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Abstract

Customer relationship management (CRM) is a customer-focused business strategy that dynamically integrates sales, marketing and
customer care service in order to create and add value for the company and its customers.

This change towards a customer-focused strategy is leading to a strong demand for CRM solutions by companies. However, in spite
of companies’ interest in this new management model, many CRM implementations fail. One of the main reasons for this lack of success
is that the existing methodologies being used to approach a CRM project are not adequate, since they do not satisfactorily integrate and

complement the strategic and technological aspects of CRM.

This paper describes a formal methodology for directing the process of developing and implementing a CRM System that considers
and integrates various aspects, such as defining a customer strategy, re-engineering customer-oriented business processes, human
resources management, the computer system, management of change and continuous improvement.

© 2005 Elsevier Inc. All rights reserved.

Keywords: Customer relationship management; Methodology; Implementation; Lesson learning; Change management

1. Introduction
1.1. Changes in management systems in 1990s: ERP

The new framework for company activities that emerged
in 1990s, characterised by the globalisation of markets,
technological development, the larger number of competi-
tors, and increased customer demands, obliged companies
to renew their management systems in order to adapt them-
selves to the new competitive environment (Chalmeta et al.,
2001).

The dynamic of the change was based on both method-
ological and technological elements. Firstly, concepts and
methodologies directed towards reducing costs and
improving the quality of operational activities, such as re-
engineering business processes, supply chain management,
and so forth, were consolidated. Secondly, innovative tech-
nologies became available, thus allowing companies to
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manage an everincreasing volume of information in an effi-
cient manner. One of the most important of these technol-
ogies was the ERP (enterprise resource planning) computer
programs (Kennerley and Neely, 2001).

Consequently, companies have achieved a high level of
maturity in the use of computer applications to improve
the efficiency of the firm’s everyday activities. It is therefore
very common, depending on their size or the sector, for
their operational level activities in the areas of accounting,
sales, purchasing, warehousing, logistics, production and
human resources to be computerised.

1.2. Changes in management systems in 2000: CRM
solutions

The implementation of ERP produces an improvement
in the quality and efficiency of business processes. How-
ever, when the majority of companies in a sector have opti-
mised their internal processes, this improvement becomes a
condition that is necessary to remain in the market, but
ceases to be a competitive advantage (Dyche, 2001).
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Fig. 1. Evolution of the technological and management approaches.

As a result, in the future, differentiation from competi-
tors is going to be based on the speed with which a com-
pany is capable of responding to the requirements and
demands of the market with innovative products and ser-
vices (Boon et al., 2002). Therefore, although customer
care has always been a basic rule of commercial activity,
a new model of customer relationship management (known
as CRM) is now necessary in order to adopt a customer-
focused form of organisation, which maximises the value
customers can expect from the company and sees in the
information derived from the customer the opportunity
to establish business strategies (Fig. 1) (Kenneth, 2002).

In addition, from the technological point of view, this
new customer-focused organisational model makes it nec-
essary to complement the ERP applications that have
played a key role in the processes of optimising internal
procedures (Business Process Re-engineering) and external
processes relating to supply chain management with CRM
Information Technologies (IT) solutions that play a key
role in customer management procedures (Xu et al., 2002).

2. CRM (customer relationship management)

CRM refers to a customer-focused business strategy. This
concept is not new and it is in fact a natural development of
another concept that is very well accepted in the marketing
sphere: relational marketing. However, it takes a wider view
and is an attitude to customers and to the organisation
itself which dynamically integrates sales, marketing and
the customer care service to create and add value for the
company and its customers.

There are various definitions of CRM in the literature.
Among the most representative, we could quote (Scott,

2001), who defines CRM as “a set of business processes
and overall policies designed to capture, retain and provide
service to customers’, or (Injazz and Karen, 2004), for
whom CRM is “a coherent and complete set of processes
and technologies for managing relationships with current
and potential customers and associates of the company,
using the marketing, sales and service departments, regard-
less of the channel of communication™.

By analysing this definition, it can be deduced that
CRM systems basically make three things possible (Green-
berg, 2001).

(1) Having an integrated, single view of customers, by
using analytical tools.

