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ABSTRACT

This work has been initiated as a result of many questions raised as to the factors a 

company should consider when developing a CRM strategy. Diverse views have been in a 

fragmented manner about the core issues required for a successful implementation of CRM. The 

purpose of this research therefore is to unveil the factors that contribute to a successful 

implementation of a CRM strategy. To achieve this purpose, the following research questions 

were outlined: What are the (would be) benefits of CRM for financial institutions in Ghana? 

What are the challenges for implementing CRM in financial institutions in Ghana? and, What are 

the factors that facilitate successful implementation of CRM in financial institutions in Ghana?

In order to obtain the best results from the discussions, the main research methodology 

adopted was a case study involving two (2) financial institutions in Ghana. Findings from the 

study have revealed that financial institutions adopt both “hard” and “soft” CRM skills as a 

means of ensuring the success of their CRM projects. Findings have also shown that there are 

few challenges especially in the area of data integration which tends to slow down the progress 

being made by companies in their CRM operations. Again, findings have underscored the 

benefits derived from CRM initiatives even at the initial stages of its implementation. Finally, 

contrary to other theories that CRM requires heavy initial capital investment, findings have 

indicated that CRM depends very much on the commitment from top management, employees as 

well as customers.
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CHAPTER ONE

INTRODUCTION

This chapter introduces the reader to understand a brief background of Customer 

Relationship Management and the nature of Financial Institutions in Ghana. This is followed by 

the discussion of the problem, the purpose of the research, and specific research questions 

considered.

1.1 Background

Customer Relationship Management (CRM) consists of three (3) major components; 

customer, relationship, and management. The customer is the only source of the company’s 

present profit and future growth. The relationship between a company and its customers involves 

continuous bi-directional communication and interaction. Such a relationship on the part of 

management is not an activity only within a marketing department, but also involves continuous 

corporate change in culture and process (Paul Gray and Jongbok Byun-2001).

Figure 1.0 Components of CRM
Source: Paul Gray and Jongbok Byun (2001)

Richard Barrington (2008) maintained that CRM systems began as a way to track 

customer interactions with the view of producing personalized products and services. Bose and 

Sugumaran (2003) explained that CRM involves managing customer knowledge to better 

Customer

ManagementRelationship

CRM
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understand and serve them. They went further to state that CRM is an umbrella concept that 

places the customer at the centre of an organization. Customer Service is an important 

component of CRM; however CRM is also concerned with coordinating customer relations 

across all business functions, points of interaction and audiences.

PeopleSoft (2002), states that the goal of CRM is to identify ways that would enable 

companies to maximize the profitability of every customer relationship. Monitoring each, 

customer behavior is important against the backdrop that customers today vary in their needs, 

preferences, buying behavior and price sensitivity. Greenberg (2001) states that in order to 

understand CRM, you must also understand the changing nature of the customer because 

customers are not what they use to be.

Judith Sandall (2007) reports of a survey conducted by CRM Guru in 2006, 50% of the 

respondents indicated that they base their satisfaction with a company on the sum of their 

interactions with the company’s brands, products, services and people. This goes to indicate the 

complexities in customer needs. To this end, Fayerman (2002) thought of CRM as a customer 

focused business strategy that aims to increase customer satisfaction and customer loyalty by 

offering a more responsive and customized service to each customer, in view of the fact that each 

customer is unique. Wilson et. al., (2002) expressed further that such a strategy will give the 

individual customer a sense of being cared for, by so doing new marketing opportunities based 

on the preferences, previous behavior and history of the customer are created. Sandall (2007) is 

of the view that effective customer support keeps customers happy and improves a company’s 

ability to keep them as customers. Customer retention over their lifetime will contribute to 

enhance the firm’s profitability (Vlčková and Bednaříková, 2007).

As demands for financial services has increased, and as the number of players in the 

financial services sector has expanded, the product and service offering have become more 

diverse. The increasing competitiveness in the financial service institution is forcing 

organizations to place greater emphasis on building and establishing valuable customer 

relationship (Oracle Corporation, 2005). Canel, Rosen, and Anderson (2000) considering the 

situation from a wider perspective maintained that with the expanding global competition, the 

emergence of new technologies and the improved communications have increased customers 

expectation for fuller satisfaction on their investment. Against this background is the challenge 
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within financial institutions to direct their focus to customer satisfaction and quality of products

and services. The emphasis now is not on the number of new customers that are attracted to a 

product but on how existing customers are satisfied to ensure their retention. Dyché (2002) 

explained that CRM is taken seriously because the cost of acquiring a new customer is six (6) 

times more than keeping an old one. Judith Sandall (2007) reports on a statement by Havard 

Business Review that some companies can boost profit by almost 100% by retaining 5% more of 

the customers. She went further to say that simply managing your customers adds value to a 

business, but evaluating a customer’s experiences and tailoring your business processes to 

accommodate what you have learned from them adds value to your customer relationship. This 

seems to be a subtle proposition but a critical distinction that must exist between companies with 

CRM strategies and those without. 

Thompson (2004) argues that CRM is emerging as a critical strategy simply because 

relationships are coming to the forefront of the competitive battleground. CRM therefore is a tool 

that supports an organizations strategy and business planning and enables it to measure progress 

on an ongoing basis. According to Sandall (2007), the basis of successful CRM is to manage 

people and processes more effectively through user-friendly technology to:

a. Streamline and automate the sales process

b. Streamline and automate the marketing process.

c. Improve the responsiveness of the customer service centre.

d. Analyze and predict customer behavior to improve sales and target market efforts.

e. Productively manage relationship with partners and suppliers.

The financial needs of customers change throughout their lifetime, providing incentives 

for financial institutions to cultivate lifelong customer relationships. A customer’s loyalty 

increases as the length and quality of the relationship increases. CRM remains the goal of 

creating and sustaining competitive advantage (Thompson, 2004). Many success stories are told 

about CRM implementation. Such success results have brought many organizations to the 

conclusion that CRM is a compelling option to doing business in this era. Richard Barrington 

(2008) cites some of these stories as follows:

a. Using a system from Oracle Siebel, CRM solutions was able to better target their 

highest value opportunities, resulting in a 100% increase in revenue.
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b. A customer relationship management article in the Harvard Business Review cited 

sales force results such as a 200% improvement in productivity for lower-quartile 

representatives, while average representative productivity improved 30% over a two-

year period thanks to CRM.

c. Beyond sales results, implementation of a thorough sales automation process can add 

to the overall valuation of a company. A 2007 Business Week article cited CRM as 

one of seven (7) factors which can boost the value of a business.

Considering the benefits and importance of CRM application strategies as we have 

presented, it becomes a major business strategy for financial institutions to grow their businesses 

through customer retention. 

1.2 Problem Discussion
The market forces facing financial service providers in the retail sector in no doubt 

require “new” core competencies for differentiation. Financial service providers must be sure to 

differentiate their managerial capabilities: service (customer interface), intellectual capital and 

infrastructure management. The combination of these factors and the timing of technology 

innovation places substantial pressure on the structure of the financial services industry. Some 

industry experts postulate that the global financial services infrastructure is destabilizing, due to 

the reduced barriers of entry brought on by new technologies, deregulation and globalization. 

The once familiar and distinct territories known as the banking industry, insurance industry, and 

securities industry are quickly disappearing. Deregulation, technology, and global competition 

are blurring the lines that traditionally defined the financial services markets—geography, 

product offerings, and distribution channels. The traditional means of doing business are also 

changing. Instead of going to the bank or an insurance company, people will more likely visit the 

automated teller machine (ATM), a kiosk, or website, where they can also check their stock 

portfolio or compare insurance rates online. Customers, faced with an increasing array of 

financial products and services, are expecting more from providers in terms of customized 

offerings, value, ease of access, and personalized service. For example, it is now more difficult 

for companies to differentiate their products solely on price. Forward-looking financial industry 

executives wanting to keep pace with the rapid changes are seeking to better understand, respond 

to, and anticipate the challenges of the new marketplace (PeopleSoft, 2002). Wilson, Daniel and 
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McDonald (2002) identified and summarized financial institution’s core objectives in doing 

business as:

 Providing the right offer for each customer.

 Providing the right offer at the right time for each customer.

 Providing the right offer through the right channel for each customer.

 Improving the process to communicate with the right customers.

Financial institutions are discovering the compelling nature of the CRM business 

strategy. Protecting valued customers is synonymous with protecting future earnings as an 

alternative to being acquired or gaining massive scale. Thompson (2004) intimated that CRM is 

a business strategy adopted to acquire, grow and retain profitable customer relationship with the 

goal of creating a sustainable competitive advantage. It is noted first and foremost that CRM is a 

business strategy. CRM is one of many potential business strategies that underscore the need for 

any financial institution to identify and leverage its primary competitive advantage. Treacy and 

Wiersema, in their work “The Discipline of Market Leaders” (1994), pointed out that leading 

businesses have one of three primary competitive advantages which are identified and leveraged. 

These are operational excellence, product leadership and customer intimacy.

It should be noted that all financial institutions need a minimum capacity for all three (3)

abilities. However, there should be one of these three (3) that should be the discipline in a 

successful business. Sam Kilmer (2002) reports on Tower Group’s Kathlean Khirallah to have 

stated that “To develop a CRM strategy that will have to consider a profit, a financial institution 

will have to consider a variety of applications”. He was however quick to add that sorting out of 

these applications is a challenge to many managers.

As the financial services industry moves from a transaction-centric to a relationship-

centric business approach, effectively leveraging customer relationships becomes all the more 

critical (PeopleSoft, 2000). Customer management issues are exacerbated when there are many 

disconnected systems and no central location to capture all of the accumulated customer data 

(PeopleSoft, 2002). The ability to view all customer interactions and information is essential to 

providing the high quality of services that today’s customers demand. However, many financial 

institutions also find their customer data fragmented by virtue of channel segmentation (e.g. 
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broker or direct), by product (e.g. superannuation or short-term insurance), or by company 

organizational structure. The collection and integration of data into a single logical repository 

that sales people, contact center agents, and marketing and support personnel can all use is 

crucial to a company’s success. This can be achieved only if the front-end system that interacts 

with the customer —call centers, internet, and branch—also interacts with the back end—the 

billing statements, and other account information.  In addressing such issues technology thus 

becomes indispensable. 

According to Trepper (2000), CRM requires a large amount of initial investment in 

hardware and software but without any immediate cost saving or revenue improvement. Sam 

Klimer (2002) reports of Gartner Group as stating that companies implementing CRM business 

strategy, to date, have spent three to five times more on implementing the technology than they 

have on acquiring the technology itself. Among many financial institutions in Ghana, CRM 

application technology implementations have arrived as part of an early sales force automation

movement that has expanded its presence into a more operational, customer service focus. In 

many cases, the technology has arrived with an inherent sales tracking and incentive-planning 

objective. Sandall (2007) maintained that while sales tracking and performance incentives are 

consistent with a CRM business strategy, they bring many organizational and cultural issues to 

the forefront in the process of implementation. Also, customizing a CRM-related application, 

particularly the Relational CRM application, is an iterative process. When an application 

technology has been designed to cross industries, fit various data models, and all screens need to 

be customized, the implementation and its resources can drag on for months and years (Sam 

Kilmer, 2002).

In their presentation “12Manage” (2008) underscores ten (10) main elements away from 

technology as needed to create a customer oriented organization. These, the group noted are:

1. Strong customer oriented leadership

2. The mission to be a relation oriented –organization aimed at long-term interaction.

3. The corporate purpose is aimed at the customer

4. The main strategy is to win by customer intimacy

5. Company values are employee values focus on caring for customers
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6. Behavioural standards reflect customer empathy and the wish to building long-term 

relationship and commitment.

7. A relation-oriented organizational culture

8. An organization that is putting customer contacts in the centre.

9. People empathic communication skills caring for customers

10. Systems that help to connect and manage hard values with soft values, such as the 

value chain and the Balances Scorecard.

Among others, Sam Kilmer (2002) identified the three (3) key factors that determine the 

expense and success of an implementation of the CRM business strategy as Employee/cultural 

issues, Customization issues, and System integration issues.

In summary, the researchers have in the first place outlined the benefits of CRM 

strategies. Again, acknowledgement is made that the nature of the current financial market leaves 

CRM as a compelling option for financial institutions. Such a move, the researchers identified, 

begin with leveraging customers’ data into a single portfolio and managed through technology. 

Technology however, requires initial heavy investment which may not allow many institutions to 

think of adopting a CRM strategy. Financial institutions which constitute an aspect of intangible 

producers of goods and services have not been subjected to an in-depth study to identify factors 

outside technology that can ensure successful implementation of a CRM strategy. According to 

Galbreath and Rogers (1999) CRM is relatively a new management concept, a new approach to 

managing customers, currently sweeping through businesses worldwide and it is especially 

finding audiences in the professional service sector. The research problem can be stated as 

follows; “What are the factors required for a successful CRM implementation among 

financial institutions in Ghana?”

1.3 Purpose of the study
The purpose of the study is to understand the CRM application strategies and their 

successful implementation among financial institutions to bring about maximum customer 

satisfaction. By so doing, we hope to make CRM applications attractive to financial institutions

in Ghana regardless of company’s size and capital base.
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1.4 Research questions
With reference to the above stated research problem, “What are the factors required for a 

successful CRM implementation among financial institutions in Ghana?” the following research 

questions have been posed to guide the study to achieve the purpose. 

i. What are the (would be) benefits of CRM for financial institutions in Ghana?

ii. What are the challenges for implementing CRM in financial institutions in Ghana?

iii. What are the factors that facilitate successful implementation of CRM in financial 

institutions in Ghana?
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CHAPTER TWO

LITERATURE REVIEW

This chapter focuses on providing the reader with relevant literature in the scope of study. 

It aims to identify the factors required for a successful implementation of CRM (i.e. Customer 

Relationship Management), its benefits and challenges in financial institutions.

2.1 Customer Relationship Management

Financial institutions are undergoing significant change, and today’s playing field is both 

complex and competitive. Not only are there fewer new customers to pursue and more entities 

pursuing them, but the industry is also impacted by regulations that vary worldwide and are all in 

a state of transition. Competition has increased with banks and brokers adding insurance 

products to their product mix, and insurers are now offering broader financial service products. 

The internet has added and increased pressure to margins by enabling customers to do their own 

comparison shopping. “Capturing and sustaining market advantage in this fiercely competitive 

industry hinges on the ability to understand and leverage the industry’s most valuable asset – the 

customers” (Peppers & Rogers, 2002). This customer-centric approach which vies for customer 

loyalty and satisfaction can only be successful when supported by an enterprise-wide customer 

relationship management (CRM) strategy (Bee, 2008). 

CRM is a multi-dimensional construct consisting of four (4) broad behavioral 

components which include, Key Customer Focus, CRM Organization, Knowledge Management, 

and Technology-based CRM. This is in accord with the notion that successful CRM is predicated 

on addressing four key areas: strategy; people; technology; and processes (Fox and Stead, 2001), 

and that only when all these four work in concert can a superior customer-relating capability 

emerge (Day, 2003).

Kwame Dzato (2007) commented that CRM strategy of any financial services 

organization should focus on integrating people, processes and technology to maximize the value 

exchange. Bygstad (2002) cited Ciborra and Failla (2000) who describe CRM as an information 

infrastructure, consisting of processes, people and technology.

Bee (2008), simply maintained that financial institutions who want to adopt CRM 

systems need to address three critical factors – people, processes and technology.
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Figure 2.0 Elements of CRM

Source: By Author

2.2 Technology as an element in a CRM Strategy

CRM technology applications link front office (e.g. sales, marketing and customer 

service) and back office (e.g. financial, operations, logistics and human resources) functions with 

the company’s customer “touch points” (Fickel, 1999). A company’s touch points can include 

the Internet, e-mail, sales, direct mail, telemarketing operations, call centers, advertising, fax, 

pagers, stores, and kiosks. Often, these touch points are controlled by separate information 

systems. CRM integrates touch points around a common view of the customer (Eckerson and 

Watson, 2000). In some organizations, CRM is simply a technology solution that extends 

separate databases and sales force automation tools to bridge sales and marketing functions in 

order to improve targeting efforts. 

