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Abstract

This study was undertaken to gain better understgraf the business drivers for CRM adoption inhsafe service
companies. The literature on CRM gives the impogssif being inconsistent. The objective is to uresahe market
trend and reasons for CRM adoption. A case studyysis involving three Bangalore based softwareiserfirms
which implemented CRM, was done. Semi-structuréehiiew method was used for gathering data. Thefikeljng
of this research is that competition and custone¢ention are the major motivators for a firm to ptd€RM.
Software services companies are fast emergingval the world especially in South Asia. These congmoperate
in a very competitive market and there is a needifferentiate a service from the competition, é&durance. One
of these differentiators could be the adoption 8&MCto improve service, performance, customer satigfn and
productivity. However, the process of CRM adoptiorthe service industry has not yet been studidu: Value of
this paper is that it illustrates how a case stapgroach can be used to understand the real msck&etirios and
identify business drivers for CRM adoption by sdafte/ service firms.
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1. Introduction

Customer Relationship Management (CRM) builds anghilosophy of relationship marketing that aimsteate,
develop and enhance relationships with carefullgeted customers to maximise customer value, catpor
profitability and thus shareholder's value (FrowP&ayne, 2004). The goal then is to provide a molflihg
experience to customers, for services, productsedsas their interaction with the company, in tihape that their
experience of interaction with the sales peoplé tiln into more satisfaction, which might leadnmre loyalty
(Chouet al. , 2002). Kotorov (2003), in his reference to theegs of CRM pointed out that initially, it was &b
question whether CRM really meant anything or watifizzle out like many other buzzwords used bynagers in
the course of motivational communication. Howeitdnas stayed on and according to Bull (2003), faking about
CRM is not good enough, what is important is wisaddne about it. Today, CRM is absolutely vitabtganisations
since every organisation has realised the valweafstomer- centric business approach which cavalde to plain
vanilla marketing, sales and service activities pratesses (Chiet al. , 2003).

Most industry players and academicians agree tiRi¥1 @Gs a significant part of the business strategst thelps
organisations in establishing strong relationshith existing and prospective customers, to suppi@ir revenue
goals. Over the last two decades, CRM has growitlsafButtle, 2004). Most organisations as well sasademic
faculty have accepted it as a three pronged stratest is adopted by organisations to reach thbjedive of
customer satisfaction — modification of processppte and technology. Whatever size, geography &ld bf

operations, all businesses globally have gonestathm for adoption of CRM, since they are awaré ithaill give

them that competitive advantage so essential iaytecheck to neck competition. With a proper systerhelp
analyse customer attributes and the ability togmise them according to their spending patternstnhave also
realised that in order to eliminate resource wastdgey need to focus on economically viable custsmto meet
revenue goals, and not so much on the economigalligble ones (Romano, 2000).

Today, CRM, as an emerging discipline, is in gnea¢d of theoretical assistance (Gummesson, 200i. the
concept of CRM fast taking centre stage in thermss policies of most organisations, there neebs tan in depth
study of what drives a company to adopt a CRM systed thus formed the background for this research.
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2. Review of Literature

Kumar (2011) maintains that the origins of CRM lieghe fact that no two customers are alike, ®y tthould not
be treated alike. It is only when companies undecsthis difference; they become apt at treatireyyeeustomer as
an individual with unique preferences and this isatilon has given rise to a new business paradifpday,
organisations have understood that they will geterenefit if they become customer centric, andisoen getting
more share of each customer, i.e., more busindssf@ne customer in various different ways, rattem blanket
bombing the whole market. It is very evident frdmiststatement that the strongest driver for a CRidlémentation
is the current business need to focus on a custoemdric strategy, since customer information iedo the success
of any organisation.

Karakostast al. (2005) in their empirical investigation of thedimcial services companies of UK reported that 82
per cent of the respondents recognised the neddtérnal efficiency as the primary driver for irepienting CRM.
Only 5 per cent of the respondents were influerioeallopt CRM due to the action of their competit@wst 62 per
cent of them were positively influenced to adopte do the threat from competition. In their repdiney revealed
that the most widely recognised driver was thedbethhat CRM would help to improve customer satitéac
Another important finding by them was that the fin@l institutions in the UK did not invest in CRMot because
of the fear of being left behind but due to theinfidence in the contribution of CRM to custometigaction.
According to them, the strongest motivators forRIMCimplementation, are the ones that help companies