(2) Managing customer relationships in a single way,
regardless of the communication channel: telephone,
website, personal visit, and so forth.

(3) Improving the effectiveness and efficiency of the
processes involved in customer relationships.

As a result, the implementation of a CRM System will
involve changes in the organisation and operation of each
company, resulting in an improvement in its performance
and competitiveness. The most notable improvements that
can be predicted are the following (Bergeron, 2001).

o Greater customer satisfaction, through offering a better
service.

e Greater business coherence, defining corporate objec-
tives linked to customer satisfaction.

e Managing to increase the number of customers and
secure greater loyalty thanks to the reorganisation and
computerisation of business processes surrounding the
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customer relations life-cycle (sales, marketing, customer
care services).

e Improving and extending customer relationships, gener-
ating new business opportunities.

e Knowing how to segment customers, differentiating
profitable customers from those who are not, and estab-
lishing appropriate business plans for each case.

e Increasing the effectiveness of providing customer ser-
vice by having complete, homogeneous information.

e L ower costs.

e Sales and marketing information about customer
requirements, expectations and perceptions in real time.

3. Diagnosis of the current situation

The change towards a customer-focused strategy is lead-
ing to a strong demand by companies for CRM methodol-
ogies and solutions capable of allowing them to expand
their resources by using a model that is closer to their busi-
ness requirements and demands and, consequently, the
gradual move away from the traditional information tech-
nology infrastructure and the corresponding implementa-
tion methodologies.

However, many implementations of this new organisa-
tional model fail (Lee, 2000). Some of the main causes of
the failure of CRM strategies can be seen in Table 1.

4. CRM-Iris project

As a result of the study of the current customer relation-
ship management situation, the conclusion has been
reached that to tackle a CRM project successfully it is
essential to have an overall integrated methodology that
begins by defining the company strategy and which
includes aspects like planning, analysis of the strong and
weak points of the processes oriented towards the cus-
tomer, information technologies and financial control.
However, the existing methodologies do not integrate and

Table 1
Main causes of the failure of CRM strategy

complement the strategic and technological aspects of
CRM properly (Hoffberg et al., 2003).

As a business strategy, CRM establishes the need to
make customer satisfaction the company’s ultimate objec-
tive. To do this, the company must try to establish genuine,
lasting relationships of trust with customers which are not
limited to mere commercial or financial exchanges. Only in
this way, by offering this added value, will it become possi-
ble to achieve customer loyalty that is capable of resisting
the offers and promotions of competitors.

In addition, as technology, CRM offers the possibility of
improving the company’s relationships with its customers
and making them easier, since it can be used as a complete
channel of communication with customers. To do so, the
company must revise its processes that can potentially
make use of the technologies provided by CRM systems,
in order to achieve its objectives.

To solve this problem of lack of integration of the two
aspects, the IRIS Group at the Universitat Jaume I in Cas-
telléon, Spain, has been working on a project entitled
“CRM-Iris methodology” since 2000. The aim was to
develop and validate a formal methodology to direct the
process of developing and implementing a CRM System.

The methodology obtained as a result of the project
considers various aspects of a CRM system, such as the
definition of a customer strategy, the re-engineering of
customer-oriented business processes, the human resources
management, the computer system, the management of
change and continuous improvement.

From the point of view of its practical application at a
company, the proposed program for developing and imple-
menting a CRM system, in accordance with the CRM-Iris
methodology, is summarised in the following sections:

. Project management and prerequisites.

. Definition of the company’s organisational framework.
. Definition of a customer strategy.

. Designing a customer relationship assessment system.

. Process map.

(T SRS I S

1 Thinking that technology is the solution: CRM is considered as being a new technology instead of a new
way of doing things. This is a mistake, since technology only makes sense after the business objectives have been properly defined

There is no ““passion for the customer” in the organisation’s culture

~N N L R W

Lack of management support due to a lack of knowledge about the opportunities offered by CRM

Lack of vision and strategy. It is common not to have a well-defined strategy and measurable business objectives in the area of CRM
Not redefining processes. As with other technological projects, it is necessary to redefine the business processes for achieving the desired results
Poor quality data and information, which means the right conclusions are not drawn by the organisation

Not managing the change properly. As, with any complex project, proper management of change and of

the organisational culture for achieving the success of the change is necessary

8 Not involving the final users in designing the CRM solution, which means running the risk of developing a
system that brings more problems than solutions to the users who are supposed to benefit from it

Adapted from Strauss and Frost (2002).
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6. Human resources organisation and management.
7. Construction of the information system.

