimed at retaining existingtoogers and tempting prospective
customers to fly more with Saudi Airline.

Bahrawi, a service provider, considered CRM to belevance to the service they
provide. Personalized service with retailers isonsgnt for this company in order to
ensure that these retailers remain satisfied apdyhaith the services provided. Another
aspect of CRM that this company is using is thdyasmaof data they have on their
current and prospective customers. This helps theheir marketing activities.

As for Noortech, the decision was made to adopt GRRlvare because management
felt a need to track their existing customers nedfieiently. CRM in this case was

considered a tool to help organize this work arid kerve their customers better.
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8.7 Research Findings, in answer to RQ2: What ardne common difficulties when
adopting a CRM initiative?
The study revealed some common patterns of diffesibnd obstacles that different

organizations faced while implementing their CRMiatives.

8.7.1 Change Resistance

Resistance is a normal response to any major ch&eggle tend to defend the status
quo if and when they feel their security or stasushreatened. Folger & Skarlicki (1999,
p.25) claim that “organizational change can gemeskepticism and resistance in
employees, making it sometimes difficult or impossito implement organizational
improvements”.

Resistance from the users at NCB was related tolthege in the culture and in the
actual use of the system. Users found that datg ant system feeding with customer
details was found by the employees to be hard wodktime consuming. They felt that
all this extra work was not going to pay off in #med and hence was pointless.

Although management of Al Rajhi bank was very adrgf implementing their CRM
cultural change gradually, they still experienceths resistance from employees.

One of the biggest problems the Saudi Airline faaethe start of its loyalty program was
the dissatisfaction of reservation employees wWithdhanges being required in the
reservation procedures they had got so used totbggrevious years. Since this loyalty
program also meant a cultural change, it was diffifor management to convince people

in the organization that this was essentially fer benefit of the company. Reservation
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officers did not want to change the way in whichytihad erstwhile been entering their
data into the system.

The problem with most family businesses like Bahiawhat the younger generations in
the family are now at the helm and are facing difiies in convincing the older
generation on the benefits to be accrued by impheimeg the changes they want to make
in the culture of the company. The older generastdhwants to run the business in the
manner they used to 50 years ago. Another forregi$tance arose from such employees
in the company who resisted the use of new techyokimply because they were not
aware of it and not familiar with the way it worked

Noortech also faced the problem of resistancean gystem. Employees were of the
opinion that they were fine without it and that grecess required time consuming
feeding of everything they did into the CRM systiernwriting. Employees did not want
the system and were not convinced about its benefit

If management fails to understand, accept and raaleffort to overcome resistance, this
can end up weakening even the best developed acefrsiefforts for change. According
to Coetsee (1999, p.205) “any management's abalinchieve maximum benefits from
change depends in part on how effectively theyteraad maintain a climate that

minimizes resistant behavior and encourages aaoeptand support”.

8.7.2 Human Errors in Feeding the System
A common obstacle being confronted by the compastigdied was the miss-spelling of
customer names and/or the feeding of the systemwribng customer data by the

employees.
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Ford is facing this problem because some dealeraarcareful while entering data into
their system. Employees make spelling mistakessantetimes they do not even put a
reference on whether a customer is male or ferii&lis.causes problems when letters are
mailed to customers during marketing campaigns.

RBS also reported difficulties arising at timesdngge of miss-spelling by end-users,
which again prevents the feeding of accurate daetathe system.

Because the system used throughout the Saudi &slmeservation system was in the
English language and since in Arab countries pempiemes are difficult to spell in
English, there were consequential problems in nagistration. Additionally, there was
the problem with customers' full names where tr®ioence of repeated names made it
difficult for the airline to know who was who.

Noortech had this problem as well; miss-spelling waroblem that led to lots of

confusion and repetition.

8.7.3 Governmental Legislation

The study revealed that sometimes there are rakksegulations imposed by
governments which slow down and/or prohibit impott@RM processes in an
organization.

At Ford, because of different legislation governihg contacting of customers via email
and SMS, they have to obtain customer permissi@avwance of mailing. This has been
slowing down e-marketing activities at Ford.

At Saudi Airline, the search for suitable softwérethe loyalty program proved to be

equally difficult because of government regulatians policies which discourage and/
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or even prohibit purchases from or business codipaeraith certain companies and
brands on government boycott and/ or undesirahlecsdists. With this in mind, the
choices available to the Airline were few and fatvieen.

Moreover, at RBS, because of security rules andlaéigns imposed by the government,
they cannot alter information in any customer’scagtt without his/her permission. This
is why they have to wait for long periods until yrestablish contact with the customer to
obtain his/her permission for the alterations respli This, sometimes, prevents fast and

better provision of service.

8.7.4 Cultural Barriers

The Saudis are not yet familiar with the conceptSRM and it was revealed during this
study that CRM is a relative new comer in the Sawaliket. The difference in culture
between Saudi Arabia and the UK is huge, as has ibestrated in the literature review.
The nature of the Saudi customer is also diffefemh that of the UK. Customers in the
UK are more demanding, knowing what their rights @and asking for them. As for Saudi
customers, they are not aware of their rights anté they don’t ask for them.
Customers in Saudi Arabia are much easier to gdtish those in the UK. All these
cultural norms and values have made the interesmtdnthe enthusiasm for implementing

CRM initiatives in Saudi Arabia lukewarm to cold.
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8.8 Research Findings to Address the Conceptual Freework

According to Miles and Huberman (1994, p.18), “Aceptual framework explains,
either graphically or in narrative form, the mahnmng to be studied- the key factors,
constructs or variables- and the presumed reldtipreanong them. A framework can be
rudimentary or elaborate, theory-driven or commaossgml, descriptive or causal”.