Information technology (IT) has long been recognized as an enabler to radically redesign 

business processes in order to achieve dramatic improvements in organizational performance 

(Davenport and Short, 1990; Porter, 1987).  Bacun (2000) is of the view that CRM Software 

solution is only a TOOL for procedures already in place. IT assists with the re-design of a 

business process by facilitating changes to work practices and establishing innovative methods to 

link a company with customers, suppliers and internal stakeholders (Hammer and Champy, 

1993). CRM applications take full advantage of technology innovations with their ability to 

collect and analyze data on customer patterns, interpret customer behavior, develop predictive 

models, respond with timely and effective customized communications, and deliver product and 

service value to individual customers. Using technology to “optimize interactions” with 

customers, companies can create a 360° view of customers to learn from past interactions to 

optimize future ones (Eckerson and Watson, 2000). CRM solutions deliver repositories of 

Techology Process People CRM
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customer data at a fraction of the cost of older network technologies. CRM systems accumulate, 

store, maintain, and distribute customer knowledge throughout the organization. The effective 

management of information has a crucial role to play in CRM. Information is critical for product 

tailoring, service innovation, consolidated views of customers, and calculating customer lifetime 

value (Peppard, 2000). Among others, data warehouses, enterprise resource planning (ERP) 

systems, and the Internet are central infrastructures to CRM applications.

Data Warehouse Technology
According to Chen and Popovich (2003) a data warehouse consist of an information 

technology management tool that gives business decision makers instant access to information 

by collecting “islands of customer data” throughout the organization by combining all database 

and operational systems such as human resources, sales and transaction processing systems, 

financials, inventory, purchasing, and marketing systems. Specifically, data warehouses extract, 

clean, transform, and manage large volumes of data from multiple, heterogeneous systems, 

creating a historical record of all customer interactions (Eckerson and Watson, 2000). 

Enterprise Resource Planning (ERP) Systems
Enterprise resource planning (ERP), when successfully implemented, links all areas of a 

company including order management, manufacturing, human resources, financial systems and 

distribution with external suppliers and customers into a tightly integrated system with shared 

data and visibility (Chen, 2001). 

Chen and Popovich (2003), in Table 2.0 illustrated significant differences between ERP 

technology and CRM applications.
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ERP CRM

ERP serves as a strong foundation with 

tightly integrated back office functions

CRM strives to link front and back office 

applications to maintain relationships and 

build customer loyalty.

ERP systems promise to integrate all 

functional areas of the business with 

suppliers and customers

CRM promises to improve front office 

applications and customer touch points to 

optimize customer satisfaction and 

profitability

ERP systems address fragmented 

information systems

While CRM addresses fragmented 

customer data.

Table 2.0 Differences between ERP Technology and CRM Applications
Source: Chen and Popovich (2003)

Smith (2007) also indicated that that ERP systems store customers' financial relationship 

with the company whiles CRM solutions store their buying patterns and marketing 

demographics. Amper, Politziner & Mattia (2008) have illustrated that Enterprise Resource 

Planning (ERP) includes functionality for accounting, manufacturing, distribution, Customer 

service; whiles Customer Relationship Management (CRM) Collects and organizes customer 

data from various sources including call centre, e-mail point of sales, sales personnel. 

Although ERP is not required for CRM, providing customers, suppliers, and employees 

with Web-based access to systems through CRM will only be beneficial if the underlying 

infrastructure, such as data warehouses and/or ERP, exists (Solomon, 2000). 

Impact of the Internet
The explosive growth of the Internet has also brought new meaning to building customer 

relationships. Greater customer access to the organization, such as online ordering and around 

the clock operations, has set the stage for a shifting paradigm in customer service. A recent 

report describes how successful Web sites are in building lasting relationships with “e-

customers” by offering services in traditionally impossible ways (Peppers and Rogers, 2000). 

Customers expect organizations to anticipate their needs and provide consistent service at levels 

above their expectations.
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2.2.1 Factors to consider in selecting the right CRM Technology 

Ross and Weill (2002) raised concerns as to the extent to which technology should be 

emphasized in developing a CRM strategy. In order to develop the right technological base to 

support a CRM strategy organizations are to ask:

 How much should be spent on information technology?

 Which business processes should receive attention?

 Which information technology capabilities need to be organization-wide?

 How good does our information technology service really need to be?

 What security and privacy risks will we accept?

 Whom do we blame when information technology goes wrong? (ibid)

Barrington (2008) also suggested five key issues that should guide organization into 

purchasing a particular CRM system:

1. Is the sales force located centrally, or spread among multiple locations? 

Organizations with multiple sales locations may find a hosted solution as an 

advantage.

2. What is the size of the customer base? Scalability is an issue with any technology, 

and organizations with huge client bases should consider systems that can handle that 

kind of volume.

3. What is the organization’s growth rate? Fast-growing organizations may want to 

emphasize modularity, which can help them re-word the system as their needs 

develop.

4. Do multiple parties touch on the sales process? If so, multi-point access to real-time 

information is a plus.

5. Is the organization selling big-ticket or small-ticket items? With a company that does 

a high volume of small-ticket sales, the emphasis should be on expediency rather 

than slowing the process down with a high degree of detail.

According to Bo Lykkegaard, any formal evaluation of a CRM strategy should evolve 

around key questions related to CRM software: 
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• Support of Core Processes. What is the ability of the vendor to support the core 

processes in the industry or company? Is the solution able to handle special issues 

related to how I sell, market and service, etc. 

• Total Cost of Ownership. What is the estimated total cost of ownership of the CRM 

solution over the expected useful life of the solution? 

• Ease of Use. How do key user groups, such as sales, marketing, and service or 

support staff respond to the solution? What factors determine or account for the easy 

use of the solution.

• Ease of Knowledge Transfer. How complex is it for my internal staff to assume 

ownership of the solution? 

• Ease of Integration. Does the CRM software support automated workflows and 

processes involving non-CRM applications, such as applications related to order 

management, billing, accounts receivable, inventory, and service management? 

• Support of Business Intelligence. What does the solution offer in terms of pre-

packaged analytics and reporting? Can the relevant managers get the information 

they need in time and good quality? How easy is it for local managers to develop 

needed reports and alerts? 

• Availability of External Resources. What is the availability of support staff, 

consultants, resellers, and references in my local region or country? What global 

resources, such as user groups, web-based forums, and phone-based support are 

available should I become a customer? 

• Level of Security. How secure is the confidential customer information both from 

external threats and internal threats, such as disgruntled employees.

Barrington (2008), commented that in addition to examining business attributes, a 

company should consider how a CRM system coincides with short-term and long-term goals. 

Such an approach can be guided by key questions as to whether it is essential to minimize 

upfront cost. If so, hosted solutions with modularity may be appropriate. Also, should different 

parties be able to interact in real time? Complex sales can be a highly collaborative process, 

making this type of capability useful. Again, is security an emphasis? No evidence indicates that 

hosted systems are penetrable, but if security is a top priority, keeping the system in-house may 
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provide the highest degree of assurance. Another guided question is whether the company wants 

to foster a consistent process across its sales force? 

2.3 Business Process Re-engineering as a CRM Strategy 

Despite the technological perspectives discussed in the previous section, the 

philosophical bases of CRM are relationship marketing, customer profitability, lifetime value, 

retention and satisfaction created through business process management. In fact, Anton (1996) 

characterizes CRM as an integrated approach to managing customer relationships with re-

engineering of customer value through better service recovery and competitive positioning of the 

offer. Couldwell (1998) further depicts CRM as a combination of business process re-

engineering (BPR) and technology that seeks to understand a company’s customer from the 

perspective of who they are, what they do, and what they are like. Limayem (2007) intimated 

that BPR for CRM involves rethinking and redesigning business processes to create value to 

customers through using IT as the primary enabler with the aim of achieving quantum 

improvements.

Davenport (1998) explained BPR to mean a structured, measured set of activities 

designed to produce a specified output for a particular customer or market. It implies a strong 

emphasis on how work is done within an organization focusing on the potential BPR Impact on 

dramatic productivity improvements, dramatic product and service quality improvements, cost 

reduction or efficiency gains, improvement in organization quality and an increase of market 

coverage.

According to Bibiano, Mayol and Pastor (2005), business process is a set of linked 

activities that create value by transforming an input into a more valuable output. Both input and 

output can be artifacts and/or information and the transformation can be performed by human 

actors, machines, or both (Bibiano, Mayol and Pastor, 2005). They further identified three (3) 

types of business processes which they maintained should be supported by Business Process 

Management Systems (BPM Systems). These three are:

1. Management processes – the processes that govern the operation. Typical 

management processes include "Corporate Governance" and "Strategic 

Management".
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2. Operational processes – these processes create the primary value stream, they are 

part of the core business. Typical operational processes are Purchasing, 

Manufacturing, Marketing, and Sales.

3. Supporting processes – these support the core processes. Examples include 

Accounting, Recruitment and IT-support. A business process can be decomposed 

into several sub processes, which have their own attributes, but also contribute to 

achieving the goal of the super-process. The analysis of business processes typically 

includes the mapping of processes and sub-processes down to activity level.

2.3.1 Operational CRM

Operational CRM is centered in supporting business processes which includes customer 

contact (sales, marketing and service). The resulting data is sent to the users since it is required 

to carry out the activities related to the commercial area. According to Gartner Group (2004) 

operational CRM supports the following processing tools:

• Sales Force Automation (SFA): automates some processes related to sales and sales 

management, this tool is designed to improve commercial productivity.

• Customer Support and Service: automates service request, complaints, order returns and 

information requests using elements such as telephones, faxes, e-mail and internet.

• Enterprise Marketing Automation: provides information about the environment of the 

company, including its competitors, current market trends and variables. Its goal is to 

improve marketing campaign’s efficiency.

The operational processes remain the core of the business, producing the actions that give 

the company their main goals.

2.3.2 Analytical CRM

Analytical CRM is committed with the collection and analysis of data related to customer 

and marketing, providing value information for decision taking support and strategic directions 

in the sales area. Since the management processes include operations such as the ones cited 

before, the relation between these elements is pointed out.
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2.3.3 Collaborative CRM

The supporting processes act together with the management processes, giving them 

sustainable actions in order to carry out the main business processes of the company. Similarly, 

Collaborative CRM supports the relations between users across the organizational structure and 

aid in the actions of operational CRM.

Figure 2.1 Three Types of CRM

Source: META Group (2000)

2.3.4 Factors to consider in Business Process Reengineering (BPR)

A good CRM development solution also requires a continuous effort that seeks 

redesigning core business processes starting from the customer’s perspective and involving 

customer feedback. In a customer-centric approach, the goal becomes developing products and 

services to fit customer needs. Seybold et. al. (2001) identified five (5) steps in designing a 

customer-centric organization processes. First is to make it easy for customers to do business by 

eliminating redundant procedures. Secondly is to design every stage in the process focusing on 

the end customer. Again the company is to redesign front office and examine information flows 

between the front and back office. The forth point to consider when designing  customer-centric 

organization processes, to foster customer loyalty by becoming proactive with customers and 

lastly is to build in measurable checks and balances to continuously improve the process which 

has been initiated to identify any malfunctioning. 
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Pogol (2007) maintained that the real key to finding the right CRM solution for any 

organization comes from analyzing its existing pre-CRM processes and workflow by taking time 

to gather sales, marketing, service, and executive teams for a lengthy business analysis. Again, 

the right solution can be arrived at through identifying all of the existing processes that affect 

new customer acquisition, existing customer nurture processes, customer service processes, and 

executive analytical processes. It can also be achieved by mapping out existing processes to 

allow the organization to identify the key components that the CRM solution will need to have in 

order to fit into the existing business model. Only then will it be feasible to go out and navigate 

the CRM landscape to narrow down options. Resisting the temptation to deploy a solution with 

functionality above and beyond needs is also a way of obtaining the right process. A large 

majority of businesses that have deployed CRM solutions are only using roughly 30% of the 

capabilities of the system they own, yet those added features were part of the overall solution 

price and implementation. 

Kim (2004) identified and grouped five (5) factors that are emphasized in a BPR models:

 Organizational commitment refers to the company’s supporting activities and factors 

for target system development.

 Project management includes the project team and managing activities.

 Strategy and process factors express the target information system’s strategic 

direction and business and functional processes

 Technology implies system design and realization activities.

 Consequences refer to the results of system development some common factors that 

determine an information system project’s consequences. He also suggests common 

relationships among the factors. 

Limayem (2007) mentioned that the main characteristics of a well planned BPR should 

respond to a business objective which among other things is oriented towards the customer and 

should have the ability of creating value. He expressed further that such a process should 

constitute a sequence of activities that are repetitive and crosses organizational or departmental 

boundaries.

Ellesmere (2006) stated that the objective of BPR is to transform business performance 

through people, process and infrastructure. He went further to explain that a good BPR model 
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should seek to clarify business goals and indicate the baseline of current business processes. 

From this point, the current processes should be redesigned for operation and implementation.

2.4 People in CRM Strategy

Implementation of enterprise technology, such as CRM and ERP, requires changes to 

organizational culture (Al-Mashari and Zairi, 2000). While technology and business processes 

are both critical to successful CRM initiatives, it is the individual employees who are the 

building blocks of customer relationships. The most important change is never technical. The 

changes in what goes on inside of people, the ones who use all that technology—their 

perceptions, feelings, and ability to adapt and accept external changes that are occurring—is of 

great importance (Brendler, 2002). Customer Relationship Management is about “relations” 

between people. “Yes, business is done by people, not companies” (CRM Guru, 2008). Llamas 

and Sulé in their research paper “How to Measure the Impact of a CRM Strategy on the Firm 

Performance” noted that implementing a CRM strategy means to go beyond technology 

investments. The success of this strategy requires changes in corporate culture, training and 

involvement of the employees, and tracking and control of the performance.

According to Parasnis (2003), the key issues for any organization to developing CRM 

strategy is human behavior of both employees and customers. There are several underlying 

dimensions surrounding management and employees that successful CRM implementations

require. Vlčková and Bednaříková (2007) expressed that employee’s approach to managing the 

relations with customers is the key factor for the success of Customer Relationship Management. 

Top management’s commitment however, is an essential element for bringing an innovation 

online and ensuring delivery of promised benefits. Commitment from Top management is much 

more than a CEO giving his accent to the CRM project. In a statement by the META Group 

Report (1998), singling out top management support and involvement as a key success factor for 

CRM implementations without a customer oriented cultural mindset is like throwing money into 

a black hole. Chen and Popovich (2003) stated that re-engineering a customer-centric business 

model requires cultural change and the participation of all employees within the organization. 

This change may result in the change of roles of many employees. Business processes and 

organization structure adjusts the staff's behavior. However, they cannot adjust all rules. If the 

employee has to succeed in changing these rules, then the company’s top management must 
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2.4.1 Factors to consider in addressing issues related to People in CRM 

Brendler (2002) noted that in any environment, people are resistant to change, he stated 

seven (7) guidelines which companies can follow to overcome resistance and help people 

embrace CRM as a business strategy. The first that companies should do is to go through the 

impact of the change on the people, individually and collectively; Building a case for change by 

focusing attention on reasons for change, including consequences of not changing and benefits of 

changing. Again companies who want to adopt CRM strategies should do well to hold regular 

communication meetings with stake holders as any change will affect them. Also, such firms 

should try and manage the stages of confusion by providing lots of information and clarity about 

what is happening and when and how it will impact people. Listening and encouraging people to 

talk about what is happening is another area that company can identify emerging problems and 

help in solving them. Employees and customers should be encourage to lead the change as this 

will make them feel part of the strategy. This notwithstanding, Brendler (2002), suggested the 

introduction of supporting managers who would become champions of the change. Last but not 

the least, as a matter of principle, companies should understand that there are no quick fixes for 

this cultural and psychological challenge.

The productive areas for which employees are to be prepared before the introduction of 

CRM strategy is connected with the following six (6) areas: Innovation and creativity, 

productivity and efficiency; customer handling and service; colleague handling and cross-

functional processes and sharing of knowledge; ambassador role; and seniority.

CRM Today (2006) reported that employees should be given an exact picture of what is 

expected from them before the initiation of a CRM process. Employees should possess answers 

to questions: How each department /employee is affected by the CRM strategy?; What are the 

new skills they are required to learn?; How will their success be measured?; What are the 

organizational aspects that will not change with regard to the new system?; What can be the 

changes to look for?; What they stand to gain with the CRM strategy being introduced? And 

what are they required to do to support the CRM strategy?

2.5 CRM Benefits

In the competitive financial services industry, profitability and growth is largely 

dependent on client loyalty—thus making the client one of their most valuable assets (Oracle 
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Corporation, 2005). In order to distinguish themselves from the competition, build client loyalty, 

and gain a competitive edge, companies are looking to client relationship management solutions. 

Guy Riddle (2005) stated that there are three (3) key reasons why companies are adopting CRM: 

 CRM enables businesses to adopt a customer-focused approach and build stronger 

customer relationships 

 CRM streamlines business processes - reducing operational costs and increasing an 

organization’s responsiveness to market developments 

 CRM optimizes marketing, sales and customer service processes, allowing 

businesses to identify new market opportunities, shorten sales cycles and increase 

customer retention. 