8. Implementation.

9. Monitoring.

The activities into which a CRM project is broken
down, according to the proposed methodology, are not
independent of one another and are not carried out sequen-
tially. The relationship between the different activities is
shown in Fig. 2. The activities into which the CRM-Iris
methodology is divided are detailed below.

4.1. Project management and prerequisites

The eight great technical activities of the CRM-Iris
methodology must be managed and monitored in a similar
way to an engineering project (Chalmeta and Grangel,
2003). Because of this, in contrast to an organisation’s rou-
tine activities and tasks, a CRM project must be conceived
as a set of activities for which specific resources are set
aside and which are expected to produce results within a
particular time period. To achieve this, the project manage-
ment must be supported by the techniques and methodo-
logies used in an engineering project to help with the
formulation, evaluation, management and monitoring
stages.

For this reason, it is necessary to meet the following
basic prerequisites for success:

e Before beginning the project: Awareness-raising among
management, defining the objectives pursued and the
vision of what the results will be, creation of a commit-
tee, official appointment of a coordinator, development
and approval of the project plan and internal dissemi-
nation.

e While the project is being carried out: Carry out moni-
toring to control time slippage, prevent resistance to
change, motivate staff, measure the degree of participa-
tion and assess the results.

4.2. Organisational framework

The starting point within a customer relationship man-
agement project is always the analysis of the company’s
objectives (mission, vision and strategy) and its culture
(policy and values).

The fact that a company is already functioning and has
satisfactory financial results does not mean it is efficient,
nor does it mean that it has its objectives and responsibil-
ities properly defined. Because of this, it is fundamental
before beginning any CRM project, to understand and
spell out the company strategy, defining where the com-
pany is, where it wants to go and where it is actually going,
as well as analysing its culture and the level of organisation
and internal control. During the design of the CRM-Iris
methodology, suitable templates were developed to identify
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the Vision, Mission, Organisational Strategies and Com-
pany Aims, following a traditional approach.

4.3. Customer strategy

Creating an effective system for managing relationships
means companies need to radically change their own
behaviour and define a real CRM strategy. To do this, a
company must:

(a) Identify customers. Who customers are must be
defined and only those customers whose behaviour
can be influenced should be considered.

(b) Analyse the profitability of customers. This involves
working out, customer by customer, the profitability
offered by each one of them. This analysis includes
the following tasks:

e Structuring the customer types into different seg-
ments based on an easily obtainable variable, like
income.

e Assigning costs to the different segments using a
customer-based cost model (CRM Costs) that
includes all the cost factors attributable to
customer relationship management.

e Analysing customer value, obtaining the income,
profits and total profitability of customers, by
segment and by individual customer.

(¢) Defining customer objectives. This involves carrying
out income and cost simulations per customer to dis-
cover the company’s future profitability and to define
objectives for the customers, per segment and per
individual customer (in the short, medium and long
terms).

4.4. System for assessing customer relations

Customer satisfaction is essential for increasing the com-
petitiveness of companies and achieving customer objectives.
To improve it, it is necessary to identify customer needs and
expectations and ensure they are met. This requires the con-
struction of a measurement system fed by information, part
of which will come directly from the customer and part will
be extracted from the company’s computer system.

Consequently, the methods for obtaining and using this
back-up information must be determined, and will proba-
bly involve increasing communication with the customer,
establishing mechanisms to make customer feedback pos-
sible in order to obtain information about customers’
perception of how the organisation affects their needs and
deals with their complaints.

In designing the system of indicators to measure
customer relationship management, the following must be
considered:

¢ Defining the appropriate measurement criteria.
e Preventing failures to identify the right quality dimen-
sions. Value must be placed on what is really important

for customers, and not the things the company thinks
are important.

e The proper weighting of the dimensions. The customer
satisfaction system must be directed towards proper
management, avoiding the deployment of valuable
resources for things that in fact do not matter to
customers.

e Comparison with leading competitors. Quality is rela-
tive, and what matters is how well a company does
things compared with its competitors.

e Measuring non-customers.