The findings of this study revealed that CRM igitical success factor for business
performance. Organizations wanting to improve thelmtionships with customers need
constantly to monitor their behavioural and intépracesses. The proposed model in
this study could be used as an evaluation toaeatify areas where specific
improvements are needed, and to locate aspedte oftjanization’s CRM that need to
be worked on. The proposed conceptual model byesearcher, which was derived
from Buttle’s (2004) value chain model, was desadliland illustrated in the literature
review. The model had two sequential phases: asglysgmentation and managing
customer portfolios) and implementation (managiast@mer lifecycle). The five
supporting conditions in the model were: senior aga@ment support and leadership,
quality of service, information technology, peoate knowledge management.

The cross-case analysis that was conducted bysearcher revealed some necessary
alterations to this model (see figure 8.1). Thausetjal phases should begin with a CRM
business plan before getting into the details afyming customer data. This was
concluded from the study, since for any type ofmigation to make effective use of
CRM, it must first create a strategic baseline hsvgering the following questions:
Where are they now? What do they aspire to becbthey transform their organization

through the adoption of a CRM initiative? And, mmsportantly, why?
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According to Herter (1995), every business need®mprehensive business plan. He
believes this plan is an important first step tagasuccess and, hence, should have a
well-defined structure. This type of business paplies to CRM as welllo develop a
strategic vision, organizations must have busisésdegies which promote CRM across
functional boundaries. To succeed, these stratepiest be understood and accepted
throughout the organization. A company can haveeiaerprise goal to become more
customer-focused or to increase customer satisfactHowever, if no underlying
strategies are in place which force a customer v@mnoss business functions, the
organization is not likely to move far from thedi#onal product focus (Imhofét al,
2001).

Another important alteration that has to be madéheomodel is that of adding a very
important supporting condition, which is: interdgpa@ental collaboration. The researcher
decided to include this factor because it is onehefessential supporting conditions and
also because it was clearly evident from the padtéhat emerged from the cross-case
analysis, that this factor's absence was a hugeadbésat Ford, hampering progress in
their CRM initiative. On the opposite side, thegaece of this same factor proved to be
an enabler at the three banks studied in achiesuregess and maximum benefits from

their CRM initiative and/or its implementation.
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Supporting Conditions

Sequential phases of CRM strategy

A conceptual model of CRM

Figure8.1. Revised CRM Model

8.9 Research Findings, in answer to RQ4: Is CRM theight solution for every
organization?

Since CRM means the making of essential changethenway that companies are
organized (Ryals and Knox, 2001) and their businesxesses, companies should
consider carefully the organizational challengethiwiany CRM initiative (Agarwaét
al., 2004).

Agrawal (2004) claims that CRM is not right for eimpanies and advises, it is better

for organizations to begin by clearly defining theusiness issues and needs, then
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determine whether CRM should be part of the satulbeing sought. This claim does not
apply to strategic CRM. Every organization of wivatesize should have strategic CRM
in use. The CRM strategy is about driving inforrmatdown to staff so that they can
offer informed services, and to management, sortlaatagement has the data they need
to make well-informed decisions. In reality, evepmpany has customers, and every
company should maintain some basic information abi@ir customers, such as names,
addresses, purchases concluded, contracts sigmwed;ds sent. Therefore, every
company should have at least some basic "CRM Tdabyoto track and serve their
customers. Even small businesses use Outlook er afiplications for this purpose.
These simple software applications could be consdlto be a sort of operational CRM.
Since analytical CRM is based on customer dathjgfdata is missing, then analytical
CRM cannot be implemented.

If only branded software from recognized vendort®ibe recognized as CRM, then this
standard and usually rigid kind of CRM cannot alsvag implemented by every
organization. If the managerial concepts behind CR#&1to be considered, then CRM
can indeed be implemented by every organizatiois Whs clear in the cases studied.
The study revealed that companies like Noortechatoneed branded software solutions
to handle, track and retain their customers. Tlen8ed CRM implementation proved to
be unsuccessful at Noortech because they werdableck, satisfy and retain their small
number of customers by using simple tools thatbesh in use before the
implementation. Furthermore, Standard Life’s decigb launch the client management
project with the use of simple software tools, saslspreadsheets and Outlook, was a

good decision. This project did not need to goublothe hassle of branded software
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implementation because the desired outcomes frerpribject could be achieved without
such sophisticated tools. On the other hand, largenizations like the banks in the
study are more likely to adopt CRM branded softwarkelp them manage their large

number of customers efficiently.

8.10 Chapter Summary

This chapter presented the results and findingswkee revealed from the qualitative
cross-case analysis conducted across the cades didsen organizations in the current
study. The analysis was dependent upon the CRMepdnal model proposed by the
researcher. Answers to research questions wereegdstted according to the results of

the analysis.
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CHAPTER NINE

DISCUSSION / INTERPRETATION OF FINDINGS AND

CONCLUSION
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9.1 Introduction

The primary goal of this research was to explogt@mmine CRM practice in different
organizations. Starting with a multidisciplinarieliature review, a single CRM
conceptual model was adopted to provide the basithis research. Based on the
framework, critical success factors for CRM initrats in different organizations were
identified. Data was collected through open-enaéerviews with different organizations
in Saudi Arabia and the UK. Such organizations ihgdal to different industrial sectors to
provide holistic findings that could be generaliz&dis chapter discusses the findings
and states conclusions from the answers of thareseuestions. Furthermore, the
chapter presents some managerial implications tatelssthe limitations of the study

conducted. Finally, the significance of the studg éuture research are discussed.

