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Abstract: CRM systems have played a pivotal role in driving economic
development as businesses transition from transaction-based models to
economies centred on customer relationships. Organisations have shifted their
focus from product-centric philosophies to customer-centric strategies,
recognising that understanding and anticipating both current and future
customer needs is essential for long-term success. To meet customer
expectations, businesses must continually innovate to deliver value and
differentiate themselves in competitive markets. Customer relationship
management (CRM) tools are designed to address this customer-focused
paradigm, enabling organisations to enhance their strategies for engagement
and satisfaction. This study examines critical success factors (CSFs) for
implementing CRM systems within the technology sector, alongside criteria to
assess implementation success. Employing a qualitative methodology
supported by MaxQDA software, semi-structured interviews were conducted to
gather insights. The findings underscore the importance of top management
involvement, clearly defined objectives, effective change management, and
incorporating end-user feedback as the most critical factors for achieving a
successful CRM system implementation.
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1 Introduction

The modern economy, defined by globalisation, intensified competition, and rapid
advancements in communication and information technologies, compels organisations to
move beyond traditional marketing approaches and adopt more customer-focused
strategies. This shift reflects a growing awareness of the critical importance of customer
retention (Agustian et al., 2023; Idzikowskiadam et al., 2019; Sharma and Goyal, 2011).
Organisations are increasingly recognising that retaining existing customers often holds
more long-term value than acquiring new ones, which has shifted the emphasis towards
customer loyalty programs and personalised experiences (Lemon and Verhoef, 2016).
The role of technology in reshaping customer interaction has also been well-documented,
with a focus on digital tools that personalise and enhance engagement (Pascucci et al.,
2023).
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Digital transformation drives organisations across industries and scales to reassess
their operations continuously and adapt to evolving market dynamics. It has become a
critical factor for organisations striving for operational excellence and staying
competitive in a rapidly changing environment (Kraus et al., 2022). The long-standing
mantra, “the customer is king”, remains central to marketing and sales philosophies, a
sentiment echoed by both industry leaders and academics (Kim and Aggarwal, 2016;
Huang and Rust, 2021). In today’s fiercely competitive environment, the ability to build
and sustain robust customer relationships is increasingly recognised as a key source of
competitive advantage (Santouridis and Veraki, 2017; Gulati, 2019). As the market
becomes saturated with similar offerings, successful customer engagement not only
serves to increase loyalty but also helps differentiate brands, leading to superior
performance (Dwivedi et al., 2021).

The decision to adopt a customer relationship management (CRM) system often
stems from diverse motivations, adding complexity to the adoption process (Libai et al.,
2020). In many cases, these motivations include the desire to streamline operations,
enhance customer insights, and improve communication channels (Rane et al., 2023). A
deeper understanding of these drivers is vital for organisations to accurately evaluate the
financial investments required, both initially and in the long term (Matlombe et al., 2024;
Varajao and Cruz-Cunha, 2016). As digital platforms continue to proliferate, CRM
systems now require more advanced functionalities, such as artificial intelligence and
machine learning algorithms, to not only analyse customer data but also predict future
behaviour and preferences (Ledro et al., 2023). These technological advancements raise
the bar for CRM systems’ potential in delivering superior customer experiences and
guiding decision-making processes across the business (Ledro et al., 2022).

CRM systems are sophisticated information tools designed to track customer
interactions with the organisation. They provide employees with instant access to data
such as sales history, service records, and unresolved issues, enabling them to better
address customer needs (Kurniullah, 2022). With recent innovations, CRM tools now
integrate a variety of functions such as personalised marketing automation, real-time
customer support, and predictive analytics to further enhance interactions (Huang and
Rust, 2021). Over recent years, CRM systems have emerged as a crucial area of interest
for businesses across various industries. These systems offer the potential to strengthen
customer relationships and drive future profitability (Nilashi et al., 2023). However,
despite their significance, CRM implementations often represent substantial investments,
with financial returns that may not always be immediately measurable (Hendricks et al.,
2007; Varajado and Cruz-Cunha, 2016). As CRM continues to evolve, firms must
carefully navigate its complexities and ensure that their systems are aligned with evolving
customer expectations and technological advancements (Boppana, 2022).

2  Background

2.1 CRM systems

CRM systems encompass a variety of definitions and perspectives due to their inherent
diversity and the different viewpoints of those who define them (Ledro et al., 2023;
Payne and Frow, 2006). While these interpretations may vary, a widely accepted
definition combines a customer-centric strategy, initiatives, and marketing tactics
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underpinned by technological tools designed to generate value for the organisation (Foss
et al., 2008; Payne and Frow, 2006). A CRM strategy typically involves the development
of a structured approach to foster and maintain effective relationships with customers
(Ling and Yen, 2001). Recent scholars, such as Kurniullah (2022) and Nilashi et al.
(2023), reinforce the importance of strategic alignment in CRM, emphasising its role in
not only maintaining customer relationships but also in driving business transformation
through data-driven insights.

Reinartz et al. (2004) define CRM as a customer-oriented system aimed at managing
the entire relationship lifecycle between an organisation and its customers, from initiation
to maintenance and eventual termination, all with the goal of maximising the long-term
value of the relationship. This comprehensive lifecycle approach has become an
increasingly important framework for CRM systems in the digital age, where real-time
data and Al-powered tools have added new dimensions to customer relationship
management (Dwivedi et al., 2021). As Al and machine learning algorithms continuously
evolve, they enhance CRM’s ability to anticipate customer needs, predict behaviours, and
personalise experiences, which directly boosts customer loyalty and retention (Huang and
Rust, 2021).

From an operational standpoint, Ramaseshan et al. (2006) suggest CRM as a process
that seeks to create a continuous, individualised dialogue with each customer, using all
available resources to predict their responses to marketing activities, maximising the
organisation’s profitability. This view aligns with more recent work by Nilashi et al.
(2023), who emphasise the significant role of CRM systems in harnessing customer data
to generate actionable insights that lead to tailored experiences and improved
decision-making processes.

Josiassen et al. (2014) define CRM systems as organisational frameworks that seek to
create, maintain, and enhance customer relationships over a long period, which in turn
provides organisations with a competitive advantage and maximises profitability. This
strategic goal aligns with the broader understanding of CRM as a business strategy — an
essential element of which is the establishment and maintenance of customer loyalty and
preference (Nasir, 2017). In today’s increasingly competitive landscape, recent literature
(Kraus et al., 2022; Rane et al., 2023) highlights how CRM technologies, particularly
those integrated with Al and big data analytics, have become indispensable tools for
developing personalised customer journeys that enhance engagement and satisfaction.

The insights gathered through CRM systems — ranging from purchase behaviours to
customer preferences — help organisations understand the needs and desires of their
clients. With Al and predictive analytics at the forefront, CRM systems enable companies
to deliver highly customised and proactive services, solidifying the long-term relationship
between the brand and its customers (Ledro et al., 2022; Nilashi et al., 2023). These
systems have emerged as critical tools in facilitating strategic decision-making, offering a
sustainable path toward customer loyalty and competitive advantage (Kraus et al., 2022).