4.5. Process map

Once the organisational framework, customer strategy
and customer satisfaction assessment have been defined,
the next step is similar to a re-engineering project. It
involves redesigning the business processes of the cus-
tomer-oriented company (marketing, sales and after-sales)
to achieve the objectives that have been previously defined
and to improve customer satisfaction and loyalty. It is
important to point out that the aim is not for companies
to study and computerise their current way of working with
customers, but to take advantage of the possibilities of new
information technologies to redesign and improve their
processes that involve customers.

To build this new process map, it is necessary to (1) ana-
lyse the current situation—the AS-IS—using question-
naires and interviews with company staff, and (2) design
what the company’s CRM processes should be like in the
future—the TO-BE.

Although there are authors who suggest that a re-engi-
neering project must forget the AS-IS and focus itself on
the ideal operational model when it comes to designing
the TO-BE, the experience obtained by the IRIS group in
carrying out re-engineering projects at various companies
demonstrates that the existing means (human and techno-
logical resources, and so forth), as well as the company’s
culture and psychology, are a great restriction, so when it
comes to defining the CRM processes for the TO-BE it is
necessary to understand the AS-IS and choose the best
realistic solution rather than suggesting ideal ones. The
level of detail and depth of these models is high because
all the activities in the process must be identified together
with the inputs and outputs (information and materials),
resources and controls.

To identify improvements in the company’s customer-
related processes, it is very useful to have a reference model
with best working practices. Models with practical improve-
ments may be either general, that is, valid for any company,
or sectorial. General models are not very detailed, so their
use is rather limited in re-engineering CRM processes,
and a guide to the objectives to be achieved is better. What
is really useful for the fifth phase of the CRM-Iris method-
ology is having a sectorial model available.

Within the CRM-Iris project, a reference model for
CRM processes at a tile company was drawn up. This
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model can be used for re-engineering CRM processes both
at a ceramics company and at companies in other sectors
with similar marketing, sales or after-sales features.

The methodology for constructing the model was as fol-
lows. Firstly, information was collected through interviews
and questionnaires on the way of working in the critical
CRM processes at various ceramics companies. Then,
based on the information thus compiled, a model was gen-
erated that provided a detailed description of the way of
working in the CRM processes at a typical ceramics com-
pany. Next, each process was analysed and a series of
improvements intended to make these processes more effi-
cient and effective were put forward (best practices). Table
2 shows a summary with the main changes that take place
in customer-related processes at a typical tile company if
best working practices are implemented.

4.6. Human resources

The company’s people are, ultimately, the key to the
whole CRM strategy. They are the part that determines
its success or failure and they must not be undervalued.
It is therefore fundamental that they know about the pro-
ject and resolve their fears, worries and doubts before it is
implemented. They must be made to see the importance of
CRM but, above all, they must be trained in this new cus-
tomer service philosophy. It is a case of creating a corpo-
rate culture with a defined approach focused on the
customer that enjoys the commitment of management
and employees.

As well as changing the company culture, the CRM pro-
ject requires a restructuring of the company’s job manual

and organisational diagram, as “customer teams” made
up of staff from different departments, like marketing,
design, sales, and so forth, will be created. It is a less hier-
archical means of organisation similar to management by
processes.

4.7. Computer system

To achieve real implementation of the CRM strategy it
is important to have the right technology for automating
and improving the business processes associated with man-
aging the company’s relations with its customers, largely in
the areas of sales, marketing and after-sales service.

All activities carried out with customers must be stored
in an activities database. This history enables the organisa-
tion’s staff to know at all times who the customer is and
what he or she has requested to be done, which allows per-
sonalised service to be rendered by anyone at the company.
An automated CRM system is therefore vital for maintain-
ing an up-to-date record of all these movements with
customers, including preferences, purchases, requests, com-
plaints, queries and, in general, their direct or indirect con-
tacts with the company.