9.2 Discussion of the Findings

The evidence in this study underscores the impogtah implementing CRM managerial
concepts in any CRM initiative. It is importantriote here that businesses usually
consider CRM to be another advanced IT project wirereality, it is much simpler than
that. Moreover, not all organizations need sucheage software tools to be successful
in their different spheres of business. Often,lthisiness flow in small and medium sized
enterprises is not complicated. Hence, they daewity need to implement CRM

branded software. Customer relationship managernmeis, simplest meaning, is about
relations between people. Businesses have exisfedebcomputers came along and
business relationships were established and magddetween people before the advent

of computers. CRM was also not invented simultasBowith computers. It was simply

263



the notion of CRM which happened to emerge withatheent of computers. It is also
true that nowadays the use of technology has nifededsier for companies in managing
their customers, faster and more accurately. Thdysmakes the case that the
implementation of CRM concepts with sophisticate@wen simple tools is behind the

success of CRM supported businesses.

9.2.1 Interpretation of the Proposed CRM Framework

CRM Business Plan

The results of the primary research agree withrébalts of the secondary research by
establishing and confirming that CRM business plagis an important way to
document CRM strategy and mitigate risks of fail(Herter, 1995; Imhofét al, 2001)
which in turn helps achieve business expectatiGR3V initiatives that do not have an
associated business plan face greater failure. fiskkire to achieve desired results from
CRM initiatives occurs in cases where the busigesds and expectations were not
defined and documented in advance at all. Accorttirigeen and Digrius (2003),CRM
business plan should answer questions on how cessonould benefit from the plan.
How would this enable employees to work efficierathd more effectively? How would
CRM benefit the business in the short and long Pefm ideal business plan should lay
down the groundwork required and set directionsdentifying and creating the

organization’s vision.
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Analysis (Data and Segmentation Schemes, Managingi&iomer Portfolios)

Analysis is one of the crucial aspects behind CRitfatives (Buttle, 2004). This
analysis differs from one organization to anothepehding on its size and the goals
behind conducting data analysis and segmentatiom siudy revealed that an
organization of whatever kind must conduct analysikin its processes. This result is
consistent with the secondary research conductiege(@nd Kin, 2002; Johnson, J.,
2004). Data analysis takes many forms. It providsghts into data, assists to measure
the success of a campaign and develops strategikdiver relevant communications to
existing and/ or prospective customers. This glesia powerful tool to specifically
target existing or new customers and/or accuramelgsure effectiveness of strategies
(Lee and Hong, 2002). Analysis interrogates datdeatify trends and purchasing
patterns and identifies current and future oppatiega Insights such as these clearly
identify and target existing and prospective cugianSegmentation, on the other hand,
might not apply to all organizations. The studyea@ed that small companies such as
Noortech do not need to segment their customersang the segments differently. This
small sized company has only one level of custoraedsthey are all profitable. Hence,
there is no real need to go through the hasslegrhenting customers for no good
reason. Segmentation needs to be conducted wheheverganization is large and
provides different products and services. Then ssgation becomes meaningful and
delivers benefits to the company. Published litemebn segmentation is also not clear on
the eligibility of segmentation processes for eva@nyanization and/or companyust and

Verhoef, 2005 ANON, Financial Executive, 2003guyenet al., 2007)
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Implementation (Managing the Customer Lifecycle)

CRM’s most important pillar rests on developingtoaser intimacy. An organization can
gain a great deal from investments made to acogattésfy and retain customers by
improving their perceptions of the company's prasland/or services. In order to
achieve this objective, organizations should knlogrtcustomers' needs and expectations
and strive to satisfy them. Products and servicatsexceed customers’ expectations are
always the key to delivering total satisfaction,iethconsequently entails their loyalty
and retention. Empirical studies have proven tkiahesmall improvements made in
customer retention can lead to spectacular ripedfitability (Blattberg and Deighton
1996, Filiatrault and Lapierre 1997). Moreover, therent study revealed that, in relative
terms, organizations focusing on such customentiete generate better profit margins
than organizations simply focusing on the acquiohgustomers. Hence, this result is
consistent with the secondary research conductedalying the contact channels and
trying to deliver excellent services is hard toiaed. An important observation made by
the researcher is that the organizations studied trging hard to achieve a ‘single view
of the customer’, especially in the case of thed¢hranks. Integrating customer contact
channels is a huge challenge. Customers demandatavith the company through
whatever channels available in order to be recegh@nd served accordingly. This
requires a single record for each customer thabeaaccessed by authorized personnel in
different departments to enhance the changing taf idareal-time. This process applies
not only to sophisticated branded CRM tools, bsb &b simple software tools which

help companies achieve their CRM objectives.