Crosby (2002), also stressed that by using customer information wisely, organizations can 

deliver their needs and thereby create a profitable long- term collaborative relationships with the 

customer. He made the point that long-term customers are less costly to serve and smooth-

running relationships are less resource intensive. CRM solutions can foster more profitable and 

long-term customer relationships by addressing issues such as Unified customer view, 

Integrated, multichannel customer sales and service, targeted marketing for expansion and 

loyalty campaigns, and efficient management of distribution channels. Crosby noted these as the 

four (4) key customer-centric areas.

Figure 2.3 Basic assumptions on the effect of CRM systems 

Source:  Bygstad (2002)
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Kim et al. (2008) maintained that by adopting a CRM strategy financial institutions among 

other things can manage client data, including preferences, transactions, and communication 

history, in a manner that enables executives and management to have a 360° view of the client. It 

can also result in an increase in data accuracy with a common repository of client information 

that ensures all departments within the organization are working with the same data. It will again 

improve customer satisfaction, loyalty, retention, and profitability using efficient tools that lower 

service costs. The group noted that adopting CRM will enable a company to comply with the 

privacy and security requirements of the current regulatory environment. It will again eliminate 

inefficiencies with a solution that customizes and integrates the company's roles and workflow. 

The true value of a CRM strategy lies in its ability to transform strategy, operational processes 

and business functions (Aris Pantazopoulos, Founder, CRM Today). The effect, he noted, is that 

companies benefit from high retention of customers and increased customer loyalty and 

profitability.

Gray and Byun (2001) maintained that the underlying benefit of a CRM strategy lies in 

coordinating service functions like sales and marketing with the aim of improving a company’s 

ability to retain and acquire customers. Again, they maintained that a company can maximize the 

lifetime value of each customer while at the same time improve service without increasing cost 

of service. An article posted by DestinationCRM.com in 2004 stated that CRM when effectively 

combine activities that previously required independent systems.  This allows for business 

processes to be modified without disrupting the supporting IT systems. In effect it brings about a 

decline in cost whiles at the same time increasing profitability as a result of greater efficiencies, 

visibility and control. 

LaValle and Scheld (2004) stated that a durable, profitable CRM value proposition leads 

to greater ability to serve customers more intelligently and more profitably. In the process 

organizational barriers are eliminated and working relationships are enriched. Productivity is 

thereby improved whiles cost is reduced. Zablah, Bellenger, and Johnston (2004), mentioned that 

managing customer knowledge through CRM initiatives brings to bear an increased customer 

penetration and wallet share of existing customers, improved marketing effectiveness and 

campaign hit rates. It also brings about an increase in customer satisfaction and retention. 

Another benefit the group noted is a reduction in sales and service operating costs. Again, a 
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firm’s ability to manage customer knowledge through CRM improves its understanding of the 

customer and product profitability (Zablah et. al., 2004).

In a similar way, Swift (2001), emphasized that organizations, can obtain greater benefits 

from their CRM initiatives within the following areas:

 Higher customer retention and Loyalty; Customer retention will increase when 

customers stay longer, buy more and buy more frequently. The customer takes more 

initiatives that increases bounding relationship, and as a result increases customer 

loyalty.

 Increase customer profitability; Customer profitability will increase when the 

customer wallet share increases. Up selling, follow-up sales and also referrals come 

with higher customer satisfaction among existing customers.

 Evaluating of customers profitability; An organization obtains information on 

customers who are profitable, which ones will be profitable in the future and those 

who will never become profitable. Such information will enable a company to focus 

on the profitable ones. 

 Reduced cost on sales; Existing customers are more responsive and thereby reducing 

an organizations cost.

 Lower cost on recruiting customer; Such is made possible through savings realized 

on marketing, mailing, contact, follow-up, fulfilling, service and many more.

The main reasons and benefits for adopting CRM suggested by Curry and Kkolou (2004) 

are firstly to consolidating workflow while at the same time eliminating non- productive flow of 

information. Secondly is to become competitive enough to draw customers from competing 

organizations and thirdly is the impact on infrastructure which is simplified as a result of the 

internal organization’s focus turned towards customers.

A properly designed and deployed CRM system according to a CRM Guru report (2005) 

will help a business to leverage technology and people as resources to better manage sales, 

marketing and service processes. In doing so, a company will gain a consistent picture of its 

customers and their needs. This translates to value, and allows you to strengthen the relationship 

you have with each customer to retain them as an asset to your business. Some of the more 
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tangible benefits of a good CRM solution are to improve customer service thereby increasing 

customer loyalty and satisfaction and increase pipeline of new leads. Other benefits include 

streamlining marketing and sales processes which will result in a decrease of the lengthy sales 

cycles. At the end is a gain in efficiencies in call center and help desks (CRM Guru, 2005).

As a direct benefit of CRM implementations, agents and brokers can spend more time 

developing, managing, and closing sales opportunities, and advising customers, instead of 

shuffling papers or performing data entry. This is seen in Figure 2.5 below. Sharing information 

between the insurer and its intermediaries is at the heart of successful CRM strategies. CRM 

agent and broker management improves information sharing by providing transparency and 

immediacy to each interaction. It also eliminates bottle necks and reduces errors. This win-win 

relationship helps generate new insight into the customer and fosters a deeper understanding of 

the problems that both intermediaries and customers face, ultimately improving agent and broker 

satisfaction and loyalty. 

Figure 2.4 Evolution to More Efficient Channel Management

Source: Celent Communications (2001)
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Greenberg (2004), stated that adopting a CRM strategy can increase the true economic 

worth of a business by improving the total life time of customers, adding that successful CRM 

strategies encourage customers to buy more product, stay loyal for longer periods and 

communicate effectively with a company. The table below was presented by PeopleSoft (2003) 

detailing how CRM applications can improve existing business processes for the insurance 

industry.

Insurance 

Process 
CRM Application Benefits

Product 

Definition 

Product configuration tools based 

on a Graphical User Interface. 

 Reduces the cycle time to add new products or 

make changes that were traditionally made by 

the IT department. 

 Puts more control into the hands of the business 

users. 

Distribution 

Web-based agents (live internet 

chat), emailing policyholder 

information. 

 Enables faster communication with agents and 

brokers and reduces the cost to distribute and 

update information on paper and CD-ROM 

 Improves response times and customer 

satisfaction. 

Underwriting 

Web-based forms and electronic 

links to rating engines. 

 Enables online requests for quotes and data 

gathering, which improves efficiencies and 

customer satisfaction. 

 Reduces re-keying and typing errors, which 

helps to decrease risk. 

Issuance 
Electronic distribution of policy 

documents to agent and customer. 

 Reduces printing and mailing time and 

decreases costs. 

Servicing 
Contact center management 

systems. 

 Enables better servicing by contact center staff. 

 Enables self-service thereby reducing costs. 

Claims 

Web-based loss filing and claims 

status checks. 

 Gives the policyholder greater control over the 

insurance process. 

 Reduces call volume into the call center. 

Marketing

Campaign management and 

execution, predictive analytics, 

performance measurements.

 Enables targeted and personalized cross channel 

marketing. 

 Uses marketing budgets more effectively.

Sales

Lead and opportunity 

management, interactive selling, 

forecasting, territory management.

 Lowers sales cost and conversion times. 

 Optimizes selling strategy.

Table 2.1 CRM Applications and Benefits
Source: An Oracle White Paper (2003) PeopleSoft.
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2.6 Barriers to CRM 

Lombardo (2007), reports on survey results which indicate that in many instances, from 

60% to 80% of CRM projects fail. He explained further that what these studies mean when they

use the term “failure” involves reasons as late implementation of the project or an over budgeted 

project which makes senior executives hesitant to go in for. Again, failure would include reasons 

that the project delivered less functionality than originally planned or yet still a combination of 

all the factors mentioned above. 

He expressed that “failure” may be a combination of at least two of these situations. The 

reasons for these failures are varied. “From management, you hear them say that they still don’t 

have a sense of their business. Sales people say they don’t find the system useful and end up not 

using it. Senior executives complain about a lack of return on their investment”. 

At least 70% of all CRM projects do not achieve their goals, namely a higher customer 

loyalty or a bigger share of wallet (Nelson, 2002). He explained further that this is not based on 

poor CRM-software or CRM-servers, but rather on the fact that IT resources have not been 

skillfully associated with business goals and processes to improve relationships. 

Brain (2007) summaries six reasons why CRM initiatives fail:

 Counting vs. Creating Customers - The current crop of CRM systems are very useful 

for large companies with thousands of customers that want to "count" them in 

interesting ways. If you are like most small businesses, you probably only have tens 

or hundreds of customers — your main problem is finding new customers and 

efficiently growing existing customers, not counting customers in interesting ways. 

 Measuring the Wrong Thing - CRM measures the activities of prospects after they 

have "self-selected" in some way by calling the office or filling in your form 

somewhere. 

 Structured vs. Unstructured Data - CRM systems are essentially databases with 

customer oriented forms built on top. They are very good at capturing and organizing 

structured information, but are horrific at capturing and organizing unstructured 

information. 
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 Ease-of-Use - Most CRM vendors say their product is "easy-to-use." The reality is it

is easy to use if you have dedicated "operations" people or a dedicated CRM IT 

person to figure out how to do the hard/useful stuff. 

 "Feeding the Monster" - Like many knowledge management initiatives, CRM 

requires end-users to take actions that are not part of their natural work process in 

order to "update" the system. After all, CRM output is only as good as the input —

"garbage in, garbage out." 

 Transactional Systems vs. Solution/Relationship Systems - Today’s CRM is more 

useful for transactional (i.e. call center) types of companies than it is for small 

businesses who have client relationships that are more solution oriented in nature. 

Richard F. Gerson on CRM Today identified three (3) mistakes organizations make 

which impact negatively on their CRM strategy. Firstly, when a company has No CRM value 

proposition. This is because a value proposition tells a client what distinguishes the company 

from other competitors, and why they should do business with said company. The Second 

mistake is Failure to match their CRM technology to the way their associates’ work. Too many 

CRM implementations are technology led instead of being process or performance led. The third 

mistake; Treating all customers alike in the company’s CRM system actually has two parts. The 

first is that firms think they actually know who their customers really are. The second is that they 

treat every customer the same.

Myron (2003) identified the following six (6) barriers to CRM:

Lack of Guidance - According to Gartner Group (2004), more than 60% of companies 

that have implemented CRM did not have mutually agreed upon goals for their projects prior to 

the installation. Like a building without a bearing wall, a CRM initiative without goals will 

collapse.

Integration Woes - Today there is no “killer” application that solves all integration 

problems. Most large-scale implementations require some customization. This may lead to 

problems that put vendors and consultants’ at odds with customers.

No Long-Term Strategy - Believing that CRM is a technology solution is still a 

tremendous obstacle for far too many firms. The fact remains that CRM is a business process 

change, often supported by technology. 
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Dirty Data - An often-overlooked, yet insidious hurdle is dirty data, or inaccurate and old 

information. Data is the lifeblood of a CRM system, and incorrect numbers, spelling mistakes, 

and outdated contact information can infect that system if it is left unchecked.

Lack of Employee Buy-In - It is natural to resist change. Top salespeople may ask, for 

example; why should we be forced to change our working habits, when those very habits helped 

us become so successful?

No Accountability - Driven by fear of the unknown, resistance also spills into the 

managerial level in the form of avoidance, or lack of accountability. There is unwillingness in 

top management to assign accountability to project leaders.

CRM Guru (2006) reported on the following key barriers to implement customer equity 

asset management implementation programmes:

• Limited Scope - Many existing Customer Information System tools are very limited in 

scope, and do not support customer equity management.

• Complex Technology - Technology solutions sold by vendors have become very 

complex to use, expensive to maintain, and contain irrelevant information for data 

mining.

• No Pertinent Data - Most of the existing data warehouses lack information on recency, 

frequency, and monetary values. They also offer information that is insufficient for 

supporting predictive modeling and predictive scoring.

• Extended Time to Market - The addition of new capabilities to existing data warehouses 

is cost prohibitive and takes a long time to bring into production stage capabilities (or 

even to catch up with the fast-changing dynamic nature of the market place).

• Multi-Vendor Tools and Capabilities - Over the years, many major financial 

organizations have developed data warehouses by purchasing diverse sets of software 

tools and then building data warehouses in-house. For example, Data Quality and 

Cleansing tools, Extract Transform Load (ETL) tools, database management and storage 

tools, data mining, and campaign management solutions from various vendors.

• Overburdened Internal Information Technology Organization - Information technology 

organizations have had to employ individuals who have specialized vendor product skill 

sets to support multi-vendor tools. This can increase organizational expenses 

significantly.



• Lack of Integrated Capabilities 

(CIS) has shifted to servic

capabilities rather than becoming an infrastructure for efficient customer equity 

management or for enabling some sort of 

2.7 Developing a CRM Strategy

Shah (2003) maintains that planning and developing a CRM strategy is not the task of an 

individual but a team. The first step therefore to initiate any CRM process should be the 

institution of a team. The team, he continued 

experts.

In developing a CRM strategy, Hines (2002) expressed that organization should first 

tackle business issues before choosing a technology. Again, it is a must that they explain the real 

business needs to vendors/partners before investing.

should be “number one” (no.1). He went further to say that the whole project should be carried 

out in phases and its enterprising identity be kept.

2.8 Developing the Right Mix of CRM Components for Implementation

Limayem (2004) maintains that the success of any CRM strategy is dependent on how 

organizations allocate available resources to the three 

to propose a mix of 70% people, 20% processes and 10% technology.

Figure 2.5 Developing the Right Mix of People, Technology and Process

Source: Limayem (2004)
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The focus of many customer information systems 

hoc reporting and to provide simple querying 

capabilities rather than becoming an infrastructure for efficient customer equity 

Knowledge Discovery Database (KDD).

maintains that planning and developing a CRM strategy is not the task of an 

individual but a team. The first step therefore to initiate any CRM process should be the 

must consist of users as well as business area 

In developing a CRM strategy, Hines (2002) expressed that organization should first 

ackle business issues before choosing a technology. Again, it is a must that they explain the real 

customer’s priority 

should be “number one” (no.1). He went further to say that the whole project should be carried 

04) maintains that the success of any CRM strategy is dependent on how 

identified components. He went further 
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2.9 General Consideration in Developing a CRM Strategy 

Sandall (2006) suggested a number of steps organizations can take to focus their search 

for the most suitable solution to their CRM development. Sandall maintained that such a 

company should first analyze its business goals and objectives and look at how customer 

relationships are managed within that period. Such a company should also anticipate how the 

business will change and grow down the road. From various options, the company is to examine 

the short- and long-term fiscal implications of each solution. Companies who want to develop a 

CRM strategy should again compare the benefits and drawbacks of available solutions to 

business needs. Sandall again stated that any viable CRM solution should provide the following 

minimum functionality; it should support existing business processes and provide the capability 

to improve them. It should be easy to customize but not an extensive customization for the 

organizations specific business application; it should have intuitive user interfaces; it should 

integrate with existing systems of the company; it should provide robust reporting, analytical, 

and forecasting capabilities and above all it should be  both scalable and flexible. 

LaValle and Scheld (2004) stated five (5) guidelines that are key to doing CRM right. 

They mentioned that before a company adopts a CRM strategy, it should examine its CRM value 

for change, identify and prioritize its CRM value propositions and move on to design a new 

CRM operational blueprint. Once a blue print has been initiated, the company should construct a 

transformational multi-generational roadmap and implement such solutions. The group 

emphasized that the whole programme should be supported through sponsorship, governance, 

and change management. Band, Kinikin, Ragsdale, & Harrington (2005) offers five (5) steps that 

companies should consider in planning and implementing a CRM strategy. They suggested the 

process should take about six (6) to nine (9) months.

1. Understand the problem you're trying to solve - Many businesses fail to pinpoint 

simple customer service problems. Companies that are successful in understanding 

customer service problems have reaped rewards. 

2. Build a team that's empowered to take on the project - Organizations will need to 

resist the temptation to staff the team too heavily from the IT department. Select 

personnel with business skills as well.
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3. Win executive sponsorship - CRM applications are big-ticket items. The cost for 

implementation is often double after the purchase of the software. Resources should 

always available.

4. Show how CRM will support the company's vision

5. Measure, measure, measure – after implementation, companies are to check and 

assess if the CRM systems are meeting customer needs.

Shah (2002) suggested as a general rule that the time line for planning a CRM strategy 

should not be more than four (4) months (at the most six (6) months) for first phase. He 

identified some reference points for organizations to consider in the developing and 

implementing their CRM projects: companies should define their market/customer segmentation. 

Such an analysis should treat each segment separately if necessary. Again companies are to set 

both short-term and long-term goals along with the metrics to be used. They should identify key 

stakeholders internal as well as external and define the interaction (touch) points for the whole 

life cycle of the customer interaction. Companies should also make sure that each segment 

defines customer expectations for the quality service and the expectations of the internal user. 

