


35



36

ample, customer-facing departments might need to be 
restructured to speci“ cally serve certain customer seg-
ments. Such organizational changes are equally impor-
tant for the success of CRM implementations since tech-
nological systems often involve customer databases with 
information that is used for different management func-
tions�„�e.g., marketing, sales, or service. In order to dis-
seminate customer knowledge and customer orientation 
within the organization, organizational implementations 
need to provide whatever changes are necessary to the 
organizational structure, such as relevant training and 
rewards for employees who engage in CRM-related ac-
tivities. However, in contrast to technological implemen-
tations, the return on investment in organizational chan-
ges is much harder to predict. Consequently, if companies 
are too reluctant to pervade the CRM strategy and initi-
ate necessary changes, CRM projects are likely to fail.

Limited Support

The de“ nition also conveys that CRM implementations 
rely on compliance at both the managerial and employ-
ee levels, since CRM success does not come from the sum 
of single activities, but rather from interactions between 
activities. This especially applies to interactions between 
support activities within the company�„�i.e., top man-
agement providing strategic support and employees• 
actually using CRM systems.

One role of management is to support CRM implementa-
tions by creating a corporate environment that embrac-
es CRM as a vital element of business strategy and en-
gaging in activities that demonstrate their commitment 
to CRM implementation. Therefore, top management 
needs to effectively communicate that CRM is the com-
pany•s strategic orientation, and not merely a fad. 
Knowing that top management supports the CRM strat-
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Could Managers• Expectations be Wrong? 

Even companies that implement proper technological 
systems, initiate appropriate organizational changes, 
and have all employees onboard with the CRM strategy 
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FIGURE 1: 
Performance Drivers of CRM Systems

FIGURE 2: 
Impact of CRM Implementations and Support on Performance
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Obviously, there are many reasons why CRM implemen-
tations can fail to meet expectations. Depending on the 
company•s strategic goal to acquire, maintain, or retain 
customers, companies run the risk of selecting the 
wrong type or degree of implementation (technological 
and/or organizational), or providing insuf“
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WHAT CAN MANAGERS LEARN?

CRM Systems Cannot Merely be •Bought Off the ShelfŽ

Judging from the results, it is the combination of poorly 
implemented CRM projects and overly high expectations 
that may result in (perceived) failures of CRM systems. 
First, with regard to the quality of implementations, the 
study shows that CRM systems cannot merely be •bought 
off the shelfŽ. Hence, the mere implementation of CRM 
activities of organizational and/or technological nature 
and hoping for effects on the acquisition, maintenance, or 
retention of customer relationships is insuf“ cient and un-
realistic. Interactions between people and processes need 
to be considered as well since they represent the degree 
to which manace, or 
retention of customer relationships is insuf“
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