CRM is, therefore, not just a set of technological tools, but a dynamic strategy
grounded in relational marketing, characterised by its reliance on robust organisational
structures, well-defined processes, and effective use of technology (Santos and Castelo,
2018). In a world that increasingly prioritises customer experience, these systems enable
the application of best practices in metrics management, allowing businesses to create
value both for the customers and themselves.
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Pedron and Saccol (2009) conducted a literature review analysing diverse CRM
definitions, categorising them into three key approaches: CRM as a philosophy, CRM as
a technological tool, and CRM as a strategy (Table 1). This classification continues to
guide much of the scholarly conversation, but recent works such as those by Josiassen
et al. (2014) and Ramaseshan et al. (2006) have further deepened the focus on CRM as a
long-term strategic tool that influences not only customer retention but also
organisational transformation.

Table 1 Classification of CRM definitions according to the approaches

Perspective Description

Philosophy Focus on creating and maintaining a long-lasting customer relationship.
The entire organisation must have the customer as its greatest reference.

Technological tool CRM is an essential resource as it allows to collect and analyse customer
data to build and disseminate the essential knowledge throughout the
organisation.

Strategy Considers the added value of other perspectives and focuses on customer
lifetime value (CLV).

Source: Pedron and Saccol (2009)

Table 2 CRM structural elements definitions according to the approaches
Perspective Description
People An essential aspect of implementing and operating a CRM system is the active

involvement of both the organisation’s employees and its customers. CRM
systems are designed with a customer-centric approach, enabling organisations
to leverage the insights derived from collected customer data for commercial
benefit. These systems are developed not only with a technical focus but also
with conceptual and strategic intent. For successful implementation, the full
commitment of end users — both internal stakeholders and customers — is vital
to maximise their potential and effectiveness.

Technology Technology serves as the backbone of a CRM system, enabling organisations
to scale operations and efficiently address contemporary challenges. It
empowers businesses to respond dynamically to customer needs and enhances
the viability of CRM systems, particularly for larger organisations, by reducing
the effort required to achieve meaningful outcomes. Without technology, the
resources and effort necessary to implement a CRM system effectively would
often outweigh its potential benefits. The market offers a diverse range of
technological solutions for CRM systems, making it crucial for each
organisation to select and adapt technology tailored to its specific CRM
requirements to maximise its impact.

Processes For a CRM system to be successfully implemented, organisations must
undergo a transformation in their existing processes, shifting towards a more
customer-centric approach. Processes involving the customer, whether directly
or indirectly, need to be carefully reviewed and restructured to align with the
principles of CRM. This is particularly vital in departments such as marketing,
sales, and services, where interactions with customers are most frequent and
impactful. These changes ensure that the organisation not only adopts the
CRM system effectively but also maximises its potential to enhance customer
satisfaction, loyalty, and overall operational efficiency.

Source: Chen and Popovich (2003)
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By addressing challenges and opportunities through continuous research and
improvement, CRM systems remain a cornerstone in modern business practices,
facilitating more informed and effective customer engagement strategies (Ajiva et al.,
2024).

Recent research also suggests that the rapid evolution of digital and social media
platforms has added new layers to CRM systems, driving further sophistication in tools
like Al and augmented reality that shape the customer experience (Dwivedi et al., 2021).
These changes necessitate ongoing innovation and adaptation in CRM approaches to
meet the growing expectations of today’s tech-savvy consumer (Isharyani et al., 2024).

A CRM strategy integrates three core organisational dimensions: strategy,
philosophy, and technology. Its effectiveness relies on achieving a harmonious balance
among three critical organisational elements: people, technology, and processes. When
these elements work cohesively, organisations can leverage their CRM systems to drive
customer satisfaction, retention, and loyalty (Rigo et al., 2016; Navimipour and Soltani,
2016; Khan and Kamal, 2015). Chen and Popovich (2003) emphasise that for CRM to
succeed, these components must be seamlessly integrated alongside strong marketing
capabilities (Table 2).

The architecture of a CRM system encompasses three interconnected components:
operational, analytical, and collaborative systems. This integrated structure reflects
CRM’s role as a comprehensive organisational strategy designed to handle both
front-office customer interactions and back-office business operations (Teo et al., 2006).
These components are defined as follows:

e  Operational CRM: this includes two primary applications. The front-office system
facilitates direct interaction and information exchange with customers, while the
back-office system focuses on analysing customer needs and identifying potential
solutions (Josiassen et al., 2014; Nasir, 2017).

e  Analytical CRM: this component is dedicated to storing and analysing customer data
to gain insights into customer value and behaviour. By capturing, organising,
analysing, and interpreting data collected from operational systems, analytical CRM
transforms raw data into actionable knowledge. Techniques such as data
warehousing, online analytical processing (OLAP), and data mining are pivotal in
this process (Holmlund et al., 2020; Khodakarami and Chan, 2014).

e  Collaborative CRM: the collaborative module focuses on managing and
synchronising customer interaction points across various communication channels.
Its purpose is to streamline interactions between customers, the organisation, and its
employees, ensuring consistent and efficient communication (Bolton et al., 2018;
Khodakarami and Chan, 2014).

2.2 The importance of adopting CRM

The adoption of CRM systems plays a critical role in modern organisations aiming to
enhance their competitive edge, align processes, and improve customer engagement. As
Raman et al. (2006) highlight, organisations with clear, well-defined, and
customer-oriented strategies are better positioned to develop key capabilities, such as
market evaluation, process reengineering, and the optimisation of information systems,
all of which contribute to achieving their strategic objectives.



46 C. Pissarra et al.

Plakoyiannaki and Tzokas (2002) identified a set of essential organisational
capabilities facilitated by CRM adoption, including:

e leadership ability: enabling organisations to clearly articulate and disseminate their
customer-focused strategy and ensure its alignment across all levels of the
organisation

e market learning and orientation: collecting and transforming customer data from
CRM channels into actionable insights to guide strategic decision making at the
executive level

e integration: aligning all stakeholders and internal departments to work cohesively
within the CRM strategy

e analysis: enhancing customer relationships by identifying opportunities to increase
loyalty and drive positive outcomes

e operational capability: leveraging CRM resources to deliver value-added customer
service and optimise the commercial offering.

CRM systems enable organisations to better manage interactions with customers,
ultimately enhancing service quality, response times, and customer satisfaction
(Anderson et al., 2004). Nevertheless, the adoption of CRM should not be perceived as a
universal solution to organisational challenges. As Mendoza et al. (2007) emphasise,
organisations must carefully consider the system’s potential impacts and understand the
advantages it may deliver when properly aligned with strategic objectives.

CRM concepts and technologies have been widely accepted by many organisations in
different industries because they recognise that keeping strong customer relationships is
likely to bring profitability in the future (Ranaweera, 2007).

The rich datasets stored within CRM systems are invaluable for answering critical
business questions, supporting executive decisions, and deepening the organisation’s
understanding of its customers (Stein et al., 2013). For example, comprehensive customer
profiles enable predictive analyses, segmentation, and the tailoring of products or
services to individual preferences, fostering stronger relationships and enhancing
customer loyalty.

Recent research underscores the strategic link between customer orientation and
technological capabilities, both of which are instrumental in gaining a competitive
advantage. For instance, Bhat and Darzi (2016) and Al-Hanini and Al-Oqqaily (2018)
demonstrate how adopting advanced CRM technologies facilitates changes in customer
relationship management practices, promoting agility, customer insight, and overall
competitiveness. This perspective aligns with Ziggers and Henseler (2016), who illustrate
that integrating innovative technologies into customer-centric processes enables
organisations to outperform competitors.