Other areas of concern that should be clearly defined includes: decisions to be made, problems to 

be solved, questions to be answered and reports to be made; the trend and promotional analysis 

that are in place. Again, companies should define their data needs with timeliness, 

summarization, historical period, naming and formatting for the users. They should also be able 

to identify the sources of data, examine data quality and the cleansing required and make sure 

that privacy/security constraints are clearly spelt out.

An oracle white paper on CRM in 2003 reported that before any insurance company 

embarks on an enterprise wide CRM strategy, they should among other things have in mind how 

to make CRM an enterprise wide strategic initiative? How to take ownership of customer data? 

How to identify a primary customer? How to develop a definitive Return On Investment (ROI)

strategy? How to create a realistic budget and timeline and how to seek experienced resources? 

In an article 3 Key Elements of CRM published by Touchtone Corporation (2007) the 

writer, maintained that a true CRM strategy should generally encompass a broad scope of 

initiatives including: developing an individualized CRM strategy; implementing appropriate 
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technology; building sales management systems and developing sales skills; matching product 

and service offerings to the market; and optimizing branch performance. From every indication 

this list suggests that CRM permeates into every aspect of a financial institution.

Laurie McCabe (2005) outlined nine (9) key guidelines to follow before implementing 

any CRM strategy.

1. Develop corporate wide CRM engagement from key stakeholders. Many CRM 

projects fail because critical stakeholders are not involved in setting CRM strategy, 

assessing requirements and selecting options. Get key sponsors involved from the 

get-go and make sure that the individuals involved can make the financial and time 

commitments to ensure success. 

2. Envision the company's CRM strategy. CRM is more than just software. It is also 

about selecting appropriate methodologies and business practices to help your 

business enable better relationships with customers. 

3. Determine and prioritize CRM drivers and requirements. Even in small companies, 

CRM decisions are often stove piped in relation to departmental needs and business 

problems. 

4. Develop a CRM roadmap. Once you have the high-level vision and know which 

areas are likely to bring the greatest reward, develop a master plan consisting of 

several smaller steps and projects that will move you toward achieving the corporate 

CRM vision

5. Think integration. Determine how, where and when CRM tools need to integrate 

with one another and with other applications. 

6. Do your homework and create a short list. Check out prospective vendors' financials 

and customer references; eliminate any that appear shady. 

7. Apply the 80-20 rule in the selection process. Don't get snowed under by competing 

vendors' feature-function wars. 

8. Keep everyone in the loop. Once you've made a selection, offer flexible training 

options to help accommodate different schedules and learning preferences. 

9. Learn, adjust and evolve. Develop a mechanism to monitor use, get feedback and 

adapt 
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CRM Guru (2006) reported that financial and insurance companies who want to succeed 

with their CRM strategies should first compare which products adequately support the right mix 

of securities, insurance, agency management, data standards, e-commerce and other typical CRM 

features. Again, a critical evaluation of factors that support a methodical approach to financial 

and insurance markets should be initiated. This will bring about understanding of how each 

product supports your Internet sales and analytics requirements. A careful comparison of the 

advantages and disadvantages of hosted solutions versus on-site CRM implementations is also 

encouraged. 

In a CRMGuru (2005) report, the writer stated that to ensure successful CRM 

implementation organizations should:

First and foremost, managers of CRM initiatives should obtain an executive level buy-in 

and commit to the project. Make certain that they understand the importance of their role in 

upholding that commitment and communicate it downwards through the organization.  The 

project should be organized in such a way that it is fun and rewarding. Key employees who will 

be using the system should be motivated with incentives to make it work. They should be 

involved in the early planning and implementation stages. Take their feedback seriously. This 

will give them ownership in the project (CRM Guru, 2005). It advisable to break the entire 

project down into smaller manageable pieces with small milestones and all departments must 

ordinate to maintain a team methodology. A robust database platform is required. CRM systems 

collect huge amounts of data very rapidly and managers are to ensure that their solution can grow 

and perform accordingly. It should be emphasized that every CRM system is designed around 

the customer and prospect. 

Figure 2.6 below is an Information System development process model, specifying 

important process factors, their sequence and the relationships among them.
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Figure 2.6 Process Model for Successful CRM System Development

Source:  Hee-Woong Kim (2004)
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CHAPTER THREE

CONCEPTUAL FRAMEWORK

In the previous chapter, a review of related literature to our research questions was 

provided. This chapter focuses on the conceptualization, which involves the frame of reference 

for the studies. The aim of which is to select relevant theories and concepts that will be used in 

this study. The conceptual framework will therefore be a guide in obtaining better understanding 

of the benefits, and barriers to CRM implementation and factors facilitating its success. A 

research problem has subsequently been stated as follows: “What are the factors required for a 

successful CRM implementation among financial institutions in Ghana”?

3.1 Conceptualization 

Amofah and Ijaz (2005) cited Miles and Huberman (1994) as defining conceptual 

framework as an approach showing either in graphical or in a narrative form the main points to 

be studied in a work. Based on the stated research problem, three (3) research questions were 

developed to guide the studies. 

 What are the (would be) benefits of CRM for financial institutions in Ghana?

 What are the challenges for implementing CRM in financial institutions in Ghana?

 What are the factors that facilitate successful implementation of CRM in financial 

institutions in Ghana?

This section will start with the presentation of theories that are relevant and connected to 

the research questions. 

3.2 CRM Benefits

This section considers the first research question, what are the (would be) benefits of CRM 

for financial institutions in Ghana? The selected theories will enable us to identify the expected 

benefits that financial institutions will derive from their CRM initiatives. We have grouped such 

benefits into three (3) categories: 

 Customer satisfaction, retention and revenue enhancement (Zablah, et al 2004), 
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 Cost saving and reduction. Costs will decline and profitability will increase because 

of greater efficiencies, visibility and control. (LaValle and Scheld, 2004)

 Organizational Impact. Companies will be competitive enough to draw customers 

from competing organizations (Kkolou, 2004). In this sense an organization is able to 

maximize the lifetime value of each customer to its benefit.(Gray and Byun, 2001)

3.3 Barriers to CRM Implementation

This section focuses on the second research question. It tries to select literature in relation 

to the challenges that impacts on CRM strategy development and implementation. It is grouped 

into: 

 management/ leadership related issues, 

 technology related issues, 

 data related issues 

 Integration related issues.

A successful CRM strategy requires top-management’s support. Failure to obtain and 

maintain executive support for the project is a major setback (Kovacs, 2006). Lack of 

organizational blueprint or project definition collapses any CRM initiative in an organization 

(Ramsey et. al., 2003). Another challenge is when firms are unable to align key internal 

functions or business units to goals and mission of the project (Kovacs, 2006). 

There is always the difficulty in matching CRM technology to the way associates work. 

(Gerson, CRM Today). At any given moment, there are complex technological innovations and 

initiatives (CRM Guru, 2006) which makes ease of use as a prominent barrier to technology 

adaptations in many CRM strategies (Brain, 2007). Yet another challenge is when companies 

focus on capability building instead of return on investment (ROI) creation (Kovacs, 2006). 

Data is the life blood of any CRM system; any inaccuracy in data will produce inaccurate 

results (Myron, 2003). In some firms, the non existence of permanent data does not give 

sufficient information to support predictive modeling and predictive scoring (CRM Guru, 2006). 

From all indications CRM systems are essentially databases with customer oriented forms built 

on top. Without a secured database system, CRM solutions would be inefficient.

There has never been any single innovation or approach to integrate CRM key issues. 

(Gerson, CRM Today). Inadequate integrated plan for project implementation and the inability 
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for companies to accurately link the CRM project to higher-level business strategies is always a 

setback to CRM strategies (Kovacs, 2006). Many Customer Information Systems over the years 

focus on providing querying capabilities rather than becoming an infrastructure for efficient 

customer equity management (CRM Guru, 2006).

3.4 Factors required for CRM successful implementation
In relation to the third (3rd) research question, this section presents related theories that 

should guide in understanding the factors that facilitate the successful implementation of CRM 

strategy in financial institutions. Adam Lindgreen (2004) offers a model by combining elements 

of “hard” CRM skills (situation report, analysis, strategy formulation, and implementation) and 

“soft” CRM skills (commitment of senior management, management development, employee 

involvement, and evaluation of loyalty-building processes). The framework should be built 

around these eight (8) areas.

Figure 3.0 CRM Implementation Model

Source: Stig Jorgøsen & Partners (cited by Lindgreen, 2004)

Situation Report: The goal of situation report is to describe the “here- and- now” situation 

in order to identify the gap between the CRM vision and the present situation. Such a report 

should envision the company's CRM strategy (McCabe, 2005), how customer relationships are 

managed currently (Sandall, 2006) and identify key stakeholders internal as well as external 

(Shah, 2003). It should analyze the business goals and objectives (Sandall, 2006) and define the 
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interaction (touch) points with the customer for the whole life cycle of the customer interaction 

(Shah, 2003).

Analysis: The central issues are how loyal are the customers, which factors are driving 

loyalty, and which factors are destroying it? In doing so companies should take the time to gather 

sales, marketing, service, and executive teams for a lengthy business analysis (Pogol, 2007) and 

for each segment identified, the customer’s expectations for the quality service is to be defined

(Shah, 2003). CRM value propositions should be identify and prioritize to determine a CRM 

value case for change (LaValle and Scheld, 2004).

Strategy Formulation: A CRM strategy development programme is performed by 

determining the quantitative CRM goals and the CRM initiatives. System design needs to reflect 

technological requirements not reflected in the CRM strategy and process. In designing a new 

CRM operational blueprint consideration should be given as to how it will support the company's 

vision (Band, Kinikin, Ragsdale, & Harrington, 2005).

Implementation: The prioritized development projects are initiated and the necessary 

adjustments are made in this phase. The management skills required in creating an environment 

to rally an organization around CRM process is leadership (Lindgreen, 2004). The entire project 

should be broken down into smaller manageable pieces with small milestones for effective 

implementation (Hines, 2002).

Senior Management Commitment: The essential anchoring and ownership in senior 

management is ensured in this phase. A key issue here is for senior management to define a 

CRM vision that will serve as a guideline and formulation of goals for the further process. 

Management commitment is an issue also addressed by Band, Kinikin, Ragsdale, & Harrington, 

(2005). 

Management development: McCabe (2005) describes how organizations can develop 

corporate wide CRM engagement from key stakeholders. Management development and 

involvement are often dealt with simultaneously. 

Employee Involvement: Organizations are to formulate strategies, develop systems, and

implement solutions that will bring a significant increase in employee loyalty. Keep everyone in 
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The emerged framework indicates the theoretical pattern of our research. The identified 

variables will guide our solutions to the stated research questions namely: 

 What are the (would be) benefits of CRM for financial institutions in Ghana?

 What are the challenges for implementing CRM in financial institutions in Ghana?

 What are the factors that facilitate successful implementation of CRM in financial 

institutions in Ghana?
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CHAPTER FOUR

METHODOLOGY

Within this chapter we describe the methodology used in the research. This chapter 

presents a series of steps to arrive at a meaningful conclusion. These steps include research 

purpose, research philosophy, research approach, research strategy, sample selection and data 

collection. In addition, qualitative data analysis and criteria for quality measurement (validity 

and reliability) of the research will be discussed. 

Philosophers of science and methodologists have long engaged in an epistemological 

debate centered on how best to conduct research (Amaratunga et al., 2002). Eldabi et al (2002) 

have argued that conducting any form of research should be done in a controlled scientific 

environment, and should be governed by a well pre-defined set of scientific principles.

4.1 Research Purpose

According to Cooper and Schindler (2006), research can be classified by means of the 

purpose for which the research is to be conducted. The main classifications of research purposes 

are exploratory, explanatory and descriptive (Cooper and Schindler, 2006; Saunders, Lewis and 

Thornhill, 2003; Yin, 1994, 2003).

Exploratory studies are valuable means of “exploring” or finding out what is happening 

and in understanding new discoveries and phenomena that may have little or no theoretical 

literature to back up (Saunders et al., 2003). It becomes immensely useful in situations where the 

researcher needs to clarify understanding of the problem at hand. Its great advantage lies in its 

flexibility and adoptability to change. There are three (3) principles in an exploratory research. 

These are:

 A search of literature available

 Talking to experts in the subject

 Conducting focus group interviews (Saunders et al. 2003).

Descriptive studies are mainly used when seeking to portray an accurate profile of a 

person, a group of people, events or situations (Robson, 2002). This, in most cases, is conducted 

when there already exists abundant or at least adequate literature in supporting such research. 
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According to Neuman (2003), descriptive research gives a highly accurate picture, locating new 

data that may contradict past data, create sets of categories and provide clarification on 

sequences and steps, document causal processes and report on the background and context of 

situations. With that said, it is usually taken as an extension of an exploratory study (Robson, 

2002).

Explanatory research, according to Neuman (2003), tests a theory’s principles or 

predictions, elaborate on a theory’s explanation, relate the theory to new or similar issues, 

support or refute explanations or predictions, link issues with general principles and deduce or 

formulate the best possible explanation. Its main aim is to establish causal relationship variables 

with emphasis on studying the problem at hand in order to explain the relationships between 

variables (Sauders et al., 2003). 

The research purpose of this study has been assessed to be exploratory, descriptive and 

explanatory. It is exploratory, because the knowledge of our research was limited in respect to 

the revision of literature on customer relationship management in Ghana. Also descriptive 

because of the abundant related literature in the field of CRM supporting and guiding our 

research. Finally, explanatory, for we will relate what we have explored to the existing literature 

we have descried so as to arrive at meaningful conclusions that will contribute to the existing 

knowledge of CRM in Ghana.

4.2 Research Philosophy

According to Amaratunga et al., (2002), two schools of thought dominate the debate on 

how best to conduct research. These are positivism and phenomenological or interpretive 

science.

Table 4.1 below summarizes the strengths and weaknesses between the two philosophies.
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Table 4.0 Characteristics of Research Philosophy
Source:  Easterby – Smith (1991) cited in Amaratunga et al., (2002)

Interpretive Science or phenomenology applies a more inductive approach with little or 

no theoretical framework and rejects positivist beliefs on generalizations drawn from finite sets 

of past events to explain future events (Amaratunga et al., 2002). 

Our research philosophy is geared towards interpretative sciences for reasons being;

Theme Strengths Weaknesses

Positivist

They can provide wide 

coverage of the range of 

situations

The methods used tend to be rather 

inflexible and artificial

They can be fast and 

economical

They are not very effective in 

understanding processes or significance 

that people attach to actions

Where statistics are aggregated 

from large samples, they may 

be of considerable relevance to 

policy decisions

They are not very helpful in generating 

theories

Because they focus on what is, or what 

has been recently, they make it hard for 

policy makers to infer what changes 

and actions should take place in future

Phenomenological

Data gathering methods seen as 

more natural than artificial

Data collection may be tedious and 

require more resources

Ability to look at change 

processes over time

Analysis and interpretation of data may 

be more difficult

Ability to understand people’s 

meaning

Harder to control the pace, progress and 

end-points of research process

Ability to adjust to new issues 

and ideas as they emerge

Policy makers may give low credibility 

to results from qualitative approach

Contribute to theory generation
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 The research seeks to explain and understand the CRM phenomenon based on theory.

 The research does not generalize findings based on events that may or may not form a 

factor of results arrived at.

 The essence of the research is to identify the characteristics of flexibility in order to 

allow for irregularities that may be explained by theory.

4.3 Research Approach

According to Cooper and Schindler (2006), the approach to a research can either be 

deductive or inductive. They explain that deductive approach deals with the development of 

theory and hypotheses by designing a research strategy to test it. The inductive approach 

however, uses data collected to develop theory based on analysis of that data. We employed the 

inductive approach in this thesis because the research is based on the analysis of data collected. 

Theories were compared with the empirical findings before conclusions are made.

4.3.1 Qualitative and Quantitative Research Approach

Two research approaches are mainly adopted by researchers. These are qualitative 

approach, also referred to as inductive and quantitative approach also referred to as deductive 

approach. Yin (2003) is of the view that the best method for any study is applied depending on 

the purpose of the study being undertaken as well as the research questions being sought to be 

answered.

Qualitative research approach is defined as an approach to the study of the social world, 

which seeks to describe and analyze the culture and behavior of humans and their groups from 

the point of view of those being studied (Amaratunga et al., 2002).

Eldabi et al. (2002) defines the quantitative approach as a logical and linear structure, in 

which hypothesis take the form of expectations about likely causal links between constituent 

variables stated in the hypotheses thus leading to the rejection or acceptance of the theoretical 

proposition. 