266



Senior Management Support

Senior management support and their commitmenRbl & a decisive factor for a

CRM initiative's success (Mankoff, 2002). Althougxkploratory, the study's results
indicate that top management support impacts peliton CRM initiatives. These
findings are consistent with the qualitative stagata from the answers received to open-
ended questions posed in interviews as well as efg¢ars in published literature on
this topic (Chatterjeest al, 2002; Duane, 2003; Punas$ al, 2001). This finding is
consistent with statements found in the study's,dsuich as “If there's no management
support all CRM initiatives will fail” and “technogy is great, but without the culture
change that embraces CRM initiatives, all high teafiware won't help.” Implementing
CRM properly requires shifts in organizational cuét (Al-Mashari and Zairi, 2000).
Cultural shifts are difficult to execute and regustrong leadershiglerington and
Peterson, 2000). Cultural shifts need a clearig@eted vision from the top management
team. This vision can then be disseminated throuigihe organization and implemented
at functional levels. Without a clearly articulatedlture change vision from senior
management, the chances of implementing cohesi\ dticies and practices would
be rare. Lack of strategic CRM vision causes fragiat@®n and confusion during the
application of such new initiatives. CRM visioniantated by senior management gives
direction to CRM imperatives (META Group Report989. Moreover, the engagement
of senior management is critical for securing reses for CRM initiatives (Duane,
2003). CRM tools, training and implementation regudinancial and managerial support.

CRM initiatives should be allocated dedicated busiged senior managers need to
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contribute their time to ensure their success. Asen-resourced CRM initiative has little

chance of success.

The involvement of senior managers in the creadioh implementation of CRM

initiatives, such as software selection, strengthercredibility of the initiative. This was
found to be true in cases where senior managers pegsonally involved in their CRM
initiatives, like at NCB, Al Rajhi and Ford. In ducases heavy management involvement
proved more successful than in cases with littlaareal management interest in CRM
initiatives. The only exception to this was theeca$ Noortech. Management in this

small company consisted of two brothers who wese ptoprietors. Even though this
case showed total senior management involvementdmpany's CRM implementation
was a failure. This failure was due to the ownexs decision makers not studying the
project very well and not consulting others befonplementing the software. Giving

enough research time to the CRM initiative is vitalguaranteeing its success.

Service Quality

Customers expect to interact with an organizatmaugh any channel, whatever is
convenient for them, and expect instant, high-qualersonalized service (Kobeaal,
2001). The customer’s experience is important &aacchannel should be aware of the
history of the interaction between the customerthedusiness. The importance of
service quality cannot be underestimated (SmitB620Companies with loyal, long-time
customers can financially out perform competitoithiigher customer turnovers.

Quality of service implies that businesses mugiord to the needs of the customer; that
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is, services must equal or exceed customer exjpatdatl his in turn leads to customer
loyalty and satisfaction which are two of the miogpbortant concepts in CRM (Zineldin,
2006). The study revealed that this factor is tbahe success of any CRM initiative.
This result is consistent with previous researahdocted by Zineldin (2006Results of
the latter study emphasized that the key ways iid bustrong competitive position are
through customer relationship management (CRM)paduct/service quality.
Furthermore, competitive market position and gaglitation of businesses translate into
market share and profit. This is achieved throwgioss commitment to service and
attention to what customers want and need (Zineldoh Bredenlow, 2001). According to
Deming (1986), competitiveness depends upon custsatsfaction. Customer
satisfaction is achieved through listening to thstomer’s voice and improving products
and/or services. Hence, quality is a fundamentstiocner requirement (Drummond,

1992).

Technology

It is unfair to judge CRM initiatives based on teclogy maturity available in any
organization. The study revealed that some orgaoimawhich are using simple
software tools are achieving excellent relationshyith their customers (such as the
client management project in Standard Life and Bahifrading Co.). On the other
hand, some organizations which were strugglingnmplement branded CRM software
proved to be better off without the hassle of smgbhlementations (such as Noortech
Technologies). At the same time, it is importanbdde that technology is an important

enabler that makes managing customer relationglaigg, fast and accurate, if used
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properly (Chen and Popovitch, 2003). The studyrhade it clear that banks are most
likely to implement branded sophisticated CRM saftev This is due to the huge number
of their customers and the nature of the relatignbatween banks and their customers.
For technology to be an enabler and not a targéteif is a result that was clear in the
current study. This result is consistent with poeg research studies (Fleit al. 2002,
Greenberg 2001; Radcliffe, 2001; Rigétyal. 2002). Technology can play a significant
role in CRM as an enabler, but thinking about CRi\¢ly in technological terms is
wrong. CRM is not about solving a technology prohlé is a process that aligns
businesses around customers’ needs. Softwareyi®aorlcomponent of this process.
According to Buttle (2004), CRM has three levetsategic, analytical and operational.
The use of technology is more likely to be usethatanalytical and operational levels of
CRM. Again, some organizations can do a good jabyamg and segmenting their data

using simple tools without the need for fancy brethdoftware.

People

The people component of CRM initiatives is very ortant, given the sensitivity of users
to making changes. CRM initiatives often imply chas in the way in which users do
their jobs. The study revealed that users who didunderstand the reasons behind this
change and/or did not receive enough training éothis new system were against
change. This finding of “people resistant to changeonsistent with previous work
conducted in this field (Xwgt al, 2002; Jackson and Harris, 2003; Fjermestad and
Romano, 2003). People resist change because thegt@dee that it is in their self-

interest. When they understand how it can benrwgdint they not only embrace change
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but also cooperate to make it happen. Thus, thikecdige is to convince employees that
the CRM-induced changes are for their benefit. Adcw to Brendler (2002, p. 2), there
are guidelines companies can follow to overcomestasce and help people embrace
CRM as a business strategy. These include:
¢ Thinking through the impact of changes on peopigividually and collectively;
¢ Building a case for change by focusing attentiomeasons for change, including
consequences of not changing and benefits of chgngi
e Holding regular communication meetings;
e Managing the stages of confusion by providing @dtsformation and clarity
about what is happening and when and how it wilaist upon people;
e Listening and encouraging people to talk about istretppening;
e Allowing people to make the change and to "grieve";
e Supporting managers who become champions of thegehand
e Understanding that there are no quick fixes fos thiltural and psychological

challenge.