A CRM IT solution combines the acquisition of cus-
tomer information from the company with the application
of a series of technologies for managing that information
and converting it into business knowledge (like data ware-
housing/OLAP (Chalmeta and Grangel, 2005), data min-
ing (Berson et al., 2000), statistical analysis, and so forth).

The key to designing a CRM computer system is the
intelligent integration of technological and functional com-
ponents that allows a connection between the front office

Table 2

Main changes occurring with the implementation of best practices in a tile company

Activity Current situation With CRM

Order collection e On paper support o Single data entry

e Subsequent entry into the computer system e Directly from the customer into the computer system

Possibility of errors

Order confirmation By telephone or fax

Document generation Pre-established forms

Pursuing unpaid bills Outside the computer system

Marketing campaign management Outside the computer system

Customer analysis

Programming sales trips Outside the computer system

Equal treatment of customers

Managing commission e Sales bonus

Attending to customer queries e There is no specialised department

o Salespeople with customer information
o The customer directly by the Internet

o Separation of content and presentation
o Full internationalisation
o Customised design

o Integrated into the Computer System
o Information available to all employees

e Full computerisation
e Making use of data from previous campaigns
e Making use of customer data

Basically, financial information is used e Richer, more complete information

o Customisation

o Prior study of customers
e Personalised offer

e New criteria: number of complaints, loyalty, etc

e Plenty of information available when attending customers
e Personalised attention
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(sales, marketing and customer service) and back office
(financial, logistics, warehousing, accounting, human
resources, and so forth) systems (Strauss and Frost,
2002). Customer contact management through any channel
should enable a large quantity of information to be
obtained and allow it to flow through the system with its
own logical organisation, thus making it easier to apply
data analysis tools.

As a result of studying CRM technological solutions
and analysing the company’s needs, a model of what a
CRM computer system should be like was designed within
the CRM-Iris project. This solution is expressed in terms of
four main areas (see Fig. 3):

o Transactional (operational) CRM. This includes market-
ing (contact management, sales management and cus-
tomer opportunity teams, monitoring of interactions
with the customer, campaigns), sales (collected by differ-
ent order, delivery note and bill channels) and after-sales
(queries, complaints, and so forth).

o Analytical CRM. This corresponds to the integration
and processing of the data acquired, converting it into
information that is useful for diagnosing customer
relationship management and defining improvement
projects.

The core of the application is similar to a performance
measurement system based on a set of indicators. It

shows graph and textual comparisons between the
actual and the desired situation in various aspects of
customer relationship management and helps with
drawing up an integrated plan for improving customer
relations.

o Strategic CRM. This is directed at evaluating customer

profitability and defining short-, medium- and long-term

customer objectives (Curry and Curry, 2000). It is used

so that a company can:

— structure its customer types into different segments;

— analyse their value using a customer-based cost
model that is different to the traditional product-
based one;

— calculate income, profits and total profitability for
customers, by segment and by individual customer;

— evaluate the cost-effectiveness of investment in mar-
keting and sales;

— construct a historical matrix of customer migration;

— simulate customer flow forecasts in the matrix.

e ¢-CRM. This allows access to customer-related infor-

mation in real time and at any time and place through
a web service and the Internet using a browser. This
business portal makes it possible for both company
staff and customers to access all customer, marketing,
sales and after-sales information (for example, custom-
ers can place orders and check their status, resolve
queries or process incidents).

Makes customer-
company
communication easier

Customer ;
Company staff iy s
Operational CRM
Marketing, salesa nd
after-sales
AN PR

A}

StrategicC RM %

Customer 3
E-C strategy ando bjectives*, Technologies for
-CRM KNOWLEDGE MANAGEMENT

Profitability analysis >

Business Intelligence CRM
Syst. For diagnosing
customer
relationships

MOBILE
COMMERCE
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exchange of commercial
information easier from

anywhere
e-BUSINESS
O Website developments for
P access to commercial

informationu sing
Internet by
customers and company

)
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Identifying, storing and
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Integration of data

Accounting HR Ty relating to
customer management

CRMt echnological
components

Fig. 3. CRM-Iris computer system model.
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It is not, therefore, a simple e-commerce website but
rather a solution which has to bring together commu-
nications, security, web services and integration with
the ERP for the publication, management and produc-
tion of all customer-related company information using
the Internet. e-CRM makes the work of company
members who find themselves in contact with custom-
ers easier and makes it possible for customers to solve
their problems through Internet queries.