Amaratunga et al., (2002) give certain features of both approaches in the table below.
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Quantitative Qualitative

Inquiry from the outside Inquiry from the inside

Underpinned by a completely different 

set of epistemological foundations from 

those in qualitative research

An attempt to take account the 

differences in people

Are simply different ways to the same 

end

Aimed at flexibility and lack of 

structure, in order to allow theory and 

concepts to proceed in tandem

Involves the following of various 

statues of the scientific research

The results are said to be, through 

theoretical generalization, “deep, rich 

and meaningful”

The results are said to be “hard 

generalisable data”

Inductive – where propositions may 

develop not only from practice or 

literature review, but also from ideas

An approach to the study of the social 

world, which seeks to describe and 

analyze the culture and behavior of 

humans and their groups from the point 

of view of those being studied

Table 4.1 Features of Quantitative and Qualitative approaches
Source: Amaratunga et al., (2002)

The research study being conducted seeks to gain insight into the way and manner in 

which CRM is practiced in Ghana and specifically in financial institutions.  This research applies 

a qualitative approach for the reason being the limitation of literature on the topic under 

investigation. This study hopes to identify patterns that may emerge and identify the factors that 

could facilitate the implementation of CRM in financial institutions in Ghana.

4.4 Research Strategy

Amaratunga et al., (2002) cities Yin (1994) as giving account of five (5) primary research 

strategies in social sciences. These are Experiment, Survey, Case Study, History and Archival 

Analysis.

The application of any of these strategies depends on three (3) conditions, being;
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 The type of question posed

 The extent of control an investigator has over the actual behavioural events

 The degree of focus on contemporary events as opposed to historical.

Amaratunga et al., (2002) continues to cite Yin (1994) in relating these three (3) conditions 

in the table below.

Table 4.2 Research strategies for relevant conditions
Source: Yin (1994) cited in Amaratunga et al., (2002)

The purpose of this research does not seek to control behavioural events which 

experimental strategy emphasizes. Experiment as a strategy cannot therefore be adopted. The 

proposed research will be focusing on contemporary issues. In that sense a historical strategy 

cannot be a good option. Survey and analysis of archival records are advantageous when the 

research goal is to describe the incident or prevalence of a phenomenon or when it is to be 

predictive about certain outcome (Yin, 1994). The only option left for our consideration thus is 

case study. Case study as a research strategy can be defined as an enquiry that investigates a 

contemporary phenomenon within its real life context, when the boundaries between 

phenomenon and context are not clearly evidenced and which multiple sources are evidenced 

and used (Yin, 1994). Yin, (1994) further emphasized that case study has a unique advantage 

when “how” and “why” or in the case of exploratory “what” question is been asked about 

contemporary set of events over which the researcher has little or no control over the variables. 

Suspicion may arise due to the unscientific nature of case study, yet it is a very worthwhile way 

of exploring existing theory and a simple well-constructed case study can position the research to 

Strategy
Form of research 

question

Requires control 

over behavioural 

events?

Focuses on 

contemporary events?

Experiment How, Why Yes Yes

Survey Who, What, Where, 

How many, How much

No Yes

Archival analysis How, Why No Yes/ No

History How, Why No No

Case study How, Why No Yes
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challenge an existing theory and also provide a source for new hypothesis. Another advantage of 

using a case study lies in its ability to be subjected to an in-depth investigation (ibid).

From the above discussion we consider case study as the most appropriate and suitable 

research strategy for this thesis. By this strategy we would be able to gain an insight and a deeper 

understanding   into the application of CRM strategies and their successful implementation

among financial institutions in Ghana. Furthermore we adopted this strategy because the research 

questions were answered from the two (2) companies’ perspective. This will help in comparing 

and contrasting their responses with the existing theory to draw conclusions and open up the 

possibilities for future studies.

4.5 Sample Selection 
According to Descombe (2000) the case study approach calls for the researcher to make 

choices from among several numbers of possible events, people and organizations. He further 

maintained that, the researcher may have to pick one or just a few examples from the group of 

things that are being studied. Moreover, he indicates that whatever the case and the subject 

matter, the case study normally depends on a deliberate and explicit choice about which case to 

select from among the numerous possibilities (Ibid). Miles and Huberman (1994) emphasize that 

all research, involves sampling. They further stated that, no study, whether qualitative or 

quantitative or both can include anything; ‘you cannot study everyone everywhere doing 

everything’.  As a result all research involves sampling. According to Saunders et.al (2000), 

sampling saves time and data collection is more manageable.  Miles and Huberman (1994) 

expressed that a researcher is at liberty to choose to conduct research on a single case or to 

conduct multiple case studies. Multiple case studies were conducted within two financial 

institutions in Ghana; one, a banking institution and the other an insurance company. 

The first company is State Insurance Company (SIC). SIC is an insurance company 

established by the government of Ghana in 1962. The second case involves a banking institution-

Standard Chartered Bank (SCB) which also has been in operation in the country since 1896. 

These companies have been chosen because they give a fair distribution of financial institutions 

i.e. insurance and banking. Again, they have been chosen because of how well they are 

established in the country. Our intention was to perform a cross case analysis as well as a within 



49

case analysis. The cross case analysis will assist in determining whether the data collected from 

the two (2) companies are similar or different from each other.

For a qualitative research like case study, Perry (1998) explained that the selection of 

cases is often purposeful and involves using replication logic. This largely depends on the 

conceptual framework developed from the prior theory. Patton (1990) stated that whichever case 

selection strategy used, “the underlying principle that is common to all of these strategies is 

selecting information-rich cases”, that is case worthy of in-depth sturdy. Saunders et al (2000), 

has noted that once a researcher has chosen a suitable sampling frame and establish the actual 

size of the sample, determining the most appropriate sampling technique to obtain representative 

sample is very important. Purposive or judgmental sampling allows the researcher to use his/ her 

judgment in selecting cases that will best enable the researcher to answer the research questions 

in order to achieve the research objectives. Since the CRM concept is quite new and it is still 

evolving, very few especially in Ghana have started given consideration to it. In order to answer 

the research questions, we needed to identify institutions that were familiar with the concept and 

have adopted it in one way or the other. We then visited some financial institutions and enquired 

from their local managers about their willingness to cooperate in sharing their company’s 

information with us in relation to our thesis. After such interactions with a number financial 

institution we made our opinion in choosing Standard Chartered Bank and State Insurance 

Company. 

4.6 Data Collection

Yin (2003) maintained that the process of data gathering is more complex in case studies 

than in studies based on other research strategies. He further pointed out that case study 

researchers, therefore, must have “a methodological versatility” and need to “follow certain 

formal procedures to ensure quality control during the data collection process”. Data sought in a 

case study project can be collected through various methods which include documents, archival 

records, interviews, direct observations, participant observations, and physical artifacts (Ibid). It 

should be noted however, that each method has its own strengths and weaknesses and according 

to Yin, (2003) no one source has a complete advantage over the other. Data according to 

Walliman (2001) may be collected as either primary or secondary. Data is primary when the 

researcher collects them to address a specific problem at hand – the research questions. 
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Secondary data on the other hand is the data resulting from the studies done by others and for 

different purposes than the one for which the data are being reviewed (Cooper et al., 2006). For 

the purpose of obtaining enough data in this study, both primary and secondary data were used. 

Primary data can be collected from sources such as questionnaire, focus group 

discussions, personal interviews, and telephone interviews. We used telephone to scheduled an 

appointments and confirmed the dates and times for the interview. The main method of data 

collection for this study was personal interview, as this method is insightful (Yin, 2003) and 

makes it possible to gather large amounts of data quickly, with a potential for immediate follow-

ups and clarification (Marshall and Rossman, 1999). In addition to personal interviews, 

documentation, mainly containing company information (annual reports, organizational charts, 

brochures, Web pages) has been used as a means to confirm and strengthen evidence from other 

sources.

On the agreed date for the interview, the two researchers (Oduro- Senyah and Sobotie) 

were together to conduct the interview. Different dates and times were arranged with the two 

companies for the interviews. This gave ample time to undertake critical studies of each of the 

companies. On the average each interview lasted for 45 minutes.  In the case of both interviews, 

a mini disk recording device was used to record the interaction in the form of an informal 

conversation. In addition to the recording, personal notes were taken of certain issues of great 

interest and importance.

An interview guide was prepared on the basis of the frame of reference. Items sought for 

included the following: 

 Background information on each of the companies

 What are the reasons for initiating CRM?

 How do they describe the CRM benefits?

 How do they describe the barriers to CRM practices?

 What factors were considered for a successful CRM implementation within the 

company?

We engaged the assistance of people in the field of research from two (2) Universities 

being Kwame Nkrumah University of Science and Technology (KNUST) and the College of 
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Technology Education of the University of Education, Winneba (UEW) to examine the interview 

guide. This was to ensure that all the questions were relevant to our research questions. In some 

cases, necessary modifications were made. 

After the interview, the recorded conversations were transcribed onto the computer and 

were compared with the written one for verification. On instances where sound quality was not 

good, clarification was sought on some points by going back to the various offices of the 

companies.

4.7 Qualitative data analysis 

According to Potter (1996), various methods of analysis are available for qualitative 

researchers. Yin (2003) pointed out that every investigation should start with “a general analytic 

strategy, defining priorities for what to analyze and why”. Yin further stated three (3) general 

principles that can be used in case study analysis: 

 Reliance on theoretical propositions 

 Thinking about rival explanations 

 Development of case description 

Miles and Huberman (1994) explained qualitative data analysis as consisting of three (3) 

concurrent flows of activity: data reduction, data display, and conclusion verification. They 

explained data reduction as the process of selecting, focusing, simplifying, abstracting, and 

transforming the data that appear in written-up field notes or transcriptions. Data reduction is 

part of the analysis. Yin (1994), noted that in interpreting the data when the mixed method is 

used, the following steps are recommended:

 Look for patterns of agreement – across data sources, by mediating variables, with 

literature, experience etc.

 Look for contradictions – across data source by mediating variables with literature 

and with experience.

 Try to resolve contradictions – through alternative plausible explanation for a finding, 

by re-examining the data, by collecting specific data to test and alternative hypothesis.

 Identify the most important findings – rank and organize them; and 

 Present the findings simply – through charts and tables, selected photos or videos that 

illustrate an important point.
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In relation to data analysis in this study, we first divided the data collected into categories 

or research areas that emerged during the data analysis process. The data categories were further 

arranged into themes that corresponded to the research questions and the areas of literature 

covered in the Chapter Two- Literature Review. We adopted the pattern agreement as a major 

approach in comparing data from previous theories. We are of the view that even though the 

operations of the two companies differ, we can still present a cross-case analysis to highlight 

variations and similarities between and among different samples and present the result in an 

aggregate form taking into consideration the respondents. In the final analysis, the results of the 

cross- case analysis and the within case analysis mainly formed the basis of presenting the 

findings and conclusions of this study.

4.8 Criteria for quality measurement 
Any review of research methods will be incomplete without considering the fundamental 

issues relating to evaluation of any research outcome. In many respect, an evaluation is often 

focused on measures to counteract the weaknesses inherent in the particular research strategy 

chosen to carry out a particular piece of research (Then, 1996). Amaratunga et al., (2002) 

presented three (3) terms associated with evaluation: validity, reliability and generalisability.

4.8.1 Validity
For a given problem, validity is one of the concepts used to determine how good an 

answer is provided by research (Then, 1996). It means in essence that a theory, model, concept, 

or category describes reality with a good fit: a valid measure is one which measures what it is 

intended to measure. In fact it is not the measure that is valid or invalid but the use to which the 

measure is put. The validity of a measure then depends on how we have defined the concept it is 

designed to measure (De Vaus, 1991, cited by Amaratunga et al., 2002).

A conscious effort was made to ensure the validity of this project. The interview 

questions were tested on experienced researchers such as: our initial local supervisor who has a 

long period of experience in research; some lecturers in school of business studies, Kwame 

Nkrumah University of Science and Technology (KNUST), and some of our colleagues who 

were also writing their master’s thesis. We were very objective in our approach which also aided 

in its validity. Again our use of both interview and documentation as sources of evidence has 

increased the validity of the project. Also, the choice to conduct a multiple case study on two 
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companies; SIC and Standard Chartered in the same industry, increased the validity of our 

research since it has provided us with a lot of information about the research area.

4.8.2 Reliability
Reliability is the extent to which a test or procedures produces similar results under 

constant conditions on all occasions (Yin, 1994). The goal of reliability is to minimize the errors 

and biases in a study. The object is to ensure that if a later investigator followed exactly the same 

procedures, the same findings and conclusions would result. In order to obtain high reliability, 

Saunders et al, (2000) maintained that anonymity of respondents to questionnaire is kept and also 

introducing some form of structure to the interview schedule. We observed these two points in 

our study.

An interview guide was designed (see Appendix One) with general questions for the 

interviewees. This guide was first tested and examined by several people linked and not linked to 

the research processes to determine its clarity and that the major aspects of interest were being 

covered. We have tried to improve upon the reliability of this study by describing and 

documenting all the steps that we have followed. We have read in advance about the companies 

in our sample. We also taped all the interviews and recorded the proceedings in order to reduce 

biasness and errors. We also went back to these companies for a review of the data collected 

when some points needed to clarification.
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CHAPTER FIVE

EMPIRICAL DATA REPRESENTATION

This Chapter presents empirical data collected from notes, documents and interviews 

conducted on the brief overview of the two financial companies in this research. Information on 

each is presented separately and is based on both the frame of reference in Chapter Three and the 

Interview guide in Appendix One.

5.1 Case One: State Insurance Company (SIC)
The government of Ghana by legislation in 1962 established the State Insurance 

Corporation. Later in 1995, the government by the Act of Parliament changed the corporation’s 

status to a limited liability company with the government of Ghana being its sole shareholder. 

Within this period were only about four (4) to seven (7) other insurance companies which were 

regionally based. There was thus no competition for SIC as a national establishment. In the year 

2001 however, there was a change in governmental policies allowing private organizations and 

individuals to establish insurance companies. In 2007, the Ghana government also took steps to 

float shares of the company on the Ghana Stock Exchange. Within this same year a legislation 

demanding insurance companies to separate life insurance policies and general business was 

passed and this directive was complied with. 

The company has four (4) Area offices which transcends the ten (10) political regional 

boundaries. Each Area office monitors a number of branch offices in other regions. This has 

been the results of the company’s policy to decentralize their operations. In addition to the many 

branch offices, there is what the company calls Agency offices which are customer direct access 

points. The company has about ten (10) products running concurrently.

The company is governed by a nine- member Board of Directors including its Managing 

Director and his two (2) deputies; the chief operation officer, chief financial officers, 

administration officer etc. The Management team comprises a mix of highly trained insurance 

personnel and other professionals. Below this rank are the managers of the four Area offices with 

their administrative teams. Below their rank are the supervisors of the Agency offices.  
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At each quarter of the year, each area office is to budget and make income projections for 

the period. Records available indicated that the Kumasi Area office in 2008 projected an amount 

of GHC 2,700,000.00 million as its income for the whole year. 

SIC, as an insurance company, seeks to provide a range of insurance and other financial 

services to its clientele using its nation-wide network. The company is on a mission to providing 

innovative, flexible, and competitive insurance and financial products and services to its 

customers delivered through quality service, extensive research and prudent management, 

coupled with commitment to ensure financial viability. As a state established institution, SIC had 

80% of the market share in the 70s and 80s. Before 2001, it market share had fallen to 32%. 

Today however the company has a steadily market share of about 45%.  

5.2.1 CRM at SIC- Kumasi

The CRM effort at SIC began in 2001 under a new set of administrative managers. The 

move towards adopting a CRM strategy was a top management decision. Luckily for the new 

management board, they had records of the state of the company when they took office. That 

actually contributed to their getting started with the new strategy. Analysis from the records 

indicated that at a faster rate the company was losing its market share to emerging companies. 

From such an indication, a committee was formed to write a blueprint analyzing the current 

situation and what kind of intervention was required. The result of the committees work was the 

development of a CRM strategy with set goals and objectives.  Today however, SIC has gone 

through most of the initial stages of CRM implementation by way of restructuring the entire 

business process, handling the people component and implementing some amount of technology. 

The first attempt at improving customer relationship was to computerized all customer data at 

their various offices. According to their IT manager interviewed, the company in 2000 acquired 

software developed by an Indian-based company which was meant to manage customer data by 

gainful means. One of the managers interviewed had been with the company before 2001 when 

the new management took over the company.  

The manager stated the following as the main internal reasons towards the adoption and 

implementation of CRM.  
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 The new and emerging insurance companies had brought with them a new and 

sophisticated way of marketing; they wanted to compete effectively with the new and 

emerging insurance companies as their market share was being threatened.

 Their view of the customer was scattered and this slowed their business operations; they 

needed a better contact and a more professional way of targeting the customer.

 They needed to build trust and to take better control of customer complaints, concerns 

and interests in order to serve them better.

 The new government legislation allowed them to be selective in the choice of customers; 

there was thus a mechanism required to distinguish profitable customers from the rest. 

With an introduction of the “New Face of SIC” in 2007, the company expected several 

tangible benefits from their CRM initiative. At the time of the interview, the Manager explained 

that the company is already benefiting from the following.