Knowledge Management

Knowledge management should be able to adapt antinmthe business requirements
of the organization, even as those requirementsgeha hrough knowledge
management, organizations can answer questionseaatve problems using, reusing
and adding to, information that exists all over tbenpany, which in turn plays a critical
role in CRM initiativesCRM and knowledge management are not entirely reiffie

disciplines. Both may be sharing the same datahearse and both efforts are meant to
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improve business efficiency and customer satisfactiHence, the two disciplines are
really working toward the same goal and, in orderain organization to benefit from
both disciplines, they should work together. Thalgtrevealed that knowledge
management is a critical factor for the succesSR¥ initiatives. Managing data is an
important aspect of CRM. Without the ability to lofor data in the right place, easily
retrieve data, change data accurately and reuS&HN will not be able to deliver and/or
work properly. This result agrees with previousssh conducted emphasizing the role
of knowledge management in CRM success (Bueteh, 2005, Geberet al, 2003,
Stefanowet al, 2003). According to Harrist al. (2003, p. 2), from a CRM perspective,
many CRM processes (service, sales and marketiegcrely on knowledge resources:
o Knowledge about customer behaviour and knowledgristomers regarding
product use or service quality
e Employee knowledge, such as sales practices asmt clare insight
¢ Knowledge-based market intelligence and analysash as customer behaviour
and personal preferences
e Business partner knowledge, such as the complenyesgavices and products of
interest to customers
¢ Knowledge of and about business processes — howhngrocesses are
designed and interact
¢ Knowledge of contracts or partner agreements
e Skills and competencies of employees

¢ Wants, needs and aspirations of employees.
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Interdepartmental Collaboration

It is difficult to effect changes or implement stduns in one part of an organization
without impacting upon other parts of the systerar{f) 1999, p.10).Interdepartmental
collaboration proved to be an essential elementsapgorting condition for CRM
initiative success. A key task in implementatiofolsmanagement to consistently
communicate the strategic priority of the organmatross-functionally. It was apparent
in the findings that a lack of communication betwg@eople in the customer relationship
chain leads to an incomplete picture of the custoiftee study revealed that within large
organizations, cooperation is crucial between departs to reach the desired goals of

CRM.

Ford provided insights that strengthened this teBulplicated work was evident in this
case and one department did not have enough infammeabout what other departments
were doing to improve the CRM processes in the @mpDifferent software tools with
similar functions were built into different depadnts, resulting in wasted budgets. All of
this could have been reduced had there been srfficollaboration between departments

and divisions to unite efforts and work to secueater achievements.

The complex business environment has created wcstomer entry points into an
organization, including information, sales, ordecking and customer service, through a
variety of channels such as mail order, telepraomithe Internet. This creates challenges
for companies in ensuring smooth information fleawsl interconnected processes that

make accurate data available at any point in theqss, thus providing a consistent and
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coherenexperience for the customdro achieve this goal, departments should look for
opportunities to collaborate on CRM initiativesthva focus on sharing resources across
the organizationMoreover, departments should not create or use ¢thei independent

data and information sources for decision making.

9.2.2 Interpretation of Implementing CRM in Saudi Arabia

The study revealed that CRM as a concept on itsiswnot well-known in Saudi Arabia.
Implementations of CRM systems had mostly beenezhout by major banks. To
implement the concepts behind CRM in Saudi Aradiayuge cultural change needed to
be made, not only in organizations, but with conedrSaudis. Saudi customers are less
demanding than their counterparts in the UK (Al-@Hdaet al, 2007; Gorrill, 2004, a;
Gorrill, 2004, b; Prasad and Tata, 2003). Thisrkaslted in less care being paid by
organizations to customer satisfaction. Business8saudi Arabia provide products
and/or services depending on traditional needsauirements of customers, not on
actual customers’ needs that are driven directltheyn. A great deal of research is

needed to improve ‘customer service' in Saudi Arabi

Change is inevitably coming to this part of the M@s people are becoming more
educated and aware of their rights. Businessesswadlh find themselves forced to listen
to the customer’s voice and respond accordinglg giioblem in Saudi Arabia is not
about failing to implement an IT project; the pminl arises from the cultural beliefs and
norms that need to be changed for the better. Anatfajor problem in Saudi Arabia is

that of monopolies. Saudi Arabia has many orgaioaatwhich are working exclusively

274



within their business specializations, without cetitors. This is a major reason for such
companies not listening to the voice of their cos¢o They know their customers have
no choice but to stay with them and hence, calisniprovements in their services and/

or their products are often not forthcoming. Whyietpe under such circumstances!

9.3 Conclusions

From the answers received to question RQ1, “Whatlas critical success factors of
CRM initiatives? the study revealed the followingical success factors for CRM
initiatives:

1- Senior management support

2- Business plan and vision

3- Making the change in small steps

4- Interdepartmental collaboration

5- Clear ownership of data

6- Training for end users

7- End users’ acceptance of change

8- Degree of analysis and customer segmentation

9- Degree of alignment

10- Language consideration

11- Internet presence.