Additionally, Aghamirian et al. (2015) and Mohamed et al. (2019) explore the
positive impact of customer knowledge on achieving competitive advantages. These
studies show that organisations that harness insights from CRM data can identify market
opportunities, strengthen customer engagement, and enhance service personalisation.

Varajdo and Cruz-Cunha (2016) extend this discussion by categorising a range of
motivations for CRM adoption, demonstrating the value organisations place on
integrating CRM systems to achieve operational excellence and strategic goals (Figure 1).
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Figure 1 Motivations for adopting a CRM system in the business context

Improved customer
satisfaction

Improved processes CRM

adoption
Increased
competitiveness
Improving the

quality of

Source: Adapted from Varajao and Cruz-Cunha (2016)

Main drivers

The increasing adoption of digital tools like artificial intelligence (AI) and big data
analytics has further revolutionised CRM capabilities. These advancements empower
organisations to forecast trends, enhance customer experience management (Holmlund
et al., 2020), and bridge gaps between digital, physical, and social interactions (Bolton
et al., 2018). As technology continues to evolve, CRM systems will remain a cornerstone
for organisations seeking to balance technological innovation with customer-centric
strategies.

2.3 CRM system implementation failures

CRM implementation failure is often the result of the interplay between complex
technical and organisational challenges (Goodhue et al., 2008; King and Burgess, 2008).
A clear and shared understanding of what CRM represents for the organisation is
paramount; its absence is a significant barrier to successful CRM adoption (Richard et al.,
2007; Nguyen et al., 2007). Many organisations face implementation setbacks due to
their persistent product-centric approach, neglecting the critical shift toward
customer-centricity required for CRM success (Newell and Godin, 2010; Schwager and
Meyer, 2007).

Josiassen et al. (2014) further observe that improperly implemented CRM systems
can detract from organisational performance, leading to missed opportunities and
inefficiencies.

Failures in CRM implementation can have far-reaching consequences, including
damage to the organisation’s reputation, a decline in competitive advantage, customer
attrition, and revenue loss (Idzikowskiadam et al., 2019). Without a well-articulated
strategy or clear objectives, CRM systems are unlikely to bridge existing gaps, often
leading to substantial operational disruptions and failure (Pedron and Saccol, 2009).

A key factor for success is organisational change. This includes:

e Executive engagement and sponsorship: active involvement from top management is
vital. Senior leaders must provide clear direction and act as champions for the
initiative.
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e  Strategic redesign: a customer-focused strategy must replace outdated,
product-centred approaches. Farhan et al. (2018) emphasise that aligning strategic
objectives with CRM goals is essential for effective implementation.

e Data quality and integration: the quality, accuracy, and volume of data collected
during implementation significantly affect the results of CRM systems. Poor data
management can lead to unreliable insights and misguided decisions (Pedron and
Saccol, 2009).

Recent literature expands on these barriers and their mitigation strategies:

e Big data and analytics integration: Bolton et al. (2018) emphasise the challenge of
incorporating big data into CRM systems to harness actionable insights. The
convergence of CRM with analytics tools is essential but can add complexity due to
integration and resource allocation demands.

e  Customer experience focus: Holmlund et al. (2020) underline that organisations

often underutilise CRM systems due to insufficient emphasis on customer experience

management (CXM), which must align technology investments with
customer-focused outcomes.

e Artificial intelligence and automation challenges: Ledro et al. (2022) and Ajiva et al.
(2024) point out the difficulties of embedding artificial intelligence in CRM for
predictive analytics and decision-making. The automation of workflows poses
technical and cultural adaptation challenges.

e  Cultural and organisational barriers: Dikert et al. (2016) discuss cultural resistance to

change as a leading obstacle in CRM adoption. A transformative CRM initiative
often requires employees to adapt their roles and processes to align with new
organisational priorities, which can be met with resistance.

e Flexible and scalable solutions: Tazkarji and Stafford (2020) highlight that
traditional CRM tools may lack the flexibility needed in emerging markets or for
smaller firms. Customisation and scalability issues often lead to implementation
failures, particularly when vendors offer generic solutions.

e  Continuous improvement: Ziggers and Henseler (2016) stress the importance of
iterating CRM strategies and systems as organisations evolve. Failure to adapt to
ongoing technological and customer behaviour shifts can render systems obsolete.

Farhan et al. (2018) carried out a study where they detailed, in addition to a list of CSFs,
an exhaustive list of challenges that may be at the origin of the high failure rate in

projects to implement a CRM system (Table 3).

2.4 Critical success factors

Bullen and Rockart (1981) introduced the concept of critical success factors (CSF),
describing them as the essential areas of activity that must yield favourable outcomes for
managers to achieve their goals. These key areas are crucial for the success of any project
or strategy. CSFs help executives pinpoint the specific criteria that contribute to the
success of an initiative by focusing on various aspects such as time, connections, and
directional alignment, providing a comprehensive understanding of what drives project

success (Williams and Ramasprasad, 1996).
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Table 3 CRM implementation challenges
No. Issue/problem Reference
1 Inadequate support from top Chalmeta (2006), Foss et al. (2008), Kale (2004),
management Nguyen et al. (2007) and Zahedi et al. (2011)
2 Underestimating the importance of Goodhue et al. (2008), Kale (2004) and King and
change management Burgess (2008)
Lack of leadership Nguyen et al. (2007) and Freeland (2003)
3 Lack of clear vision and strategy Goodhue et al. (2008), Curtis et al. (2009), King
and Burgess (2008) and Zahedi et al. (2011)
Lack of definition Nguyen et al. (2007) and Freeland (2003)
Lack of readiness process Chalmeta (2006) and Zahedi et al. (2011)
4 Lack of customer-centric orientation Foss et al. (2008), Goodhue et al. (2008), Curtis
et al. (2009), Kale (2004) and King and Burgess
(2008)
5 Training programs Goodhue et al. (2008), Nguyen et al. (2007) and
Rouholamini and Venkatesh (2011)
6 Organisational culture Curtis et al. (2009) and Piskar and Faganel (2009)
7 Lack of human resources skills Goodhue et al. (2008), Kale (2004), Rigby et al.
(2002)
8 Failing in reengineering business Chalmeta (2006), Kale (2004) and Zahedi et al.
processes (2011)
9 Thinking of CRM as a pure technology Chalmeta (2006), Kale (2004), Rigby et al. (2002)
and Zahedi et al. (2011)
10  Initial start-up costs Piskar and Faganel (2009)
11 The planed CRM implementation Rouholamini and Venkatesh (2011)
12 Underestimating the difficulties Chalmeta (2006), Kale (2004), King and Burgess
involved in data mining and data (2008) and Zahedi et al. (2011)
integration
13 Failure to align CRM strategy to Foss et al. (2008), Kale (2004), Nguyen et al.
organisation strategy (2007) and Rigby et al. (2002)
14 Security issues in CRM systems Piskar and Faganel (2009) and Taleghani et al.
(2012)
15  Lack of preparation/evaluation of Kale (2004) and Zahedi et al. (2011)
processes
16  Poor staff involvement Curtis et al. (2009), Lee et al. (2006) and Zahedi
etal. (2011)
17  Quality and quantity data problems Goodhue et al. (2008) and King and Burgess
(2008)
18  Communications issues Bull (2003) and Pan et al. (2006)
19 Insufficient appreciation of customer Chalmeta (2006) and Kale (2004)
lifetime value
Lack of involving the final user in Chalmeta (2006)
CRM designing
20  Failure to focus on CRM ROI Foss et al. (2008) and Nguyen et al. (2007)
Insufficient help from CRM vendors Nguyen et al. (2007) and Freeland (2003)
21  No alternative plan Piskar and Faganel (2009)

Source:

Adapted from Farhan et al. (2018)



50 C. Pissarra et al.

When implementing a CRM system, organisations must tailor it to their specific needs,
considering their unique conditions and characteristics. The importance and relevance of
each CSF will vary depending on factors such as the organisation’s industry, size, culture,
and strategic objectives. Furthermore, the organisation’s preparedness, alongside the
development and alignment of its processes, can significantly influence the way these
CSFs are prioritised during CRM implementation. Customisation ensures that the CRM
system meets the specific demands of the organisation while integrating best practices
and adapting to internal needs.