 The new system gives the company a more professional outlook similar to other 

companies in Europe and America.

 They can categorize the customers based on profitability and growth potential.

 With a better way of customer selection, there has been a decrease in cost for claims.

 There is also lower cost for retaining the customers.

 Efficient and more professional customer relation that reflects in customer satisfaction 

according to periodic studies performed.

 Customers are more profitable.

 The customers’ loyalty to the company is improving.

The manager explained further that the company also offers a number of benefits to its 

loyal customers. These include:

1. Customers now express a high level of satisfaction as a result of the improved and 

personalized attention addressed to each customer. For many customers, the waiting 

period has reduced drastically. Customers are given several channels to air their 

complaints; through their front desk, hotlines and customer feedback forms. A top 

executive officer has been appointed as head of the field agents and thus has enough 

information to directly address customer concerns and problems. 
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2. As part of their social bonds to their customers, the company gives out souvenirs in 

varied forms to their loyal customers. There is also an annual get-together where loyal 

customers receive awards.    

3. The company provides discount packages for the different categories of their loyal 

customers.

4. The company also organizes workshops, seminars, and other educative programmers for 

its customers in corporate institutions and organizations. 

The interviewed SIC manager also stated that the “New Face of SIC” which focused on 

improving and managing customer relations is paying off. This is because some of their former 

customers who have broken relations with the company are coming back however, not without 

extra efforts and cost to the company. Customer records from their paper files which they 

computerized have enabled them to target those customers with credible records and will be 

profitable. The challenge with this practice, the manager hinted was the inaccuracies due to

typographical errors. This he said brings difficulty when customer reports have to be generated. 

At this stage the manager was optimistic that the company is capable using its CRM capabilities 

to increase its market share by 5% within the same period next year.  He mentioned that their 

corporate objective for the next few years is to increase customer profitability through increasing 

the number of products to customers and also ensure their loyalty.

SIC as a company has been affected positively by the implementation of a CRM project, 

said the manager. The investment they have made so far in their branch at Kumasi ranges 

between GHȼ30,000 and GHȼ40,000. As pointed out earlier, a common and a basic CRM 

package was bought from an Indian company. SIC has a customer information system networked 

which enables decentralization of operations of each branch of the company in Ghana. Not only 

does this reduce backlog of client claims at a particular branch but gives customers the 

convenience of having service at a branch nearest them.

At every stage of the strategy implementation, customer feedback is sampled and 

analyzed for indication as to how successful the strategy would work. The generation of periodic 

reports for forecasting, division or departmental target setting and decision making are done 

within a matter of minutes with the aid of the in- house tailored software and this has over the 
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years shown some level of consistency. Security of both company data and client information 

remain paramount to the company with access restricted to all but a few employees.

This system has come to coordinate the previously fragmented hand-written data on 

customers into an electronic and organized format which can be manipulated easily for profit. 

The system also allows the area office to coordinate the activities of the branch offices. The new 

technology however does not promote a 360o view of the customer. Each customer is assessed 

based on his or her investment in one product and not the investment portfolio with the company 

at a go. This notwithstanding, the system in place is helping the company regain its market share.

The SIC company has restructured its processes to adapt to the new technology and 

mindset. The manager stated that almost all the top executive officers have been replaced. Again, 

for the first time in about 42 years since the company was established, a marketing department 

had been formed. Key and experienced employees in administrative positions were made to 

leave their offices and were reassigned to enable them focus their time on marketing, time on the 

customer and time with the customer. According to the manager this was necessary at a time 

when as a result of competition there was not enough time to train new employees for that new 

office. This approach however, faced resistance from some heads of department whose positions 

were affected. In no time however, they could assess the situation and conclude that it had been 

worthwhile. The biggest change in this regard has been their perception about the customer. He 

admitted that customers no longer come to them but they rather go to them. Before the 

introduction of CRM, a customer had to move to three different desks to get registered for a 

product. CRM has made it possible for a customer to experience a one-stop product registration. 

Waiting period for insurance claims has also been improved by the system. Once the necessary 

documents have the produce it took months for customers to be awarded. However, with the 

CRM system in place, it takes days and in certain situations weeks to get the process completed. 

Periodic training on company’s objectives, values, culture, products and marketing 

strategy are organized for employees by the company. He expressed that staff do receive 

incentive packages to motivate them as they work. Every staff is a share holder of the company. 

Car loans are given to employees upon request, laptop computers have also been acquired and 

distributed among employees to aid in their work. In some instances employees obtain bonuses 
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for their efforts. Again, at the end of every year, a get-to-gather party is organized and deserving 

employees are awarded during this occasion.

He however, pointed out that there are still integration problems. This is because field 

agents do not have access to customer information. This has always been a setback in their 

interaction with customers. As future plans, the company hopes to go on-line where customers 

can purchase products from the company. This the company considers possible especially with 

the introduction of e-zwich (an electronic credit card acceptable for business transaction by all 

financial institutions in the country) by the Bank of Ghana.

5.2 Case Two: Standard Chartered Bank (SCB)

Standard Chartered Bank Ghana Limited (SCB) has been operating in Ghana since 1896, 

and is one of the country’s first and oldest international business institutions in the country. The 

bank opened its first branch in Accra in June 1896. Its core business was being the sole 

distributor of silver coins to the then Gold Coast now Ghana. The bank is currently situated in 

nineteen (19) locations all over Ghana and still maintains Accra as head office.  SCB- Kumasi is 

in charge of operations for the Northern sector of Ghana. 

The bank employs over 700 people nationwide and has a customer base of two (2) 

million. To these customers, the company has positioned itself to provide diverse product 

segments and service personalization. The company offers varied products and services mainly 

in the context of Personal banking, Small and Medium-sized Enterprise (SME) banking and 

Corporate/ Wholesale banking. These products and services have made the company attractive to 

both personal account holders as well as private investors in Ghana.

The bank is listed on the Ghana Stock Exchange, and has consistently remained the 

highest-priced stock on the local bourse with a share price of GHȼ38 per share as of October 2, 

2008 (www.databankgroup.com). The bank is also one of the first financial institutions to be 

involved in financing import and export trade in products like cocoa, gold, bauxite, and timber, 

and hence plays a unique role in Ghana’s economy and formal banking industry.
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5.2.1 CRM at SCB- Kumasi

SCB-Kumasi has its Regional Office situated in the main business center, Adum. This 

branch of the company has the added task of overseeing all other branches that form the northern 

sector of the company’s administrative operations in Ghana.

The Relationship Manager when interviewed stated that the bank has a long history of 

practicing CRM in Ghana. However, it was not until 2001 that CRM was consciously

implemented with the Small and/or Medium-sized Enterprises (SMEs) section of the bank. He 

gave reasons for this development being that the financial services sector of the Ghanaian 

economy was becoming competitive as a result of globalization and liberalization of the sector. 

Falling profit margins and high capital requirements from the Bank of Ghana have forced some 

players out of the market while others have gone into mergers. At the same time, surviving banks 

are being challenged to lower costs dramatically in order to maintain market share. As a result, 

large, multinational financial institutions dominate the market for mid- and large-capital 

corporate lending. 

SCB-Kumasi, as a major player in the industry, is being challenged to re-think its 

strategies in order to maintain profitability and competitiveness. Deloitte & Touché a growing 

body of researchers in the financial sector suggests that domestic banks should capitalize on their 

local knowledge and relationships. This is to strengthen their positions in small and/or medium-

sized enterprise (SME) markets, since this constitutes at least 90% of the economy. The SME 

sector is widely recognized as essential to economic growth and poverty alleviation from a 

developmental perspective. However, much of this market remains untapped by financial 

intermediaries in spite of the fact that SMEs cite inadequate access to finance as their major 

constraint. From the report reasons accounting for the above situation include: 

 the lack of reliable information on SMEs by financial institutions, especially in 

developing countries.

 transaction costs of funding SMEs given the smaller value per deal;

 lenders are uneasy about the risks involved, or fail to see quality in small portfolios;

 SMEs do not have adequate collateral. 
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The manager cited the following reasons for applying CRM to the emerging SME market 

as:

 The need to differentiate and attract the right kind of customers to the company

 The demands of customers were changing towards tailored-made and personalized 

solution; the normal one-size-fits-all contracts were no longer enough

 Competition was becoming keen

 Consolidation customer portfolio into an easy- to- access, manageable product

 As a new market, they needed to obtain a better access and control of customer 

activities, concerns and interests in order to serve them better

Management’s commitment towards the SME CRM project has been enormous. They 

made the initial provision for research into the nature and operations of SMEs. This was to 

enable them assess and analyze the best CRM practices that would suite such customers. Again 

their commitment could be seen by the provision of infrastructure in the form of the SME 

Relationship Management Office dedicated to serve its customers. This gives customers the 

comfort of prompt and personal attention to concerns without having to join queues within the 

main banking hall.

The manager when interviewed mentioned that CRM had brought immense successes to 

SCB- Kumasi in particular. The cost of acquiring customers had reduced considerably even with 

the increase in competing companies within the sector. Another factor of saving cost was the 

company’s ability to decentralize its avenues of revenue generation. In this sense, individual 

departments were responsible for revenue generated as well as cost incurred. Again other 

benefits he added include:

 Improvement in average service time of customers

 Ability to quickly access customer account history

 Improvement in customer retention

 Ability to tailor products and services for customers

 Increasing customer loyalty
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SMEs could now enjoy managed accounts with a relationship manager assigned to offer 

advice on investment, and financial forecasting of that account.

The company, by its customer information system, is able to target customers based on their 

salary scale, occupation, mode and frequency of their transactions etc. This enables the company 

to effectively categorize customers and serve them accordingly. The technology also allows 

select top and middle management staffs have access to reports such as the branch’s turnover, 

periodic earnings, number of customers etc. in all branches within the country. The manager 

however admitted that there were barriers marring the full utilization of the CRM system 

available. Sales Force staffs do not have full complement of customer information to effectively 

interact with them. This limits their professional ability in satisfying customer concerns and 

enquiries on their investment. He maintained that the use of technology was limited as customers

usually go directly to the bank to make enquiries or undertake transactions instead of utilizing 

the bank’s customer service call centre or perhaps the automated teller machines (ATMs). He 

also said that at the moment, online banking was limited to large firms and companies who could 

connect from their extranet to the company’s intranet. Other than its ATMs, the bank does not 

provide twenty-four (24) hour service. 

Staff training programmes are organized annually. Such training programmes are 

compulsory throughout the ranks of employees of the company. This is to enable the company 

maintain a level of staff who are capable of understanding the company’s products, policies, 

marketing strategies etc. to be efficient in providing the best service to customers. The company 

offers incentives in varied forms to motivate its employees. Sales force staff are given 

commission on their sales. Hardworking middle management staffs are promoted usually by an 

increase in salary scale. Again, when the need be, some are promoted to manage newly 

established SCB branches worldwide. The company then again offers shares to hardworking top 

management staff. 

The manager also spoke about the company’s strategic plans which are reviewed 

periodically by the decision making bodies throughout the hierarchy of the company. Changes in 

strategy are passed down the ranks of management to ensure the company’s position on strategy 

is understood and adhered to. The reason for the periodic review, he explained, was to adopt new 

strategies as customer taste and needs change over time.
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CHAPTER SIX

ANALYSIS

In the previous chapter, the empirical in this study was presented. In this chapter the data 

will be analyzed. The data analysis will be in two parts; first, within case analysis where the data 

collected will be compared with the theories in the frame of reference. Secondly, a cross case 

analysis where the data from the two financial institutions would be compared. The analysis will 

be presented in a way that addresses the three research questions of the study.

6.1 Within – Case Analysis: SIC – Kumasi 

According to Gartner Group (2004), in a work cited by Peleen (2006), CRM is an IT-

enabled business strategy, the outcome of which optimizes profitability, revenue and customer 

satisfaction by organization around customer segments, fostering customer-satisfying behaviours 

and implementing customer-centric processes. This view of CRM holds true for the SIC 

company. This is because the introduction of technology in the company is only a means of 

organizing customer data so as to serve them better. From such a foundation the company has 

initiated a number of customer-centric programmes.

6.1.1 RQ1. What are the (would be) benefits of CRM for financial institutions in Ghana?

Zablah, Bellenger, and Johnston (2004), mentioned that managing customer knowledge 

through CRM initiatives brings to bear customer satisfaction which increases customer 

penetration and wallet share of existing customers. According to Swift (2001), organizations 

obtain greater benefits from their CRM initiatives within the area of higher customer retention 

and loyalty. This confirms the situation at SIC through the interview we had with the manager.

From customer feedback records available, one area of customer satisfaction has been the 

improvement of the waiting period. The SIC company believes that satisfying their customers 

make them take more initiatives that increases among them a bounding relationship. They are as 

a result encouraged to stay longer, buy more and buy more frequently. The result is an increase 

in customer loyalty. The company, from 2001 when it initiated a CRM strategy has been able to 

retain its market share and subsequently increased it from 32% to 45%.  The company has also 

come to realize that the level of their customers loyalty has contributed in a reduction in the 
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company’s cost on sale especially with new products. This is in line with Swift’s (2001) view 

that existing customers are more responsive and thereby reducing an organizations cost on sale.

A major reason why the company adopted CRM strategy was to compete and regain its 

lost market share. Increasing its market share up by 13% indicates how competitive the company 

has now become. This is underscored by Kkolou (2004) that companies will be competitive 

enough to draw customers from competing organizations through CRM practices. 

6.1.2 RQ2. What are the challenges for implementing CRM in financial institutions in 

Ghana?

According to Kovacs (2006), a successful CRM strategy requires top-management’s 

support. Failure to obtain and maintain executive support for the project is a major setback. In 

the case of the SIC company, the decision to adopt CRM was a major idea from top 

management. At a period when the SIC company was losing its market share, the only option for 

the new management’s consideration was CRM. Management supported the move with all the 

needed resources and this has made the CRM story in SIC a successful one up to date. 

Management commitment to CRM strategy which has been a setback to the growth of many 

organizations was thus not a problem to SIC. Again, management constituted a committee which

came out with a document indicating the nature of their current operations; approaches and 

processes to business operations, the challenges and limitations involved, which areas needed 

attention, what actually needs to be done, who/where/how to get it done. Ramsey et. al. (2003) 

maintains that lack of organizational blueprint or project definition collapses any CRM initiative

in an organization. The manager though admitted that there were occasions that they realized that 

certain portions of the blueprint had to be revised in the course of implementing the strategy. 

These however, were the few instances that caused delays in the strategy implementation. 

Another challenge according to Kovacs (2006) is when firms are unable to align key internal 

functions or business units on goals and mission of the project. This challenge is confirmed in 

the case of SIC during the initial stages of the strategy’s implementation. Officers and other 

managers were not ready to corporate when they had to leave their offices for the field. It took 

management meetings upon meetings before they finally agreed to the proposal. 
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6.1.3 RQ3. What are the factors that facilitate successful implementation of CRM in 

financial institutions in Ghana?

Adam Lindgreen (2004), in presenting a model on factors that facilitate successful CRM 

implementation combined elements of “hard” CRM skills (situation report, analysis, strategy 

formulation, and implementation) and “soft” CRM skills (commitment of senior management, 

management development, employee involvement, and evaluation of loyalty-building processes). 

In considering the “hard CRM skills” in relation to SIC, the new management commissioned a 

body who outlined their current position and sought to analyze the document for certain specific 

indicators. These indicators assisted them in developing a blueprint around which their CRM 

strategy was formulated for subsequent implementation. 

In talking about their “soft” CRM skills, SIC’s CRM strategy was the initiative of senior 

management. It had therefore the full backing of management. Resources in various forms were 

made available for the smooth implementation of the project. In addition to that a lot of 

education was carried out on the staff for their understanding and support of the programme. The 

resistance of some affected managers and officers at the initial stages nearly disrupted the whole 

exercise though there were delays as a result. It was around this same period when the 

company’s shares were floated on the stock market. Management decided that a certain 

percentage should be reserve for staff of the company. Being shareholders of the company was a 

big boost to the employees who gave their best for the success of the project. It is on the 

company’s records that feedback and other evaluation methods were adopted at a every stage of 

the strategy implementation to access the level of development.     

6.2 Within- Case Analyses Standard Chartered Bank-Kumasi

The example set by SCB-Kumasi affirms Kotorov (2003) estimation that against all odds 

that there are companies who have been successful with their CRM projects and even with a 

corresponding high level of satisfaction among managers. As presented in the previous chapter, 

Standard Chartered Bank has successfully implemented CRM recently with the SME clients of 

the company. 
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6.2.1 RQ1. What are the (would be) benefits of CRM for financial institutions in Ghana?