The above critical success factors are relevatitd¢gesearch conducted on the current
sample cases in this study. The researcher hasmchosclude these 11 factors because

they were repeatedly apparent in the cases stublesse factors are partly consistent
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with previous academic research conducted (Shial2z085; Russekt al, 2004; Curry,

A. et al, 2004).

Top management support refers to the level of senanagers’ involvement in IT efforts
in an organization (Rai and Bajwa, 1997). Thisdaet important in cases where a
redesign of processes is to be undertaken by arg@ms to succeed in their IT efforts.
This critical success factor is mentioned extergiwrethe MIS literature. “Few nostrums
have been prescribed so religiously and ignorag@slarly as executive support in the
development and implementation of management irdbion systems” (Jarvenpaaal,
1991, p.205). Therefore, top management suppdeasned the most important critical

success factor influencing CRM initiatives in therent study.

From answers to RQ2, “What are the common diffiealtvhen adopting a CRM
initiative?”, the common difficulties arising from the currenicy were:

1- Resistance to change

2- Human errors in feeding the system

3- Governmental legislation

4- Cultural barriers

These difficulties apply to the sample of organaad studied. The resistance to change
obstacle is a common difficulty faced by organizasi undergoing change processes.
This result is consistent with results of previogsearch conducted in this field (Xat,

al., 2002; Jackson and Harris, 2003; Fjermestad amdalRo, 2003).
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The second difficulty being faced by the organ@asi studied was human error while
feeding the system. The term ‘system’ here doesnlgtmean branded CRM software,
it refers to any software tool used by the orgaiors to manage their customers. This
obstacle may occur when there is insufficient irgrprovided to the staff responsible
for feeding the system. Having said this, suchrercan occur even after sufficient

training has been provided due simply to the eléraEhuman nature.

Governmental legislation may prove to be an obstactontacting customers in the
manner an organization desires. Although such mksg restrict and lessen the freedom
of organizations to conduct campaigns and contatomers in the manner they wish,
these same rules are important for the protecticmustomers from being barraged and
harassed by unwanted and unsolicited contactsaudiRrabia, certain governmental
rules may interfere with the freedom of an orgatmzeto choose vendors at will. For

example, in Saudi Arabia it is illegal to conduasimess with Israeli companies.

Cultural barriers were clearly apparent in Saudibda because, as was found during this
study, CRM is a relative new comer in this marketill take considerable time before
Saudis are able to change and demand their ri@nig.then would businesses move
forward to compete in serving and satisfying tloeistomers better. This, however, does
not apply to banks in Saudi Arabia. The study riagkthat the banking sector in Saudi
Arabia is already very competitive. Banks are tgyia win the race in gaining customers.
There are improvement related processes in progréss customer relations sector

which are being executed on a fast track basis.
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From the answers to RQ3 “What does CRM mean féeréint organizations?”, the study
revealed that CRM meant different things to différerganizations. This is due to the
differing nature of the businesses studied and/éinied uses to which their respective
CRM initiatives were being puthe term customer relationship management is wsed t
describe applications that are available in theketavhich promise to achieve the same
purpose. While these solutions may differ sligfitm one case to another, the main
purpose behind each CRM initiative is to enableanizations to serve their customers
better. Such improved service means different ghtogdifferent organizations and
should be identified in detail before a CRM solatis selected. In the author’s opinion it
is feasible for organizations to consider CRM asl&centre or a loyalty program, as
long as these considerations are expected to a&cthevmanagerial and marketing goals

of CRM.

From the answers to RQ4 “Is CRM the right solutionevery organization?” it was
clear that if only branded software from recognizeddors was to be recognized as
CRM, then this standard and usually rigid intergtien of CRM could not always be
implemented by every organization. On the othedh#drthe managerial concepts behind
CRM were considered, then CRM could indeed be implged by every organization.
This result agrees with an article in the Harvarah&igement Update (Anon, March,
2000, p.5), which differentiates between organmaiwhich are most likely to benefit
from CRM and others which are less likely to, aggoemnded hereunder:

e Most likely to benefit are companies who “accumailats of data on each

customer’s buying patterns in the course of thegiitess”; for example, financial
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or telecommunications companies. A key compone@Ri¥1 in this case is the
huge amount of information about the organizati@ustomers.

e Least likely to benefit are businesses where tls¢ocoer is not in contact with the
marketers, where the lifetime value of a custormdow, businesses with huge
customer churn and businesses where locationtisatiio success.

The article did differentiate between customers sehoeeds and value are ‘uniform’ (eg.
a petrol station service) and other customers wheses and product value are
differentiated (eg. pharmacy services). Organirat®erving the first type of customers
are less likely to benefit from CRM, whereas orgations serving the second type of

customers are more likely to benefit from CRM.

9.4 Limitations

Even though the research has shown interestindgtisesuerms of CRM initiatives, their
critical success factors, difficulties and obstactme limitations did emerge. The most
significant limitation arose from the differing sz of the cases studied. This was due to
the difficulties the researcher faced, mentionechapter 3, while trying to gain access to
the organizations chosen, both in Saudi ArabiathedJK.

Like all academic research, this research was dig¢rupon the qualitative data given to
the researcher from the interviewees, and henearhlysis and results were dependent
on the data obtained and the secondary researdheFuore, the data collected was

limited to the time frame given to complete thisearch.
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Another limitation that needs to be borne in mirftkw assessing the current research is

that the model did not include any measurementicestor measurement tools. This was

the researcher’s decision after she conductedriegflot study in Saudi Arabia and the

people interviewed made it clear that they hadntention to supply information about

the measurement tools they have for evaluating @RM Iinitiatives. They considered

this kind of information to be confidential and kkemot to be shared.