Table 4 Link between CRM success factors and CRM components

Critical success factors People Technology Process
Senior management support X

Culture X x
Organisational infrastructure X

Human resource management x x
Knowledge management X x

CRM strategy X x
CRM process X
Information quality x

System quality x

Service quality x X
Integration X x
Customer orientation x X X
Qualified employees X

Technological readiness X

Mendoza et al. (2007) identified that each CSF plays a critical role in influencing one or
more of the three main components of CRM — people, processes, and technology. These
components must work in harmony for CRM initiatives to succeed. The interplay
between CSFs and CRM components highlights the importance of focusing on the right
balance between the organisation’s human resources (people), workflows (processes),
and technological infrastructure (technology) when designing CRM systems. The work of
Almotairi (2010) and Mendoza et al. (2007) establishes a clear connection between CSFs
and these CRM components, outlining how each factor impacts a different element of
CRM implementation. For example, leadership and commitment may directly impact the
‘people’ element, while technology readiness and process efficiency affect the
‘technology’ and ‘processes’ elements, respectively (Table 4).

Recent studies also emphasise that the dynamic nature of CSFs requires continuous
evaluation and adjustment throughout the lifecycle of CRM initiatives. Understanding the
evolving role of CSFs helps organisations fine-tune their CRM strategies, ensuring
long-term success and improved customer relationship outcomes. Thus, integrating CSFs
with a deep understanding of the organisation’s CRM components ensures a more
comprehensive and adaptive approach to CRM implementation, increasing the chances of
project success (Almotairi, 2010).

Based on the literature review, we summarised the CSF that can enhance the
successful implementation of a CRM system (Table 5).



Table 5

Critical success factors in implementing a CRM solution 51

List of critical success factors according to relevant levels

Level

Context

Critical success factor

Organisation

Human resources

Culture

Strategy

Top management

Employees

Departments

The client-oriented approach forces a behavioural organisational
change (Mendoza et al., 2007).

The importance of the customer for the organisation and the need
for change must be fully understood by employees (Gibbert et al.,
2002).

In the customer-focused strategy, the organisation must be able to
overcome the difficulties that arise from the change process (Iriana
etal., 2013).

Customer-focused culture has a great impact on customer
satisfaction (Farhan et al., 2018).

The customer-focused strategy must be considered for the
implementation of a CRM (Roberts et al., 2005).

The relationship with the customer is a fundamental point in the
implementation of a CRM system (Mendoza et al., 2007).

The customer-focused strategy is fundamental for acquiring
quality information and improving the organisation’s processes
(Raman et al., 2006).

Top management support and commitment is essential to the
successful implementation of CRM system (Chalmeta, 2006).

Responsible to define measurable objectives and goals for CRM
systems, and developing the knowledge of the benefits,
capabilities, resources and potential challenges of CRM systems
(Farhan et al., 2018).

Top management support and commitment (Ahearne et al., 2012;
King and Burgess, 2008; Mendoza et al., 2007; Rahimi and
Berman, 2009; Ranjan and Bhatnagar, 2008; Sanad et al., 2012).

Not be devalued or neglected. They must be involved to know the
goals and tools before implementation. They must realise the
importance of implementation for the organisation (Chalmeta,
2006).

The greater the motivation and satisfaction, the better the
performance and commitment to the organisation will be
(Mendoza et al., 2007).

Training is a key to the success of the CRM system (Maleki and
Anand, 2008).

Employees should understand their roles and responsibilities and
should have the ability to understand customers’ needs and gain
customers’ trust and respect (Farhan et al., 2018).

Greater integration between departments is essential (Payne and
Frow, 2006).

Employees from different areas must be motivated to cooperate
with each other (Cooper et al., 2008).

Customer data must be shared without creating localised
information silos (Iriana and Buttle, 2004).
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List of critical success factors according to relevant levels (continued)

&~
Q
<
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Context

Critical success factor

Financial
resources

CRM solution

Budget
management

Post-
implementation

Implementation
strategy

Technology

Methodology

End users

Improved quality of estimates, customer loyalty and response time
(Maleki and Anand, 2008).

Lower customer acquisition costs (Maleki and Anand, 2008).

Anticipate changes in customer preferences and identify
improvements (Croteau and Li, 2003). Optimise internal processes
(Brendler and Loyle, 2001).

Align strategy with processes (Pedron and Bessi, 2007).

Definition of expected benefits through the CRM solution (Maleki
and Anand, 2008).

Distinguish which processes and channels of communication and
integration with the customer (Lindgreen et al., 2006).

Adopting an adequate definition of CRM is crucial (Payne and
Frow, 2006).

It is very important to analyse the processes that interact with the
customer (Mendoza et al., 2007).

Technology alone does not guarantee the relationship with
customers, but the ways organisations use it (Pedron and Bessi,
2007).

Adopt the right technology to improve and automate the business
processes associated with customer relationship management
(Chalmeta, 2006).

Technology is an enabler that allows organisations to establish
stronger relationships with customers by analysing customer
information and provide a complete view of the customer (Farhan
etal., 2018).

It is necessary to understand which technology is appropriate and
how it will benefit the CRM strategy (Mendoza et al., 2007).

It adds value to the organisation (Pedron and Bessi, 2007).

It facilitates the execution of tasks making them faster, with
greater coverage and security (Pedron and Bessi, 2007).

Technology allows organisations to design its products based on
customers’ needs and expectations (Farhan et al., 2018).

Allow to save the history of activities related to the customer to
customise the service (Chalmeta, 2006).

An automated CRM system is vital for maintaining customer
movements (Chalmeta, 2006).

It is important to define the methodology to be used, namely the
planning, monitoring and evaluation of success in customer-
oriented processes (Pedron and Bessi, 2007).

Find the best CRM model, methodology and solution that is
closest to the business requirements (Chalmeta, 2006).

Involve end users in building the CRM solution as a way to bring
the solution closer to the results (Bouma, 2009).

It is vital that users participate in the various stages, namely in
defining the requirements of the solution (Keramati et al., 2013).
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Table S List of critical success factors according to relevant levels (continued)
Level Context Critical success factor
Change The quality of communication in an organisation is one of the
management most effective factors in all changes (Keramati et al., 2013).

CRM solution

Employees must be informed about the CRM strategy, what is the
purpose and vision of the organisation in implementing the CRM
system (Payne and Frow, 2006).

The change processes associated with the customer-focused
approach need strong and effective leadership (Mendoza et al.,
2007).