* Respond to sales, marketing or customer servikelstéders
* Respond to customer demands
» Respond to upper management strategies

A large number of industrial studies have revedhed the cost of retaining an existing customenigh lower than
the cost of acquiring a new customer. Undoubteathy investment in customer retention makes a Idtusiiness
sense, and customer retention is the focus of masketing strategies worth their salt. A study iy (2012) on the
hospitality and tourism sector of Australia poiotg that a 5 per cent increase in customer retermtm result in 18
per cent reduction in operating costs. RosenberGz&piel (1984) explained that the cost of acquingew
customer is about five times the cost of retainamgexisting customer, if the relationship marketgygtem and
principles are used effectively.

In addition, Reichheld & Sasser (1990) claimed thatompany can almost double profits if they arke ab
successfully retain just 5 per cent of their cugmsnThey also highlighted the importance of tfe time value of
the customer. This focus should change the dinecifache CRM strategy — away from the transactiafielv of the
customer to a relationship view, to ensure retends well as maximise contribution to the compamggenue
(Alexander & Colgate, 2000). Here, we need to usided that the value or motivation for a CRM sysismot
based on a common requirement or recognition afevalidition across verticals and geographiessdt dépends on
the size of the operation, and while CRM adds gelaralue percentage to some types of organisatsmmsetimes
only a limited customer relationship is needed, kimel and amount that can be handled on a manwuhparsonal
interaction basis. In some instances, the natutheofertical plays an important role. For instanegail sector has
its own requirements of customer relation systend @RM is indispensible for them. On the other hahd IT
sector relies very heavily on a CRM system, sifo&rd is apparently no limit to how IT can suppausibess
systems, hence a good CRM system becomes criticeddrketing in that sector.

3. Research M ethodol ogy

The objective of this paper is to identify the Kaysiness drivers for organisations to adopt a CR#tesn. A case
study approach was adopted since it allows theareber to ask open-ended questions relating to,witag and
how things happened (Yin, 1994). The case studtilites the experiences of three Bangalore bastaase
services companies prior to their CRM implementatibue to the confidential nature, the companiesh@ has
been changed to Corp 1, Corp 2 and Corp 3 to cdagmithe client's identity. Data collection wasrhgans of
many semi-structured interviews with members ofshiles and marketing team within the company. Taeager of
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sales and marketing and sales executives wereedrfer the interviews. The semi- structured initmwapproach
facilitated collection of data that was rigid amchrin detail (Miles & Huberman, 1994).

4. Resear ch Findings

According to inputs from Corp 1 (name changed),iotex internal reasons drove the company to adogt an
implement CRM. With the growth of the sales teaihwas becoming difficult to manage sales contastagithe
traditional methods - like spread sheets. Althotigdy stored all their databases in a common seitvaras not
accessible to members who were in other locatiemshey needed a simple contact management systamarage
the growing database. In order to provide a clearew of the customer, an efficient database tlaitld be
accessible across geographies was required, so @&Mone great way to do it. There was a need foroee
professional way to communicate with the custonzerelin a manner that was more personalised andseffeices
that were customised to their needs. They also edatd create a metric to establish performance uneasent
guideline for all the customer facing functionsgarse this framework to set appropriate goals.

For the mid tier IT Services Provider Corp 2 (nachanged), several factors have acted as motiv&ios CRM
implementation. First, the company wanted to adisteevenues by farming on existing accounts,ding on the
customer relationships that have existed over séyears. The CRM implementation would help in ertdiag the
relationship with the current customers and acngimew customers by providing better-customisedices.
Second, the increasing competition had motivated dbmpany to implement CRM as a tool to face the ne
competitors in the market. Expansion across getigapadded the need to have a real time databade an
communication system with the customers globalhg ¢hat would also help their sales teams, staftiom the
Managers to the field sales personnel, to be onstilee page. The united front they presented tcctiseomer
activities and requirements, the better marketdstenthey had, giving them a notch above rivalse Business
Development Director revealed that the CRM impletaton in the company was a vital decision madehytop
management of the company to strengthen the refdtips with new and potential customers. It wowdd/s as a
tool to face a new competitor which started itsrapiens recently targeting the same market. Inomesatisfy these
motivations and accomplish their sales objectivd® company developed a new strategy that focuses o
relationships with customers and meeting their dore&pertise expectations.