9.5 Managerial Implications

The findings reported in this study lead to a nundfemportant managerial implications

pertaining to organizations interested in the aidopdf CRM initiatives.

The proposed CRM model is intended to describes¢lgeential phases and
supporting conditions of CRM initiatives. Adviceuld easily be deduced from
this model. More specifically, the following advigeparticularly important. It is
important to keep in mind that IT is just a tootlaan enabler, but often has also
emerged as an obstacle. Hence, managers shoultstigain sufficient advance
knowledge to understand the business improvemeuargymities that CRM can
provide. This involves ensuring that managers clbesperts in the field, both
within and outside the organization. Having knowgeable managers would
mean that decisions made would be better, whi¢trmwill ensure that CRM
initiatives would have a targeted strategic purpbd&eking an advance critical
assessment of the organization is vital for marsageorder for them to
understand where they stand in terms of custonmeicse customer satisfaction

and their contact system's efficiency before argisiten is made to adopt CRM.
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Customer relationships can be managed in waysngitnot necessarily require
huge investments in technology. The recruitmemirofessional staff will often
be more effective than complicated technology appthns

For organizations, large or small, wanting to adoptanded CRM software
project as a major step forward, their managersldhue willing and prepared to
make heavy investments in such a project which dediyer a slow return on
investment. Furthermore, managers should be préparaccept that CRM
projects achieve best results when implementedugitbd in small steps. Most
importantly, managers should ask the following goes in advance: Is CRM the
right solution for their organization? Does theamiation really need branded
CRM software to manage its customers?

The benefits to be derived from CRM system impletaigon may vary, from one
organization to another. However, there alwayssarae common benefits that all
organizations can receive from the system. It jgartant that these benefits
should outweigh the costs of CRM adoption. Thestesys can and do save
money, unnecessary paperwork and dispensable bbwark, but only in the
long run.

Top management should encourage their line managersend users to exchange
information on their CRM initiatives with their coterparts in other parts of the
organization on a regular basis.

CRM performance for small companies is not a diffitask. They have simply
to maintain close relationships with a small numtfesustomers and can

continue to improve the ways in which to impressthsell to them, market to
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them and service them over a long time. This istriikedy to occur with small
family businesses like Bahrawi and Noortech.

CRM is an on-going learning process; every contattt the customer providing
the organization additional information about hier/lHence, organizations
should benefit from this valuable source of infotima for making continuous
improvements.

People in Saudi Arabia seem to avoid the term CRMube other terms like call
centers or loyalty programs to target their spedfisiness objectives. For CRM
to succeed in Saudi Arabia, managers should carefuhsider in advance the
impact of cultural trends in the Saudi environmé&nirthermore, it is important to
consider the language barrier when implementingRB@ool or system.

CRM application is not exclusively limited to thearketing department. CRM
belongs to management, marketing, IT and managemeniation systems as
well. CRM concepts must be diffused throughoutdhganization if they desire to
reach the level of becoming customer-centric.

Quality is one of the important litmus tests whattstomers use to differentiate
between the services offered by different orgaimnat Therefore, making on-
going improvements to the quality of service angiaduct is vital for the
success of all CRM initiatives.

Installing CRM before creating a customer-focuseghaization would be a big
mistake. If an organization wants to develop betttionships with its more
profitable customers, it needs to restore the kesyriess processes that relate to

customers, starting from account enquiries rightrito after-sales services.
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Customer relationship management requires strugtungch support customers
as well as personnel who are directly responsinedtisfying customer needs,
like front-line staff. Providing intensive trainirggiccessfully to front-line staff is
important for leaving the first good impressiortlod organization on its
customers. People usually tend to make their dectsin dealing or not dealing
with a certain business based on their first exgmee and the resulting impression
made.

It is important to recognize that relationshipshagustomers vary significantly.
Every customer has a relationship with the orgaimmabut the nature and
definition of such relationships vary accordingtie needs and requirements of
the customer. The critical challenge for organ@agiis in recognizing that they
must act in accordance with the wishes of theitamsrs while trying to achieve
their own strategic objectives.

It is important to give authority to the CRM opémngtteam members to overcome
any difficulties and obstacles that may crop up.

In order to obtain continuous improvements, orgatmons should offer reward
schemes to their staff. Staff should be given tihence to participate and propose
ideas for making improvements in a systematic ancttired manner.

Last but not least, it is important to remembet trganizations are unique

systems and that there is no such thing as 'oeé-Sizall' wear!
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9.6 Contribution and Significance of the Study

The current study should be considered the firgsd€ind to be conducted in Saudi
Arabia because CRM is a new comer in this devetppountry. An important
contribution of the study is that it has revealad anderscored the cultural differences
between Saudi Arabia and the UK and highlightedeffects of such differences on
CRM initiatives and on future CRM initiatives to badertaken in both countries.

The decision to include different sectors and déffé cultures as samples for the
gualitative research proved to be effective anditatde for the purposes of the study.
This variety in sectors and cultures helped ingéeeralizing of results. Conducting the
study in Saudi Arabia and the UK led to anothecaliery, which is that, cultures in
developing countries such as Saudi Arabia havejarraffect on CRM as a management
discipline. Businesses in Saudi Arabia are intecest implementing CRM concepts but
considerable work still needs to be done and ssemdiorts made to move towards
becoming truly customer-centric. This, however,goet apply to banks in Saudi Arabia,
which have been pioneers in developing CRM bagatksfies and the first to implement
CRM branded software. All other businesses in SAualbia could be considered as

beginners in developing CRM initiatives in companigo their counterparts in the UK.