The shift to a customer-focused strategy implies that employees
change the way they perform tasks (Mendoza et al., 2007).

The involvement of all employees is essential for the effective
adoption of a CRM solution (Maleki and Anand, 2008).

Definition of a communication plan (Mendoza et al., 2007).

2.5 Successful CRM implementation

Several steps are recommended to ensure a successful CRM strategy (Crockett and Reed,
2003):

Understanding how CRM fits into the broader business strategy: it is crucial to
integrate CRM within the context of the organisation’s overarching business goals.
CRM should align with and support the long-term vision and mission of the
business, ensuring that it contributes to the company’s strategic objectives (Nasir,
2017).

Confirmation of the organisation’s current CRM capabilities: before implementing
CRM, an in-depth assessment of the current organisational capabilities related to
customer relationship management is essential. This includes evaluating existing
processes, systems, resources, and customer engagement practices (Wang and Feng,
2012).

Understanding the reasons for CRM implementation: clearly identifying and
confirming the motives behind CRM implementation ensures alignment with
organisational needs. Whether the objective is enhancing customer loyalty,
improving data management, or streamlining communication processes,
understanding these reasons is key to driving the project forward (Rane et al., 2023).

Creating, developing, and executing a plan to support the CRM implementation: A
well-defined and actionable plan is necessary to guide the successful CRM adoption
process. This plan should cover resource allocation, roles and responsibilities,
timelines, and risk management to mitigate potential challenges (Rane et al., 2023).

However, assessing the impact and success of CRM implementation can be challenging
because these systems typically influence multiple areas within an organisation (Ata and
Toker, 2012). The increasing volume of available information, the advancement of data
analytics tools, and the availability of new metrics enhance the ability to evaluate CRM
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effectiveness and provide a clearer understanding of the system’s outcomes (Gupta,
2024).

Chen et al. (2009) propose that key performance metrics, such as customer loyalty
and business profit, should form the basis of evaluating CRM system quality. Their study
suggests a system of metrics specifically designed to assess CRM processes, emphasising
the need for continuous improvement to optimise the CRM system. The study concluded
that enhancing CRM effectiveness requires both investment in superior information
technology and fostering an organisational culture that prioritises customer engagement
and interaction.

Kimiloglu and Zarali (2009) conducted a thorough literature review on CRM system
evaluation, employing the balanced scorecard (BSC) framework. They suggested relevant
metrics for each BSC perspective — financial, customer, internal processes, and learning
and growth. This tool helps organisations evaluate CRM systems comprehensively by
focusing not just on immediate returns, but also on long-term strategic success across
different organisational dimensions.

In the context of digital customer relationships, current technology, along with the
growing availability of customer data, enables more precise evaluations of CRM
performance. As Deloitte (2019) outlines, a wide range of key performance indicators
(KPIs) can be used to assess CRM systems’ effectiveness. These KPIs span areas such as
customer retention rates, engagement levels, sales growth, and customer satisfaction,
providing a robust framework for measurement. By using these metrics, organisations
can ensure that their CRM strategies are on track to deliver tangible value and make
adjustments when necessary. Several steps are recommended to a successful CRM
strategy (Crockett and Reed, 2003):

e the understanding of how CRM fits into the needs of the overall business strategy —
organisational strategic context

e confirmation of the organisational current CRM capabilities — organisational
assessment

e the reasons behind the CRM implementation — justification

e create, develop and execute a plan to support the CRM implementation —
implementation plan.

Assessing the impact and success of an implementation of a CRM system is difficult, as
these systems affect several areas of the organisation (Ata and Toker, 2012). An increase
in the amount of information available, metrics and more advanced forms of analysis
make it possible to quantify the impact of CRM initiatives and achieve greater
transparency.

Chen et al., (2009) indicate that metrics such as customer loyalty and business profit
should be the origin of the evaluation of the quality of CRM systems. These authors
carried out a study where they proposed a metric system with the aim of measuring
certain processes, resulting in an evaluation of the effectiveness of the CRM system
itself. The authors concluded that to improve the effectiveness of the CRM system, the
organisation must invest in the improvement of information technologies and in the
development of an organisational culture that promotes greater interaction with
customers.
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Kimiloglu and Zarali (2009) carried out a detailed literature review focused on
evaluating the implementation of CRM systems, using the BSC tool, suggesting a list of
metrics for each of the perspectives.

In a study of customer relationships in a digital context, it is stated that current
technology combined with the increased amount of available data can provide more
insights into how the performance of the CRM systems can be measured (Perez-Vega
et al., 2022). The literature provides a vast list of potential KPIs (Deloitte, 2019).

3 Methodology

3.1 Case study

A case study was conducted to emphasise direct engagement with the phenomenon (Yin,
2014). This approach incorporates multiple data sources, including interviews, direct
observation, document analysis, and input from the researcher’s real-time perspective,
making the investigation comprehensive and adaptable (Yin, 2014).

The qualitative methodology assumes that researchers build empathy with
stakeholders, striving to understand and appreciate their diverse viewpoints. The goal is
not to make value judgements, but to gain a deep understanding of how stakeholders
perceive the situation and the criteria they use to form their perspectives (Yin, 2014).

3.2 Data collection and analysis

The participants for this study were selected through a convenience sampling approach,
as they are recognised experts in their respective fields. The respondents included:

e operations director and project sponsor for the CRM implementation
e head of planning and sales, key user of CRM
e [T project manager

Data was collected using semi-structured interviews, which allowed for gathering
specific and relevant insights. All interviews were audio-recorded with the appropriate
consent of the participants.

Following the interviews, the data was processed using MaxQDA software for
qualitative analysis. The interview guide was developed based on a thorough literature
review (Appendix 1).

To analyse the data, a coding process was implemented, which facilitated the
organisation of responses into relevant categories. This process helped identify any
commonalities in how participants interpreted the questions, as well as variations in the
understanding and meaning of their responses.

By comparing similarities and differences across stakeholders’ views, deeper insights
could be drawn. The coding framework was designed based on the analytical dimensions
(Figure 2), enabling a focused approach to interpreting the data (Rubin and Rubin, 2005).
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Figure 2 List of categories and indicators (see online version for colours)
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The categories are then related to dimensions that address the key themes of this study.
The sub-categories created are related to key concepts used by the stakeholders
(Appendix 2).

4 Discussion

4.1 Organisation

The organisation was created in 2008 and is present in over 70 countries, having led the
implementation of more than 20 large-scale international projects and the first large-scale
education technology project in Portugal.

With a solid international presence, becoming increasingly specialised in areas such
as project design, industrial consultancy, professional training and development, and
impact assessment and analysis. The organisation is at the forefront of digital
transformation, catalysing digital governance as a development process in the projects it
carries out or is involved in.

4.2 CRM implementation

As noted by Santouridis and Veraki (2017), the ability to strengthen customer
relationships is a likely source of competitive advantage and it is also in this sense that
the adoption of CRM systems has increased. The decision to proceed with the
implementation of these systems brings uncertainties, and failure rates are quite high.

Organisations need to make a careful assessment of the reasons why they believe that
the implementation of these systems will bring them benefits (Varajdo and Cruz-Cunha,
2016).

Table 6 shows the answers concerning the reasons for CRM system implementation.
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Table 6 Reasons for implementation

Interviewee 1

“The decision to implement a CRM system in the organization was made by management, sales
and marketing.”