Riddle (2005) assumption on the reasons why a company will opt for CRM is confirmed 

in the case of Standard Chartered Bank as the company has indeed experienced stronger 

relationships with customers and hence making them customer- focused, becoming sensitive to 

market developments and responding quickly to them while either maintaining or reducing 

operational costs and being able to increase customer retention through identifying new markets 

opportunities.

As outlined by Swift (2001), the benefits for implementing CRM can be summarized in

terms of higher customer retention and loyalty, increased customer profitability and being able to 

evaluate it and reduced cost on sales and in recruiting customers. It was learnt at Standard 

Chartered Bank that benefits relating to profitability and cost were present. There had been an 

improvement in cross-sales, especially with individuals holding personal accounts and wanting 

to move to Small and/or Medium-sized Enterprise accounts or otherwise known as the 

relationship account. Also, the company offers managed accounts such as the “Prestige”- account 

for personal account holders above GHȼ5000 and relationship account managers for SMEs. 

Standard Chartered Bank also observed that customers had fewer complaints and more 

customers were satisfied with both product and service rendered to them. This development 

could be interpreted as an increase in customer loyalty and hence customer retention.

6.2.2 RQ2. What are the challenges for implementing CRM in financial institutions in 

Ghana?

According to Myron (2003), six barriers to CRM identified in companies include lack of 

guidance, integration woes, no long-term strategy, dirty data, lack of employee buy-in and no 

accountability. In the case of Standard Chartered Bank, issues of lack of guidance, accountability 

and technological integration do not form concerns for the company. Goals set by the company 

are implemented in phases and guided by a discussion making unit other than the board of 

directors. The unit meets periodically to access the status of set goals. SCB-Kumasi does not 

consider integration problems at the moment as most institutions in Ghana are yet to gain ground 

in doing business electronically especially over the internet. The company also has a long- term 

strategy in place which is one of the reasons why it has maintained having fewer outlets as 

compared to competitors and be able to maintain the customer base. On issues of employee buy-
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in, the company enforces a policy of training and employee upgrade schedules that run through 

all ranks of workforce. By this, employees are introduced to new products of the company, 

benefits attached to them, which customers to target and for which product of the company and 

also to equip them with tools as regards how to answer frequently asked questions. The company 

faces challenges with maintaining clean data as customers in certain instances do not inform the 

bank of changes in contact information. The company however implores its customers to be 

forthright with any information requested and/ or given.

6.2.3 RQ3. What are the factors that facilitate successful implementation of CRM in 

financial institutions in Ghana?

A number of theories have been discussed in relation to what factors are necessary for 

successful implementation of CRM. Lindgreen (2004) offers a model that should include a 

situation report of the company as it is or was before the report was being drafted, an analysis of 

indicators raised as factors for implementation, a strategy for which takes into consideration 

those factors in events both favoring otherwise and the implementation of the said projects in 

phases (Hines, 2002). However, Lindgreen’s model also depends on senior management 

commitment, management development, employee involvement and an evaluation of loyalty-

building processes.

In the case of Standard Chartered Bank, it can be drawn from the empirical data presented 

that the company is ever aware of the nature of SME’s and the changes that are associated with 

their operations over time. This has caused the opting to periodically review its short term 

strategy. This buttresses the point made by Sandall (2006) in which companies should perceive 

the direction in which they should take in order to achieve their long term objective. It could 

further be derived from the empirical data the company’s search yielded SMEs as an emerging 

market that had immense potential. This provided the company a new avenue for which products 

and services could be customized and rolled-out. In such a situation, a review of the company’s 

short term goals would be necessary hence the need for decision making units of the bank to 

strategize its implementation (Band et. al, 2005). 

Pogol (2007) assertion that development of staff then becomes necessary to tackle this 

new market is proven as Standard Chartered Bank insists on the annual training of all employees 
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and hence drawing their involvement into Lindgreen’s model. This makes the employee part of 

the process of internal marketing needed for product adaptation.

6.3 Cross- Case Analysis

This section of chapter six presents a cross case analysis of data collected from the two 

companies under study. Analysis is done to identify the differences and similarities that exist 

between them with reference to theory. This presentation is done in accordance with the research 

questions stated earlier in previous chapters.

6.3.1 RQ1. What are the (would be) benefits of CRM for financial institutions in Ghana?

The empirical data available to us from the two companies under study suggests that both 

companies have benefitted immensely from their CRM initiatives. This is also the case of the 

literature review presented in Chapter Two of this study. These benefits or would be benefits are 

analyzed in a cross- case analysis in the areas below with respect to the frame of reference 

presented in Chapter Three of this study.

Customer Satisfaction, Retention and Revenue Enhancement 

According to Zablah, Bellenger, and Johnston (2004), adopting a CRM strategy brings 

about an increase in customer satisfaction and retention. This statement is confirmed by the 

empirical data from SIC. The company has on record that more than ever, their customers are 

happy and satisfied with their current services. Loyalty has then been increased reflecting their 

current share of the market. In effect, the management has identified a major increase in their 

annual turnover.  Evidence from SCB is not different as their customers have fewer complaints 

lodged with them; an indication that their customers are appreciative with their level of service 

and subsequently stay longer, save more and more frequently and in effect profit is enhanced. 

Cost saving and Reduction

Crosby (2002), made the point that long term customers are less costly to serve and 

smooth-running relationships are less resource intensive. Costs will decline and profitability will 

increase because of greater efficiencies, visibility and control. Another indication that both 

companies claim to have benefited from their CRM initiative is on cost. They believe that their 

ability to ensure their customer’s loyalty has led to a reduction in cost for serving them. Such has 
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become possible through savings realized on marketing, mailing, contact, follow-up, service and 

many more.

Organizational Impact 

Greenberg (2004) stated that adopting a CRM strategy can increase the true economic 

worth of a business by improving the total life time of customers. This is evident especially with 

SIC where attention is redirected towards repositioning its image in the minds of its customers. 

The company has won several awards including the enviable CIMG award for Best Insurance 

Company, 2007. The effect of this repositioning is the ability to compete effectively in the 

insurance market. SCB however, emphasizes its ability to manage effectively its existing 

customer account.

6.3.2 RQ2. What are the challenges for implementing CRM in financial institutions in 

Ghana?

The empirical data available to us from the two companies under study suggests that both 

companies have few challenges in reference to literature available. These challenges would be 

analyzed in a cross-case analysis in the areas below with respect to the frame of reference 

presented in Chapter Three of this study.

Management/ Leadership Related Issues

Failure to obtain and maintain executive support for the project is a major setback 

(Kovacs, 2006). In the case of SIC, due to their restructuring activities, CRM strategies are 

always initiated by top management. For that reason, resources and other logistics are always 

provided. However in the case of SCB, owing to the fact that CRM had been in existence for a 

number of years, branch managers take initiatives in informing top management on areas that 

need attention and resources to sustain their CRM projects. For both companies, however, 

commitment from top management has not been a challenge.

Technology Related Issues

Another challenge is when companies focus on capability building instead of return on 

investment (ROI) creation (Kovacs, 2006). This scenario is different form SIC. Even though they 

made huge investment initially on technology, much attention was given to restructuring 
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processes and training people to man the technology effectively. Technology in this sense is an 

enabler to the CRM project. Similarly, SCB considers technology as a means of customer 

satisfaction, retention and loyalty.

Data Related Issues

Myron (2003) states that data is the essence of any CRM system; any inaccuracy in data 

will produce inaccurate results. Both companies are of the view that incorrect numbers, spelling 

mistakes and outdated contact information can infect the system. The two companies have 

expressed that such has been their major challenge in their CRM strategies.

Integration Related Issues 

Inadequate integrated plan for project implementation and the inability for companies to 

accurately link the CRM project to higher-level business strategies is always a setback to CRM 

strategies (Kovacs, 2006). Data from the two companies indicate that integration has been a 

challenge since they adopted their CRM packages. SIC for example, talks of the inability of their 

field agents to interact properly with their sales force to serve customers better. Even though 

SCB has no proper data integration between the sales force and other departments, it does not 

consider integration related issues as a challenge at the moment. 

6.3.3 RQ3. What are the factors that facilitate successful implementation of CRM in 

financial institutions in Ghana?

The empirical data available from the two companies under study suggests that both 

companies view CRM as hardly ever implemented without a proper planning at the initial stage. 

Both companies have given reasons as to why CRM strategy should be carried out in phases. 

In outlining the factors required for a successful CRM implementation, Lindgreen (2004) 

suggests a model whereby “hard” CRM skills (situation report, analysis, strategy formulation, 

and implementation) are combined with “soft” CRM skills (commitment of senior management, 

management development, employee involvement, and evaluation of loyalty-building processes).

Both SIC and SCB are optimistic that their success in their CRM projects is the result of 

a careful combination of both “hard” and “soft” CRM skills. They are of the view that time needs 

to be taken to study these skills at any stage of the projects implementation. By this, they tend to 

distinguish between having the outline on one hand and actually following it through stages on 

the other. 
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CHAPTER SEVEN

FINDINGS AND CONCLUSION

In this final chapter, a summary of the results that came out of the analysis in reference to 

the whole research purpose and research questions are presented. The conclusion aims to 

examine if the theory and the frame of reference in chapters Two and Three respectively are 

consistent with what was obtained from empirical data. This chapter will attempt to provide 

implications for management and some suggestions for future research. 

7.1 CRM in Financial Institutions in Ghana

It could be argued that financial institutions contribute to the development of any nation. 

As such these financial institutions have an integral role to play in providing the best service 

possible to the nation’s citizenry. This has made customer relationship management (CRM) a 

concept worth exploring. Such a concept, though new to Ghana, has made gigantic strides in the 

way products and services are offered to customers. This research focused on the way CRM is 

practiced in Ghana among financial institutions.

This study has given more insight into the benefits and challenges that these two (2)

companies (State Insurance Company (SIC) and Standard Chartered Bank (SCB)) under study 

faced with their CRM projects. It has also revealed some key issues or factors that these 

companies considered before and during implementation of their CRM projects. It was also 

interesting to find the opinions of management or managers of both companies in terms of their 

level of satisfaction of the CRM processes.

7.2 Conclusion

The empirical data and analysis presented in this study suggests that there have been 

benefits experienced in the adoption of CRM by the two (2) companies. These benefits or 

intended benefits include cost saving and reduction, customer satisfaction, customer retention 

and revenue enhancement as well as organizational impact. This is in line with Swift (2001) who 

states that organizations obtain greater gains or benefits in such areas. 

Both companies have realized an improvement in cost saving and cost reduction. This is 

mainly due to SIC and SCB creating value for their customers as well as having their business 

processes streamlined. This strategy confirms postulations of Riddle (2005). The effect is, both 
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companies becoming aware of increasing market developments and being able to adopt or react 

quickly whiles at the same time, reducing to a minimum, operational cost. 

In terms of customer retention, both companies in reducing operational cost and being 

able to increase responsiveness to market development, could now optimize on customer 

services, sales and marketing. Not only do they have an opportunity to discover and develop new 

markets but are able to shorten sales cycles. In concentrating on optimizing customer service, 

fewer complaints are received from customers indicating an increase in customer satisfaction. A 

high level of customer satisfaction increases the level of customer retention which will 

subsequently result in an increase in profit.

With respect to organizational impact, the companies have become a lot more sensitive to 

customer needs. Products and services become fashioned to suite the taste of customers. The 

companies are now perceived to be customer- focused and this builds stronger ties between the 

companies and their respective customers which may be difficult to duplicate by competitors. It 

must however be emphasized that it remains to be seen if these benefits would continue to be 

present in the long term and customers would prefer these two (2) companies over their 

competitors as result of the benefits experienced.

Again, the two (2) companies under study have not been challenged so much in their 

respective CRM strategies. The first reason we believe can be attributed to the cooperation they 

enjoyed from management. Top management from the two companies has been supportive to 

their respective CRM strategies. In the case of SIC, it was management who initiated the CRM 

strategy and was subsequently committed to it. Though SCB had a different structure where 

branch managers had to access CRM needs and communicate to top management, the manager 

was appreciative of the fact that top management was ever willing to make available the 

necessary resources towards any CRM move. We have come to realize that top management’s 

approval and support is very fundamental to the success of any CRM initiative.

Also, the study from the two companies has indicated that technology is a means to an 

end and not an end in itself when thinking of a CRM strategy. SCB had a slightly developed 

technological base than SIC. With special reference to SIC, their ability to computerize their 

operations was just enough to see the accomplishment of their CRM dreams. They only needed

software that would enable the company generate customer information when requested within a 

limited period of time.  Adapting therefore, to the system was possible by any administrative 
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assistant with basic knowledge in information and communication technology. Technology, as 

we have come to understand from this study should never be a barrier to any CRM strategy. A 

major challenge to both companies is data organization. We have come to know that inaccuracies 

in data can hinder the full operations of a CRM system. Once the right kind of data is not given, 

the result is that no meaningful information can be retrieved. From this perspective it has been 

difficult for these two companies to satisfy those customers whose data have been recorded 

wrongly or not updated. Whatever improvement they seem to be making is challenged by such 

inaccuracies in data records on their CRM systems. Kim et al. (2008) maintained that by 

adopting CRM strategy financial institutions among other things can manage client data, 

including preferences, transactions, and communications history, in a manner that enables 

executives and management to have a 360° view of the client. The situation is quite challenging 

in the two companies. We have come to realize that integration, though important for a good 

CRM system, is not given much attention by these two companies. The two companies seem to 

be content with their level of integration. SIC for instance registers the same customers under 

different numbers depending on the product in question. The system thus scatters customer data 

according to product code and not the whole investment portfolio of the customer. For this 

reason it is difficult for the company to have a 360° view of a particular customer. We can 

assume that financial institutions in Ghana have not gotten to the stage where integration at all 

levels in a company’s operations is crucial to a CRM strategy. We believe that if they were to 

give due attention to system integration, then they can manage customer information in a more 

profitable manner than it is happening now.

There is no doubt that the “Hard” CRM and “Soft” CRM skills as suggested by 

Lindgreen (2004) have worked effectively for these two companies. In developing a CRM 

strategy, Hines (2002) expressed that organizations should first tackle business issues before

choosing a technology. He further explains that it is a must that they explain the real business 

needs to vendors or partners before investing. When we consider their application of the “hard” 

CRM skills, we come to understand and appreciate the fact that any CRM project which does not 

first analyze a situational report will be carried out in haste and will subsequently fail. Planning 

for a CRM project does not only take into consideration what needs to be done but more 

importantly an analysis of what has been happening. When there is a detailed analysis on a 

present situation, companies are able to make well- informed decisions on issues which would 
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invariably be the best alternative for the future. This would help any good manager to avoid 

common mistakes. We have also realized that CRM implementation is not done from memory. 

These two companies have a blueprint of their CRM strategy where they implemented one phase 

after the other. We now understand that blueprints for CRM strategies should be followed 

carefully. Whenever a change is necessary in the course of implementation, it should reflect in 

the blueprint. The assumption is that any other manager who takes over will then be able to know 

which direction to move the company and not act on impulse.

Again, the way and manner that these companies have applied their “soft” CRM skills 

have shown that right from the customer to top management; each one has a unique role to play 

in the success of a CRM project. Myron (2003) explains that it is natural for people to resist 

change. What happens in certain situations is that employees concerns and methods of evaluating 

loyalty are overlooked. Gifford (2002) maintained that as with any other business strategy,

“people” have a huge impact on the success of the CRM project. He went further to explain that 

the people involved should be trained to display the following key characteristics including 

positive attitude, people orientation, organizational skills, analytical skills, customer focus 

(natural empathy), and understanding of the link between CRM and profitability. Evaluating 

approaches are always objectively given by customer feedback and employee reactions. This 

application has informed us that the direct implementation of a CRM project always rests on how 

comfortable customers are at every stage of the project’s implementation and how willing 

employees are in coping with the new changes. Thus providing the necessary financial resources 

and other logistics for the CRM project does not automatically lead to success.

7.3 Implications

This is the final section of the thesis. As such recommendations are made based on the 

empirical findings for policy implication for management of financial institutions.  This will be 

followed by suggestions for future research.

7.3.1 Implication for Management of Financial Institutions

The purpose of this study was to answer the question of factors aiding in the successful 

implementation of CRM among financial institutions in Ghana. Particular reference is made to 

the benefits, challenges or barriers and factors facilitating successful implementation. Though the 

aim of this study is hardly to assume or generalize its findings, it is worthwhile noting some 
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observations. This we believe will be of importance in the development of policy in the 

implementation of CRM in the companies under this study as well as other financial institutions 

seeking to implement CRM successfully.

First, empirical findings have deduced that the proper implementation of a CRM strategy 

yields benefits. These benefits include a positive change in customer satisfaction and retention, 

an increase in the level of the companies’ cost saving and being able to reduce it and an upward 

increase in the companies’ profit margin. Also deduced was the positive impact CRM had on the 

companies’ image. This shows that financial institutions can attain an appreciable level of 

benefits.