Another important contribution of the current stuslyhe CRM conceptual model
proposed by the researcher. This model could b lng@rganizations to evaluate their
CRM initiatives and assess their CRM readinessistdthe proposed CRM model
specifies the basic parameters of the CRM sequeaitdiges and its important supporting

conditions. It can assist researchers in concamiy#teir efforts on a specific research
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area while simultaneously having an aerial viewhefdevelopment process. It can also
assist organizations in detecting problematic aire#fseir available customer-based

strategy, thus, motivating them to improve it.

9.7 Future Research

This study is exploratory in nature. The reasortitg is the relative novelty of the object
of the study (CRM initiatives) and the relativelanf strategic theory describing such
initiatives. Hence, there still are plenty of urpaed research opportunities. With growing
interest and significant investments being madéRM systems, several empirical

opportunities will emerge.

It is difficult to statistically test the propos&@RM model in a true/false format. The
present model is in its present form a conceptwadeh However, different parts of it
would lend themselves well to quantitative testasTs especially relevant when it
comes to the different supporting conditions mereain the model. Future research
could statistically identify the level of importamend influence of each supporting

condition on the overall CRM initiative.

Another important future research study which cdaddconducted could be to explore in

greater depth the cultural barriers in Saudi Ardlhé are impeding and/ or slowing

down the speed of CRM maturity in this developiogmary.
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Furthermore, since the current study was conduntddferent sectors and countries, it
might be good idea in a future research study éatls proposed model to assess CRM

maturity in a single sector and in one country.

Finally, future research could be conducted tottesinfluence of an organization’s

internet presence on the organization’s CRM initéat

In conclusion, continuous refinement of the CRM elqutoposed in this study is,
undoubtedly, possible and even desirable, whichlavibe based on further research and
changes in business environments. Such refineraadtsnodifications could necessitate
the inclusion of new icons or the deletion of argjiicons. Although the researcher
sought to cover all relevant aspects of CRM by fadlseexamining existing CRM
literature, the researcher recognizes that theselmapecific aspects of CRM that may
have been overlooked by staying focused and avpoMer-widening of the scope. What
may have been overlooked may in the future becateeant as new trends in managing

customer relationships emerge and evolve.

9.8 Chapter Summary

This chapter has discussed the results that weealesl from the current qualitative
study and were detailed in chapter 4, 5, 6 andrgt(6tage Analysis: Detailed Cases
Write-ups) and chapter 8 (Second Stage Analysigs€case Analysis). Conclusions

were derived from the answers of the research munsstThe limitations and managerial
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implications were discussed. Finally, the contitautand significance of the study and

future research were stated.
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Appendix A

Set of Open ended Questions Used in the Current Reggch

Background questions:

Establish the history of the respondent’s company

Size of the market (market share/size)

Customer segments — who buys

Customer behaviour — what is bought

e Customer motivation — why it is bought

General questions:

When did you decide to embrace a CRM project? Ahg2v

What are the steps you went through to start thgegir?

What were the problems you faced when starting@meinting the system?
How did you know that you needed improvement indygem?

When do you usually do a review for the systemfds a regular bases or only
when you face a problem?

What were the benefits achieved from implementig@RM system?

How long it took you to fully implement the systemnd use it? How long it took
you to start achieving profit?

Was the CRM package off the shelf or built-in? Awiay? Who is your vendor?
What ideas you have for improving the system inftihere?

What are the evaluation matrices you are using$ess success?
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Set of Questions Based on the CRM Conceptual Model

e Sequential Phases

1.

2.

Is the segmentation based on currant or futureomets?

How does the service vary between segments?

How do you avoid the problem of low-tier customessenting not being offered
high-tier service? Does this extra work pay off?

What information do you need in your database abybu can develop your
CRM strategy?

How is your internet presence? Are you satisfietth whe standard you are
offering online?

What do you do to acquire new customers?

. What do you do to retain existing customers?

e Supporting Conditions

1.

2.

Is senior management actively involved in the CRilgpam?

How can you describe the culture of your organme?i

Do senior managers accept and discuss ideas offeradstaff about improving
the system?

Does the organization encourage the communicaBbmden different levels
about improving the performance of the system?

Was the CRM package off the shelf or built-in? Awiay? Who is your vendor?
How long it took you to fully implement the systemnd use it? How long it took

you to start achieving profit?
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7. What ideas do you have for improving the systemménfuture?

8. What were the difficulties when integrating the CRistem with all other
systems in the organization?

9. What are the evaluation matrices you are using$ess success?

10.How would you describe the data environment?

11.What are the difficulties/constraints of the custoratabase?

12.How is the data used and maintained?

13.What quantity of information obtained, is used?

14.How do you look for valuable data?

15.Which department or unit is responsible for thelysisiand distribution of data?

16.How often do you get complaint from employees altbetsystem?

17.How does the employee deal with the CRM system?

18.Do you do training for the people in the organiza® How often?

19.When first implemented the CRM system, how dideh®loyees react to this
improvement?

20.How do you get to know your customers expectataieut your product or
service?

21.How do you know if your customers are satisfied?

22.What do you do with customer complaints?

23.What services you provide which you think differiate you from others and give
you a competitive advantage?

24.How does this all feed back into the improvemenhefCRM system you have?
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