“The gradual implementation is advised to avoid the ‘growing pains’ of the system.
Implementing something bulletproof that meets all the needs at once would not work.”

Interviewee 2

“Our approach to implementing the CRM system was phased in, as we realized that
implementing everything at once would not work.”

“It also refers to the importance of ‘quick wins in the implementation of the system’, managing
and minimizing the risk of implementation and monitoring the impact as the implementation of
the system progresses.”

“It’s essential to define in advance what our real needs are, it’s no use wanting the whole,
because then there’s going to be difficulties in implementation, and there’s going to be
difficulties in use. Therefore, before implementing a CRM tool, or any other tool, we must
know, concretely, what our needs are and outline and write them and have them always present
as a ‘beacon’, so that the implementation is successful.”

Farhan et al. (2018) indicate, in an exhaustive study on the possible causes for the failure
of the implementation of a CRM system, the lack of evaluation and preparation of the
processes. The decision on how to proceed with the implementation is essential for its
success. Knowledge of the processes in place in the organisation and the preparation of
the teams for the change is decisive. It should be noted that the lessons drawn from the
analysis of the interviews with stakeholders are in line with the data present in the
literature review.

4.3 CRM implementation objectives

The definition of realistic goals is crucial for a successful CRM system implementation
(Maleki and Anand, 2008; Pedron and Bessi, 2007). It will be through the definition of
these objectives that, later, it will be possible to conclude whether or not the
implementation had the intended effect.

Some of the objectives presented by the interviewees are stated on the Table 7.

Table 7 Implementation objectives

Interviewees

“Facilitate the follow-up of the sales process”

“Centralize and standardize customer information”

“Have a horizontal view of the sales process”

“Improve sales forecasts”

“Not wasting energy on customers that bring little value to the business”
“Registration of all leads in a central system”

“More effective in placing the offer on the market”

“Understand the cost/sales ratio per customer”
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4.4 Training

It is consensual, both in the literature review and in the results of the analysis of the
interviews (Table 8) that the training of end users is one of the most important aspects for
the successful implementation of a CRM system. The question posed during the
interviews had two main objectives: first, to evaluate the perception of stakeholders about
training users, and second to understand if training had an impact on the commitment of
employees in relation to the CRM system, from a management perspective.

Table 8 Evaluate the perception of stakeholders about training users

Interviewee 2

“The training was essential. During development, some elements from the various areas were
called up. For the system to work, it cannot be seen only from a high-level perspective. (...) the
hands-on people give important details that make the tool successful and that it meets the users’
needs.”

“There is no doubt that the end user is the one who makes the tool succeed or not. In order for
the end user to gain aptitude and have desire to use the tool, practical training with practical
business examples, that the end users have already experienced, and thus realize that the tool, as
it was made, will only take away work from them. Because here the issue of work and time is
fundamental.

Interviewee 3

“The respect of end users for key users influences their adoption and recognition that the
implementation of the system is an asset. There must be several profiles of people for the key
user group, there must be someone with a lot of technical knowledge and someone with more
empathy to pass the knowledge on to the end users.”

The data obtained through the interviews unequivocally corroborates what is described in
the literature. There is a clear relationship between training and employee commitment to
the CRM system. In the same sense, it is also confirmed that having an adequate,
extensive and personalised training program with real business cases helps employees to
accept the system, to understand its usability and the advantages of its use.

Table 9 Evaluate the perception of stakeholders about change management

Interviewee 1

“The issue of change management, as well as the management of expectations, occurred from
the beginning of the implementation of the CRM project. It is important to explain what will
happen at each step of the implementation, thus making the transition as smooth as possible.”

Interviewee 2

“In the beginning, the most difficult thing is to be able to explain and make the end users realize
the benefits of CRM. There is always the change of installed habits, which is very complicated
to change. People’s mindset has to change for the tool to be successful.”

4.5 Change management

As mentioned in the literature review, change management plays a fundamental role in
some moments of an organisation’s life, such as the implementation of a CRM system.
The quality of communication in an organisation is one of the most effective factors in all
changes (Keramati et al., 2013). Employees must be informed about the CRM strategy,
its purpose and the organisation’s vision in implementing the CRM system (Payne and
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Frow, 2006). The importance of the issue of managing change was also shared among
stakeholders (Table 9).

A holistic change management approach is essential to adjust the users’ mindset for a
sustainable acceptance in the use of the CRM system.

4.6 CRM system performance evaluation

For a correct evaluation and quantification of the benefits of implementing a CRM
system, it is essential to define a set of metrics that are adequate and adaptable to the
characteristics and conditions of the organisation. Defining KPIs in a realistic and
objective way that reflect the organisation’s strategic objectives is vital (Deloitte, 2019).

Table 10  List of CRM implementation evaluation criteria

Interviewees

“Usage rate between 95% to 100% after 3 months”
“All opportunities entered in the CRM system”
“Data cleaning and migration in the first 3 months”
“Have a clear vision that sales have increased”
“Better management of opportunities and stock”
“Cost/benefit per customer”

“More effective at closing deals”

“Be aware of the cost of the customer relationship”

Regardless of how this impact is assessed, it is essential that an assessment of the
evolution of metrics relevant to the organisation is considered. Defining values to be
achieved is crucial to monitor evolution and performance, enabling a comparison
between actual values and values to be achieved, thus enabling strengths and weaknesses
to be assessed, and generating recommendations for continuous improvement actions.
Reviewing and refining these KPIs ensures the relevance and validity of the metrics
results.

A list of CRM implementation evaluation criteria extracted from the interviews is
presented in Table 10.

Current technology combined with increased amounts of available data is able to
provide more insights into how the performance of the CRM systems can be measured
(Deloitte, 2019). The use of dashboards, capable of providing a quick overview of results,
gives decision makers great flexibility to make decisions (Table 11).

Table 11  CRM system performance evaluation

Interviewee 2

“Top management needs to have access to information and have confidence in it.”

“It is an objective for the future to build dashboards that allow us to assess metrics.”

It becomes evident, when crossing the information collected through the interviews with
the literature review, that the relevance in the definition of metrics and the way they are
monitored and adjusted is essential for the CRM system to produce the desired effect, and
for the continuous improvement of the system and to the way it is used.
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4.7  Matrix between CSF and CRM system performance evaluation metrics

The result from the responses of the interviewees is presented below, which allows to
verify the relationship between the CSF and the KPIs used to measure the success of the
implementation of the CRM system (Table 12).

Table 12 CSF and the respective KPIs
CSF KPIs
Definition of needs for Sales

the implementation of a
CRM system

Phased implementation
of the CRM system

Involvement of the end
user in the CRM system
implementation process

Top management
involvement

Sales pipeline
Sales forecast
Stock levels
Speed of the sales process
Customer cost/benefit
Cost of customer interaction
Number of opportunities registered in the system
Quality/integrity of the information registered in the system
Average time of information integration between systems
Average time taken to enter new information

Average time taken to find information about the client/opportunity
in the system

Degree of usage
User satisfaction
Recognition of the benefits of CRM implementation
Participation in non-mandatory training actions
Budget for the CRM system
Inclusion of the CRM system in strategic plans

Percentage of the number of managers’ goals related to CRM
system performance

Resuming the key insights based on interviews with stakeholders involved in the CRM

implementation process:

e  Phased approach and goal definition: a gradual, phased implementation of CRM is
preferred to avoid system failures or user resistance, as seen from stakeholder
interviews. Key goals include improving sales processes, centralising customer data,
enhancing sales forecasts, and better managing customer relationships.

e Training and end-user commitment: the importance of training, particularly
hands-on, practical training, is highlighted to ensure user adoption. Successful CRM
implementation requires training users with real-world business examples that they

can relate to.
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e Change management: the text underscores the critical role of communication and
change management in the CRM adoption process. Ensuring employees understand
the purpose and benefits of CRM is essential for overcoming resistance and
achieving successful implementation.

e  Performance evaluation and metrics: performance evaluation is highlighted, with
KPIs like system usage rates, sales increases, and data accuracy being crucial for
tracking CRM success. Continuous monitoring and adjusting of these metrics is
important for improving CRM usage.