4.8. Implementation

The next stage in the CRM-Iris methodology concerns a
Total Quality Plan and consists in implementing ad con-
trolling migration from the old (AS-IS) system to the new
(TO-BE) one. Fig. 4 shows an example of a template for
carrying out AS_IS/TO-BE analysis. The GAP + Restric-
tions column shows the differences between the current
way of working, the proposed new one and the restrictions
existing for moving from the current to the future situation.
In this way, the implementation plan may be broken down
into a set of viable projects within the company’s financial
and physical capacity.

The improvement projects may be placed in order of pri-
ority, according to a viability study, and they will make up
the transition from the AS-IS to the TO-BE. Additional

R. Chalmeta | The Journal of Systems and Software 79 (2006) 1015-1024

sections can be added to the template in Fig. 4 to show
the status, priority and the investment needed to support
this prioritisation of projects. Once prioritised, the short-
term projects must be implemented. This will involve
changing attitudes, both of management and workers,
defining new job roles and redesigning the company organ-
isational diagram. The result has to be that everyone in the
company has their function allocated, and know what they
have to do and how to do it.

Proper management of change is fundamental in this
section. It often happens that managers in an organisation
clearly see that the organisation has to change but do not
manage to achieve this properly, since a lot of time and
knowledge are invested in developing the plan and very
little time is put into making sure the organisation imple-
ments, is involved in and develops this change. To increase
the chances of success it is necessary to:

(a) Develop a communication plan that includes the entire
definitive vision of the project and then communicate
it in order to achieve:

e The integration of all members of the organi-
sation.

e A starting point and a finishing point so as to be
aware at all times where the organisation was,
where it wants to go and where it actually is.

AREA; [ Sales

| |DOCUMENT CODE : EncAsisTobe

[ FILE: EasisTob.doc |

MACROPROCESS: | _Order management |

[AuTHOR: Pilar Garcia Garcia |

MICROPROCESS : | Order processing |

| CREATION DATE : Apr-03

[ MobIFY DATE: Apr-03 |

() The activity must coincide with the activities shown in the textual description and the DEM.

% Describes how the activity is carried out at present.

® Describes how the activity must be carried out in the future.

) It must be shown as follows:
« OK: if the activity is carried out at present in a desirable manner.
* NOT OK: if the activity is not carried out in a desirable way.

®) Describes the differences between the TO-BE and the AS-IS, showing possible restrictions to go from the AS-IS to the TO-BE.

Activity AS-IS? TO-BE® FIT ¥ ESTRICTIONS ©
1. Collect data The order is received via fax or telephone If the order comes via telephone, data The LS. doesn’t allow real
about the order. from the client. If the order is received via must be introduced straight into the L.S. NOT OK time performance due to the
telephone, data is written down in an orders complexity of the consultation
notebook to be introduced into LS. afterwards. be carried out during the data
introduction.
Restriction: 1.S.
2. Consult the Before introducing the order into the LS., The order risk consultation option must NOT OK The LS. doesn’t allow the
client risk. data about client risk must be consulted. If be accessible from the order introduction introduction of high risk and
client risk exceeds the credit assigned, the LS. option and must be updated with the it obstructs its consultation.
doesn’t allow the introduction of any more introduction of each new detail line. The Restriction: LS.
orders. For this reason, it is necessary to write | I.S. must allow the introduction of high
down the order. risk client orders and the block them in
order to avoid processing until their
situation changes or a person in charge
decides to block them.
3. To introduce Through the option "New order”, the head data OK
order data into and detail lines of the order are introduced.
the information
system.
INOTES:

Fig. 4. Example of a template for carrying out the AS_IS/TO-BE analysis.
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e Knowledge of whether objectives are being
achieved and awareness of the resources used
and how this compares with the plan at all times.
All components of the communication plan will
have to be defined, that is to say, objectives, who
it is aimed at, which messages and supports it is
using, how often, and so forth.