Corp 3 (name changed) had implemented its CRM pargof a project that was launched to create aesjy
focusing on customers. This strategy emerged aftenarket analysis conducted by the company on aodtw
services market, state of competition, and deridnigeat map. This created the way forward, in tesfrisaving a
proper CRM system in place to meet their market lamglness objectives. The heat map showed that wiathe
competing brands had much more experience and a atvanced technological infrastructure. The wawdod
seemed to be, adding functionality to their sabgsedise that would help outdo the competing brandfnot in
length of experience or size, then in the relatigmbuilt with customers and offering them custagdiservices. A
CRM system would help them distinguish themselvea icut throat competitive market. CRM, hence,tf@am,
became a tool that provided a better understandirits customers and therefore aimed to fulfil the@eds with
customised strategy and solutions. By implemen@®RM project, the top management of Corp 3 aimedetwe
better in their target market as stated by the Hé&hles. Top management having previous expexien€RM and
in its benefits was also another driver for Cotp adopt CRM.

5. Discussion

CRM is fast becoming a priority due to the econgmeéchnological, and social forces that have drigestomer
relationship to become the centre of all businesdats. Today every company is looking at garnelaryglty from
customers to create a differentiation. With a usicapproach, marketing teams can provide a uniquéndpu
experience that caters straight to the specificsustomer preference, based on data gathered atgsad by an
effective CRM strategy. This is a significant drifer having a CRM system in place.

Corp 1 and Corp 2 needed a system that would helet the needs of geographical expansion plans famsl t
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customer diversity, on one platform. Corp 1, beamgestablished player in its vertical, was drivgrthe need for a
global database access for customer details, othelr sales teams offer services that were custahio customer
specific needs. This would give them a clearer vidvweustomer preferences and enable better sedliregegies.
CRM made it possible to have a metric for all thestomer facing functions, and use this frameworkséb

appropriate goals and revenue targets for the pale®nnel. Above all, the industry as a whole talisng to CRM,

it would make them uncompetitive to not have itrc@ would also need to use CRM for the same perpds

enhance revenues, add to top lines and streamdguirces for customer needs. They wanted to adelémues by
farming on existing accounts as well as buildingtloe customer relationships that have existed sgeeral years.
The CRM implementation would help in enhancing télationship with the current customers and acnginew

ones by providing better-customised services. Agroitmportant motivating factor was their geographi&xpansion,
for which they needed a real time database and eonwmation system with customers globally. Corp 8ktap

CRM as the result of an exercise — a project thas Vaunched to create a customer focused stratigg this

decision was driven by Top Management since thely graviously experienced CRM's benefits in creatingat

relationships with customers. As a new entranh&rmarket, Corp 3 needed to add more functionadityeir sales
expertise to outdo competition. So, for them, CR#s a tool that provided a better understandinigsafustomers
and therefore aimed to fulfil their needs with cusised strategy and solutions.

All three companies had one common motivator -dibgire to stay ahead of competition, whether imlloc global

markets. Retaining and attracting newer customershé major objective for most businesses todayedg
Rosenberg & Czepiel (1984), explaining that thet afsacquiring a new customer is about five timies tost of
retaining an existing customer, if the relationshiarketing system and principles are used effdgtivédded

Reichheld & Sasser (1990), when they claimed thaompany can almost double profits if they are aole
successfully retain just 5 per cent of their custmsn

6. Conclusions

Gaining customers confidence and loyalty, providiegsonalised service to customers, acquiring bkttewledge
of customers buying habits and other details, orgatompetitive differentiators, creating crosdiaglopportunities
are the key drivers for the organisations in tHerimation technology industry markets to implemefficient CRM
systems, and gaining competitive advantage asasajreater market share (Kumar, 2011). Due to tipeedlictable
pattern of customer buying behaviour, traditionarketing methods is phasing out, making way to torene
marketing efforts. In the given scenario, CRM istfaecoming a high priority due to economical axhhological
forces that have made the traditional marketing ef®dbsolete in the modern business world.

E-commerce and e-business has put the power ofelthe hands of customers. In this new worlkehrapetitor is
just a click away and the only way to win loyaltgprh customers is to create a differentiation. VdtBystematic
support, marketing teams can provide a unique lgugkperience that caters straight to the spectficsustomer
preference, based on data gathered and analysad déffective CRM strategy. This should be a sigaifit driver for
having a CRM system in place. Besides, a satigfiesstomer is a living advertisement, and this istlamogood
reason for implementing CRM.
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