The points presented align with several critical concepts discussed in academic literature
regarding CRM implementation, but there are also nuances to consider:

e  Phased implementation:

a

Literature support: the need for phased implementation, rather than a ‘big bang’
approach, is consistently emphasised in CRM research. Farhan et al. (2018) note
that organisations that rush their CRM deployment often encounter resistance
due to poorly understood requirements and the complexity of immediate
large-scale changes.

Literature contrast: while phased implementations are widely recommended,
there are mixed views on their long-term success. Some studies suggest that a
clear, integrated approach with full system roll-out works better if pre-planning
and communication are robust (Varajdo and Cruz-Cunha, 2016).

e CRM objectives and metrics:

Literature support: defining realistic CRM goals and metrics before
implementation is a cornerstone of CRM success in academic literature. Maleki
and Anand (2008) argue that clear, measurable objectives for customer
relationship management lead to higher adoption rates and alignment with
organisational strategy.

Literature contrast: there is also evidence suggesting that too rigid a focus on
pre-defined metrics can stifle CRM system flexibility. A study by Payne and
Frow (2006) asserts that continuously evolving business goals may demand fluid
adaptation in CRM KPIs, which is not fully addressed in the text.

e  Training:

a

Literature support: the significance of training as a factor in CRM adoption is
well-documented. Studies like Keramati et al. (2013) highlight that
well-designed training programs improve end-user buy-in and CRM efficiency.
Practical, real-world business examples, as mentioned in the text, are also
identified by Deloitte (2019) as essential for engagement.

Literature contrast: a distinction often made is the degree of customisation in
training. While the interviews focus on user-friendly and context-specific
training, the academic literature often cautions that standardised training
approaches might not fully meet the diverse needs of employees at different
organisational levels (Pedron and Bessi, 2007).
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¢ Change management:

a  Literature support: change management and communication strategies are
central to CRM system success, as noted by Payne and Frow (2006). Successful
CRM implementations depend heavily on organisational culture and user
mindset adjustments, which the text mirrors.

b  Literature contrast: the challenge is not just about managing resistance to change
but creating a culture of continuous CRM learning. Santouridis and Veraki
(2017) stress that embedding a CRM-friendly culture and aligning CRM systems
with daily operations fosters sustainable adoption, a dimension underrepresented
in the interview data.

e System evaluation and KPIs:

a  Literature support: the ongoing evaluation of CRM performance is crucial for its
continual improvement. KPIs such as sales performance, data integrity, and user
adoption are discussed by Deloitte (2019), and the need for a structured
post-implementation review process aligns with best practices.

b Literature contrast: there is a tendency in academic literature to caution against
overemphasis on quantitative performance indicators. Maleki and Anand (2008)
argue that qualitative aspects such as customer satisfaction or employee morale
are sometimes more meaningful than the hard metrics often prioritised by
organisations.

5 Conclusions, limitations and future research

5.1 Conclusions

The aim of this study was to explore the key reasons behind CRM system
implementation, identify the CSFs that need to be considered during implementation, and
examine the metrics that should be defined and measured to evaluate CRM success. The
study focused on gaining a comprehensive understanding of how organisations approach
CRM adoption, based on the perspectives of stakeholders, particularly regarding
decision-making processes and implementation strategies.

The findings derived from this research were consistent with existing academic
literature in multiple areas. One of the central insights is that successful CRM system
implementation requires substantial involvement from top management throughout the
entire process. As highlighted in numerous studies, including Payne and Frow (2006) and
Keramati et al. (2013), executive support and strategic direction play a crucial role in
securing organisational buy-in and ensuring the necessary resources are available. The
commitment from top management helps align the CRM system with the broader
organisational goals and facilitates smooth decision making during implementation.

Another key takeaway from the study is the importance of a phased, planned
approach to CRM system adoption. Rather than attempting a full-scale implementation
all at once, the organisation should opt for a gradual rollout. This was reinforced by
stakeholder perspectives in the study, as the implementation process often brings about
unforeseen complications and user resistance. Academic research on CRM adoption, such
as Farhan et al. (2018), has repeatedly emphasised the need for phased implementations
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to avoid operational disruptions. It allows the system to be tested and fine-tuned in
manageable increments while ensuring that user feedback can be integrated early in the
process, ultimately leading to higher acceptance and better outcomes.

In addition to phased implementation, active participation from end-users emerged as
a critical factor. Ensuring that end-users are adequately trained, engaged, and involved in
the CRM implementation process directly impacts the adoption and success of the
system. Literature supports this finding, with Deloitte (2019) and Pedron and Bessi
(2007) stating that user involvement, coupled with robust training, ensures that the CRM
system meets user needs and provides tangible business value. This study’s focus on
hands-on training with real-world business cases parallels existing findings that practical
exposure is critical for CRM tools to be embraced by users, contributing to both
short-term operational improvements and long-term organisational benefits.

The study also underscores the importance of defining specific, measurable metrics to
evaluate the success of CRM implementation. Performance indicators such as sales
figures, customer retention rates, user satisfaction, and the efficiency of the sales process
are essential for understanding how well the CRM system is fulfilling organisational
objectives. Regular measurement of these metrics provides management with concrete
feedback and allows them to adjust strategies where necessary. The use of KPIs is
consistent with best practices identified in the literature, where the alignment of CRM
objectives with measurable outcomes is essential for ensuring the system’s effectiveness
(Maleki and Anand, 2008; Santouridis and Veraki, 2017).

One particularly valuable finding of this study is the ongoing importance of regularly
comparing actual performance metrics against expected outcomes. This process of
continuous evaluation allows top management to identify discrepancies, evaluate CRM
system performance, and make data-driven decisions about future improvements. As
noted by Deloitte (2019), organisations that have a mechanism for measuring and
refining their CRM system based on ongoing analysis are more likely to sustain
long-term success and improve their competitive positioning in the market.

In summary, the study reaffirms several fundamental principles found in academic
literature on CRM system implementation. However, it also suggests practical
implications for organisations looking to implement a CRM system effectively.
Organisations should ensure that top management is actively engaged in the process, opt
for a phased implementation strategy, and prioritise user involvement and adequate
training to ensure end-user satisfaction. Furthermore, defining and regularly evaluating
appropriate KPIs to measure CRM success is critical to enabling a flexible, responsive
approach to evolving business needs.

Overall, this research highlights the importance of a balanced, strategic approach to
CRM adoption — one that integrates organisational leadership, careful planning, user
participation, and continuous performance assessment. These factors collectively
contribute to maximising the value derived from CRM systems, improving organisational
efficiency, and fostering long-term customer relationship success..