(b) Creation of working teams. To manage change prop-
erly it is essential to create working teams to take
responsibility for the change and transmit it through-
out the organisation, acting as catalysts. The func-
tions and responsibilities of these teams must be
defined precisely, along with who will make them
up, what each of them will contribute to the project,
who will lead them and how often the meetings will
be held.

Finally, a continuous improvement system must be con-
structed (see the feedback in Fig. 2 from the implementa-
tion phase to the organisational framework and customer
strategy phases) that will allow (1) the future implementa-
tion of improvement projects classified as medium- and
long-term, and (2) the company to adapt to changes occur-
ring in its environment. When these projects have been
completed, the implementation of the CRM system has
been completed.

4.9. Monitoring

During the implementation of the project, it is critical
that the indicators that have been defined at the initial pro-
ject management stage are monitored and that action is
taken as a consequence of any mismatches that may occur.
In this task, a control panel-type tool is fundamental for
proper monitoring. In this control panel, different types
of indicators of success are used to monitor each activity.
For example, to control the progress of the project against
the implementation plan, it is necessary to have indicators
to compare start dates, due dates and target times. How-
ever, to analyse the success of the customer strategy, we
need indicators to measure improvements in customer
value.

In addition, a quality assurance method must be
established to check that the desired changes have been
implemented effectively.

5. Discussion

Different qualitative and quantitative methods were
used to build the methodology. In the first place, the liter-
ature related to this line of research was reviewed and the
results of different projects involving CRM were analysed.
In this way, both a clear view and a better understanding of
the topic were obtained.

After this, information about CRM was collected by
means of the interview and questionnaires applied to

managers of 26 independent small and medium-sized com-
panies from various sectors that collaborated in the CRM-
IRIS project. Once this information had been put together
and processed, a first version of the CRM-IRIS methodol-
ogy was constructed.

Finally, the results were applied to the above 26 compa-
nies in order to (1) validate and document the benefits and
lessons learned in the form of a properly understandable
business case, and (2) to improve the initial results by
applying the conclusions drawn from those results to them.

As well as improving the methodology as a result of
applying it to different companies, the potential for devel-
oping research in this area has been proved and a series
of lessons have been learned:

¢ In order for companies to integrate CRM management
effectively with all their existing business processes
(including the supply chain, the product development
cycle, the financial systems, the delivery of services and
internal organisational structure), both management
and employees must understand and assimilate the stra-
tegic business value of the CRM project. These key par-
ticipants must understand that CRM management is not
simply a technological strategy but rather an essential
business strategy for the success of their individual
departments and of the organisation as a whole.

e The customer-oriented business model is seldom
practised and little known, at either the operational or
management level.

e Difficulty in defining a customer strategy. Companies
are not ready to act in a coordinated and participative
way with their customers. Companies feel safer acting
on the basis of their own objectives.

e Limitations concerning the systemic vision of customer
relationships. This behaviour is the result of historical
factors that conditioned people and companies to focus
on their own objectives. Consequently, initiatives direc-
ted at managing customer relationships in an integrated
way among all those involved remain far from the actual
situation in business.

e The need for more scientific production showing busi-
ness experiences and formal methodologies.

e The need to encourage the training of staff in integrated
customer relationship management. It has been shown
that staff training programmes do not include the partic-
ipation of employees in courses or other types of events
related to CRM.

All these difficulties are related to the low level of aware-
ness of the importance of CRM and, therefore, of the ben-
efits that proper customer relationship management can
generate.

6. Conclusions

CRM (customer relationship management) can be
defined as a set of business, marketing and communication
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strategies and technological infrastructures designed with
the aim of building a lasting relationship with customers,
which involves identifying, understanding and meeting
their needs.

To tackle a CRM project successfully, it is fundamental
to have a formal methodology directing the development
and implementation process. However, the current para-
digms are not adequate, as they do not properly integrate
and complement the strategic and technological aspects
of CRM.

Within this framework, this paper has offered a descrip-
tion of the methodology obtained as a result of the CRM-
Iris Project. This methodology considers various aspects of
a CRM system. Some of the most important are the defini-
tion of a customer strategy, the re-engineering of customer-
oriented business processes, human resources management,
the computer system, the management of change and
continuous improvement.
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