5.2 Contributions to management

Numerous publications address the CSFs associated with implementing CRM systems.
However, only a few studies provide a comprehensive perspective that encompasses
insights from top management, area managers, project managers, key users, and end
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users, while integrating empirical data about their specific views. Each of these
stakeholders brings a unique perspective to the CRM implementation process, making
their input particularly relevant and valuable for the overall understanding of the
challenges and success factors. The variation in their views enhances the richness of the
analysis and contributes to a more holistic understanding of the process (see Appendix 3).

This study offers critical insights for organisational top management, shedding light
on the issues most valued by each stakeholder group involved in the CRM
implementation project. It emphasises the necessity of addressing the varying needs of
these stakeholders to ensure the smooth rollout and long-term success of the CRM
system.

A key finding from the research is the importance of effective training and
awareness-raising initiatives for end users. Without adequate support, end users may
view the change and adoption of new tools as a burdensome obligation, rather than a
beneficial enhancement. It was found that top management plays a crucial role in
communicating the advantages of the CRM strategy, especially emphasising how sharing
information through the CRM system can directly contribute to increased sales and
improved organisational performance.

The study also reinforces the necessity of clearly defining the real needs of the
organisation that the CRM implementation seeks to address. Establishing clear,
measurable objectives during the planning stage — and communicating these objectives to
the entire organisation — is vital for aligning stakeholders’ efforts and ensuring that the
CRM system meets the business’s strategic needs.

Given the current circumstances, particularly regarding digital transformation, this
study highlights the increasing importance of technology and information systems in
shaping organisational strategies. The shift towards more digitalised operations, fuelled
by technological advancements, is revolutionising both the way businesses operate and
how they engage with customers. The COVID-19 pandemic, in particular, has accelerated
this shift, as organisations have been compelled to adopt new digital solutions to sustain
and even grow their business amid challenging times. The rapid adoption of CRM
systems during the pandemic reflects this broader trend in digital transformation, as
organisations search for innovative alternatives to continue operations.

Furthermore, participants in the study acknowledged the significance of new
regulations, such as the general data protection regulation (GDPR), in shaping data usage
practices. The introduction of GDPR has imposed stricter guidelines on the handling of
personal data, affecting how businesses utilise customer information within their CRM
systems. Compliance with these regulations has become a crucial factor in the successful
implementation and ongoing management of CRM systems, and organisations must
continuously adapt to these evolving legal requirements.

In summary, the study highlights that understanding the perspectives of different
stakeholders is key to the success of CRM implementations. It also underscores the
importance of clear communication, management support, and strategic alignment, as
well as the growing impact of digital transformation and legal requirements in shaping
the future of CRM systems.

5.3 Study limitations and suggestions for future research

This study has some limitations that should be acknowledged. One of the most significant
limitations is that the research focused exclusively on a single industry, using
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semi-structured interviews as the only data collection method. As a result, the findings
and conclusions may not be directly applicable to other industries or sectors. The context
of the organisation studied, including its unique business model, further complicates the
generalisation of the results to other businesses, even within the same sector.

Additionally, CRM implementation in the organisation where this case study took
place is still relatively recent. This time-bound aspect could impact the generalisability of
the findings, especially from a broader, global organisational perspective. Since the
organisation is still in the early stages of CRM adoption, the conclusions drawn here may
not fully reflect the long-term impacts or results of CRM systems once they are fully
integrated and operational within a more mature framework.

The sample size is also another limitation. Although several stakeholders from
different levels within the organisation participated, the sample size remains relatively
small. Including additional perspectives, particularly from a broader segment of top
management and end users, would enhance the depth and robustness of the study’s
findings. The small sample limits the ability to fully capture the variety of opinions and
experiences within the organisation.

For future research, it would be beneficial to extend this study into other business
areas within the same organisation or across other organisations with different
characteristics and business models. This approach could provide a more comprehensive
understanding of CRM implementation and its critical success factors across various
contexts. Additionally, using complementary research methods, such as surveys or
questionnaires, could help to gather a larger and more diverse set of data. Expanding the
data collection methods would improve the representativeness of the findings,
contributing to more generalised and validated conclusions in CRM studies.
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Appendix 1

Interview guide

Analysis dimension Question Source
Top management 1 From whom did the CRM system Chalmeta (2006),
support implementation initiative come about? Mendoza et al.

10 How was the team responsible for the (20073’SNa.S1r (2(1) 17)
implementation project constituted? an ( ;811113? al

11 Has a sponsor been named? What is your
position/function in the organisation?

Change 2 Have the needs for implementing this Payne and Frow
management/ system been identified? What were those (2006), Mendoza
internal needs? et al. (2007), Maleki
communication 5 Do you consider a change in organisational anccli]? nand (.20081)
culture necessary to accommodate the CRM and Keramati et al.
system? (2013)
Objectives 3 What does the organisation hope to achieve Plakoyiannaki and
definition by implementing this system? Tzokas (2002),

4 Were specific objectives defined for the 2(1)\2[)3nd03a5t a1:~
organisation with the implementation of this ( J )Can Car eg ao
system? Which ones? and Lruz-Lunha

(2016)
End users/training 6 Were all departments in the organisation Chalmeta (20006),
involved in implementing this system? Mendoza et al.

7  Was a set of key users created to be present ) 0(33 07),dlié)uma .
during the implementation phase? ( et);ll.l @ Oi:gzimatl

8  How was, and still is, the training for end
users being addressed?

Data integration/ 9  How was the interoperability of existing Pedron and Bessi
systems systems and data migration addressed to (2007) and Chalmeta
preserve its quality and integrity? (2006)

12 What methodology is used to implement
this system? What are the reasons for
choosing this methodology?

16 What are, in your perspective, the next big

topics of digital transformation in
organisations? In the context of
organisations in the technology sector.
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Interview guide (continued)

Analysis dimension

Question

Source

CRM performance
evaluation

13

14

15

Have evaluation criteria been defined for
the system after implementation? Which?
Who carries out this assessment?

Is any kind of business intelligence tool
used to visualise the CRM data?

How is the performance evaluation of the
CRM system carried out?

Chen et al. (2009),
Kimiloglu and Zarali
(2009), Nasir (2017),

Ata and Toker

(2012) and Deloitte

(2019)

Appendix 2

Top 25 of the most used words in interviews (see online version for colours)
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¥ males 13 196 1] 2 wer L] L] 4
¥ data 1.9 1] 3 100.00 L] i €
S o 12 18 " 1 nn 12 » 0
*  npesds 1.5 L] 2 [T r [ ] 3
® ietens 10 151 ] 3 100.00 ] : €
*  success L] 1.8 1 1 100.00 ’ i 1
¥ evaluation 8 1.3 12 3 100.00 4 b 2
¥ business L] 12 12 3 100,00 1 3 s
* oeganization 7 108 1 2 o667 4 » 3
*  clients 108 i 2 o667 2 » 5
* process 7 108 1 1 nn ’ L] 0
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Appendix 3
Similarity matrix between interviews (see online version for colours)
Samilarity matrix
Document name Planning and Sales Director Operations Director/Sp... IT Project Manager

Pianning and Sales Director 1.00 _ 0.4
Operations Director/Sponsor _ 1.00 025
IT Project Manager 0.44 025 1.00