Secondly, these benefits are achievable even during the process of implementing CRM in 

the companies. As was deduced from empirical findings, one of the companies began to 

experience the benefits of CRM implementation within the short term enabling them to compare 

the “Before CRM” and “After CRM” scenarios.

Thirdly, the basis of CRM is maintaining a stronger, closer relationship between 

companies and their customers especially the ones the companies already have. This study 

recommends that companies must be aware of the number of customers they have at any 

particular time, be able to identify customer demographics and offer the right products and 

services and create value for customers that will be difficult to duplicate by competitors. The 

companies should work hard to achieve total integration to enable them have a 360° view of the 

customer.

Finally, this study recommends the application of the model proposed by Lindgreen 

(2004); thus the use of both “hard” and “soft” CRM skills. This model has been proven to be 

effective in the study undertaken as shown by the empirical findings.

7.3.2 Suggestions for further research

The concept of CRM is a very diverse one which this study has barely scratched the 

surface. This study just focused on understanding the CRM application strategies and their 

successful implementation among financial institutions to bring about maximum customer 

satisfaction. There are numerous dimensions that this study, being used as a guide could be 

taken:  the use or lack of technology as a tool in the deployment of CRM activities among 

financial institutions in Ghana; the distribution or the importance attached to the elements of 
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CRM in Ghanaian companies; the effect of business practice and culture on the success of CRM 

strategy. These are but a few topics for which this study may aid in such research. It is 

recommended however that the long term effect of benefits or would be benefits especially 

among Ghanaian companies, which is not considered in this study, be explored and answered.
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APPENDIX ONE

INTERVIEW GUIDE

Background Questions

1. What is the official name of the company

2. How many branches do your company has nation-wide?

3. What has been the trend in the Company’s market share since its establishment?

4. What are the types of product offered?

5. What is the current number of employees?

6. What are the company’s corporate objectives or goals?

7. What is the projected annual turnover for the company in the region?

8. What is the organizational structure of the company?

CRM at SCB / SIC

1. When was a conscious effort made to adopt a CRM strategy?

2. What kind of process and systems were in place before the implementation of CRM?

3. What were the roles played by:

 top management

 employees and

 customers towards the CRM implementation  

4. Has the interviewed manager been part of the changed process from the very beginning?

5. What has been the main internal reason for adopting and consciously implementing 

CRM? 

6. What are the benefits that the company anticipated for the CRM initiative?

7. What are the benefits currently realized by the company from the CRM project?

8. Are customers satisfied more than before? If yes what are the indications?

9. How does a customer access or receives answers to his/her concerns?

10. Are there bonuses and or discounts for loyal customers? If yes, in what form?

11. What other promotional activities exist to attract new customers or sustain existing ones?
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12. What indications are there to prove that your CRM strategy is duly a customer- focused 

one?

13. How has CRM influenced the company in terms of how business processes are 

conducted?

14. How has CRM contributed in enabling the various levels of the company to have a 360°

view of the customer?

15. How committed is the company in allocating resources towards 

 sales and marketing

 promoting service excellence

 time and money towards employees training.

16. What investment portfolio is available to instill in employees the utmost importance of 

service-mindedness and customer orientation?

17. Did any employee ever feel threatened (loss of job) as a result of the introduction on 

CRM?

18. What kind of technology is supporting the company’s CRM project?

19. How is technology supporting the attainment of the company’s goals?

20. What challenges do customer and employees face with the new technology?

21. What are some of the problems, challenges you encountered at the initial stages of your 

CRM project?

22. How would you describe to challenges in relation to the benefits the company currently 

experiencing?

23. What kind of considerations did management put in place before introducing CRM?
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APPENDIX TWO

Financial Services in Ghana

Ghana’s financial services sector can be classified into three main categories i.e., 

banking, insurance and capital markets. The sector has shown significant development over the 

past decade. For the purpose of this study, we will limit the scope of this background to banking 

and insurance services in Ghana. 

Banking

The Bank of Ghana (BoG) Act 2002 (Act 612) has been replaced with the Banking Act 

2004 (Act 673) to strengthen the regulatory and supervisory functions of the Bank of Ghana 

(BoG). 

In February 2003, BoG formally introduced the Universal Banking Business License 

(UBBL), which is expected to bring more competition within the industry. To operate under the 

UBBL, existing banks must have a minimum net worth of GH¢70 million ($70 million), 

excluding statutory reserves, and new banks should have a paid-up capital of GH¢70 million. 

Banks are required to hold 9% of the cedi and forex deposit base with BoG on daily basis as 

primary reserves and 35% of their deposit base in cedi denominated assets as secondary reserves. 

The Government of Ghana Index-Linked Bonds (GGILBs) was introduced in 2001, 

which as part of the reserve requirements converted Government of Ghana short-term liabilities 

into long-term loans. BoG requires banks to hold 15% of their total deposits in GGILBs. The 

GGILB is now being phased out by the new second and third year fixed or floating bonds. 

Currently, there are nineteen (19) banks operating in the formal banking sector under 

different banking licenses.

Insurance

The Ghanaian insurance market is a thriving one with huge potential for growth in both 

the Life and Non-Life markets. The competition is however keen in the Life market as a result of 

the anticipated passage of the new insurance bill which will require the separation of Life and 

Non-Life businesses and an increase in the capital requirement to GH¢7 million.

The Ghanaian market continues to demonstrate some unique characteristics such as:

 Continuous growths as insured seek to self-insure more of their risks. 



86

 Tougher competition for many finite products. 

 A growing presence in both life and non-life re-insurance. 

Product development continues to be concentrated on the core property/casualty market 

and insurers are constantly seeking to identify alternative solutions for clients whose needs are 

not being addressed.

The challenges facing the industry includes the under pricing of policies and the 

worsening position of bad debts which has resulted in most insurance companies making 

significant underwriting losses.

The need for insurance firms to spread their risks in order to reduce the impact of risk 

during any catastrophe led to the creation of the Ghana Reinsurance Company, which is 

mandated to receive legal cession 20% of premium as reinsurance.

The future of the banking and insurance institution looks bright especially since the 

devaluation of the cedi in July 2007, to the effect that that GH¢ 1.00 is equivalent to $1.00. The 

result of this is the attraction of investments to this sector by organizations.
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ABSTRACT

This work has been initiated as a result of many questions raised as to the factors a company should consider when developing a CRM strategy. Diverse views have been in a fragmented manner about the core issues required for a successful implementation of CRM. The purpose of this research therefore is to unveil the factors that contribute to a successful implementation of a CRM strategy. To achieve this purpose, the following research questions were outlined: What are the (would be) benefits of CRM for financial institutions in Ghana? What are the challenges for implementing CRM in financial institutions in Ghana? and, What are the factors that facilitate successful implementation of CRM in financial institutions in Ghana?

In order to obtain the best results from the discussions, the main research methodology adopted was a case study involving two (2) financial institutions in Ghana. Findings from the study have revealed that financial institutions adopt both “hard” and “soft” CRM skills as a means of ensuring the success of their CRM projects. Findings have also shown that there are few challenges especially in the area of data integration which tends to slow down the progress being made by companies in their CRM operations. Again, findings have underscored the benefits derived from CRM initiatives even at the initial stages of its implementation. Finally, contrary to other theories that CRM requires heavy initial capital investment, findings have indicated that CRM depends very much on the commitment from top management, employees as well as customers.
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CHAPTER ONE



INTRODUCTION

This chapter introduces the reader to understand a brief background of Customer Relationship Management and the nature of Financial Institutions in Ghana. This is followed by the discussion of the problem, the purpose of the research, and specific research questions considered.

1.1 Background

Customer Relationship Management (CRM) consists of three (3) major components; customer, relationship, and management. The customer is the only source of the company’s present profit and future growth. The relationship between a company and its customers involves continuous bi-directional communication and interaction. Such a relationship on the part of management is not an activity only within a marketing department, but also involves continuous corporate change in culture and process (Paul Gray and Jongbok Byun-2001).

 (
CRM
)

Figure 1.0 Components of CRM

Source: Paul Gray and Jongbok Byun (2001)

Richard Barrington (2008) maintained that CRM systems began as a way to track customer interactions with the view of producing personalized products and services. Bose and Sugumaran (2003) explained that CRM involves managing customer knowledge to better understand and serve them. They went further to state that CRM is an umbrella concept that places the customer at the centre of an organization. Customer Service is an important component of CRM; however CRM is also concerned with coordinating customer relations across all business functions, points of interaction and audiences.

PeopleSoft (2002), states that the goal of CRM is to identify ways that would enable companies to maximize the profitability of every customer relationship. Monitoring each, customer behavior is important against the backdrop that customers today vary in their needs, preferences, buying behavior and price sensitivity. Greenberg (2001) states that in order to understand CRM, you must also understand the changing nature of the customer because customers are not what they use to be.

Judith Sandall (2007) reports of a survey conducted by CRM Guru in 2006, 50% of the respondents indicated that they base their satisfaction with a company on the sum of their interactions with the company’s brands, products, services and people. This goes to indicate the complexities in customer needs. To this end, Fayerman (2002) thought of CRM as a customer focused business strategy that aims to increase customer satisfaction and customer loyalty by offering a more responsive and customized service to each customer, in view of the fact that each customer is unique. Wilson et. al., (2002) expressed further that such a strategy will give the individual customer a sense of being cared for, by so doing new marketing opportunities based on the preferences, previous behavior and history of the customer are created. Sandall (2007) is of the view that effective customer support keeps customers happy and improves a company’s ability to keep them as customers. Customer retention over their lifetime will contribute to enhance the firm’s profitability (Vlčková and Bednaříková, 2007).

As demands for financial services has increased, and as the number of players in the financial services sector has expanded, the product and service offering have become more diverse. The increasing competitiveness in the financial service institution is forcing organizations to place greater emphasis on building and establishing valuable customer relationship (Oracle Corporation, 2005). Canel, Rosen, and Anderson (2000) considering the situation from a wider perspective maintained that with the expanding global competition, the emergence of new technologies and the improved communications have increased customers expectation for fuller satisfaction on their investment. Against this background is the challenge within financial institutions to direct their focus to customer satisfaction and quality of products and services. The emphasis now is not on the number of new customers that are attracted to a product but on how existing customers are satisfied to ensure their retention. Dyché (2002) explained that CRM is taken seriously because the cost of acquiring a new customer is six (6) times more than keeping an old one. Judith Sandall (2007) reports on a statement by Havard Business Review that some companies can boost profit by almost 100% by retaining 5% more of the customers. She went further to say that simply managing your customers adds value to a business, but evaluating a customer’s experiences and tailoring your business processes to accommodate what you have learned from them adds value to your customer relationship. This seems to be a subtle proposition but a critical distinction that must exist between companies with CRM strategies and those without. 

Thompson (2004) argues that CRM is emerging as a critical strategy simply because relationships are coming to the forefront of the competitive battleground. CRM therefore is a tool that supports an organizations strategy and business planning and enables it to measure progress on an ongoing basis. According to Sandall (2007), the basis of successful CRM is to manage people and processes more effectively through user-friendly technology to:

a. Streamline and automate the sales process

b. Streamline and automate the marketing process.

c. Improve the responsiveness of the customer service centre.

d. Analyze and predict customer behavior to improve sales and target market efforts.

e. Productively manage relationship with partners and suppliers.

The financial needs of customers change throughout their lifetime, providing incentives for financial institutions to cultivate lifelong customer relationships. A customer’s loyalty increases as the length and quality of the relationship increases. CRM remains the goal of creating and sustaining competitive advantage (Thompson, 2004). Many success stories are told about CRM implementation. Such success results have brought many organizations to the conclusion that CRM is a compelling option to doing business in this era. Richard Barrington (2008) cites some of these stories as follows:

a. Using a system from Oracle Siebel, CRM solutions was able to better target their highest value opportunities, resulting in a 100% increase in revenue.

b. A customer relationship management article in the Harvard Business Review cited sales force results such as a 200% improvement in productivity for lower-quartile representatives, while average representative productivity improved 30% over a two-year period thanks to CRM.

c. Beyond sales results, implementation of a thorough sales automation process can add to the overall valuation of a company. A 2007 Business Week article cited CRM as one of seven (7) factors which can boost the value of a business.

Considering the benefits and importance of CRM application strategies as we have presented, it becomes a major business strategy for financial institutions to grow their businesses through customer retention. 

1.2	Problem Discussion 

The market forces facing financial service providers in the retail sector in no doubt require “new” core competencies for differentiation. Financial service providers must be sure to differentiate their managerial capabilities: service (customer interface), intellectual capital and infrastructure management. The combination of these factors and the timing of technology innovation places substantial pressure on the structure of the financial services industry. Some industry experts postulate that the global financial services infrastructure is destabilizing, due to the reduced barriers of entry brought on by new technologies, deregulation and globalization. The once familiar and distinct territories known as the banking industry, insurance industry, and securities industry are quickly disappearing. Deregulation, technology, and global competition are blurring the lines that traditionally defined the financial services markets—geography, product offerings, and distribution channels. The traditional means of doing business are also changing. Instead of going to the bank or an insurance company, people will more likely visit the automated teller machine (ATM), a kiosk, or website, where they can also check their stock portfolio or compare insurance rates online. Customers, faced with an increasing array of financial products and services, are expecting more from providers in terms of customized offerings, value, ease of access, and personalized service. For example, it is now more difficult for companies to differentiate their products solely on price. Forward-looking financial industry executives wanting to keep pace with the rapid changes are seeking to better understand, respond to, and anticipate the challenges of the new marketplace (PeopleSoft, 2002). Wilson, Daniel and McDonald (2002) identified and summarized financial institution’s core objectives in doing business as:

· Providing the right offer for each customer.

· Providing the right offer at the right time for each customer.

· Providing the right offer through the right channel for each customer.

· Improving the process to communicate with the right customers.

Financial institutions are discovering the compelling nature of the CRM business strategy. Protecting valued customers is synonymous with protecting future earnings as an alternative to being acquired or gaining massive scale. Thompson (2004) intimated that CRM is a business strategy adopted to acquire, grow and retain profitable customer relationship with the goal of creating a sustainable competitive advantage. It is noted first and foremost that CRM is a business strategy. CRM is one of many potential business strategies that underscore the need for any financial institution to identify and leverage its primary competitive advantage. Treacy and Wiersema, in their work “The Discipline of Market Leaders” (1994), pointed out that leading businesses have one of three primary competitive advantages which are identified and leveraged. These are operational excellence, product leadership and customer intimacy.

It should be noted that all financial institutions need a minimum capacity for all three (3) abilities. However, there should be one of these three (3) that should be the discipline in a successful business. Sam Kilmer (2002) reports on Tower Group’s Kathlean Khirallah to have stated that “To develop a CRM strategy that will have to consider a profit, a financial institution will have to consider a variety of applications”. He was however quick to add that sorting out of these applications is a challenge to many managers.

As the financial services industry moves from a transaction-centric to a relationship-centric business approach, effectively leveraging customer relationships becomes all the more critical (PeopleSoft, 2000). Customer management issues are exacerbated when there are many disconnected systems and no central location to capture all of the accumulated customer data (PeopleSoft, 2002). The ability to view all customer interactions and information is essential to providing the high quality of services that today’s customers demand. However, many financial institutions also find their customer data fragmented by virtue of channel segmentation (e.g. broker or direct), by product (e.g. superannuation or short-term insurance), or by company organizational structure. The collection and integration of data into a single logical repository that sales people, contact center agents, and marketing and support personnel can all use is crucial to a company’s success. This can be achieved only if the front-end system that interacts with the customer —call centers, internet, and branch—also interacts with the back end—the billing statements, and other account information.  In addressing such issues technology thus becomes indispensable. 

According to Trepper (2000), CRM requires a large amount of initial investment in hardware and software but without any immediate cost saving or revenue improvement. Sam Klimer (2002) reports of Gartner Group as stating that companies implementing CRM business strategy, to date, have spent three to five times more on implementing the technology than they have on acquiring the technology itself. Among many financial institutions in Ghana, CRM application technology implementations have arrived as part of an early sales force automation movement that has expanded its presence into a more operational, customer service focus. In many cases, the technology has arrived with an inherent sales tracking and incentive-planning objective.  Sandall (2007) maintained that while sales tracking and performance incentives are consistent with a CRM business strategy, they bring many organizational and cultural issues to the forefront in the process of implementation. Also, customizing a CRM-related application, particularly the Relational CRM application, is an iterative process. When an application technology has been designed to cross industries, fit various data models, and all screens need to be customized, the implementation and its resources can drag on for months and years (Sam Kilmer, 2002).

In their presentation “12Manage” (2008) underscores ten (10) main elements away from technology as needed to create a customer oriented organization. These, the group noted are:

1. Strong customer oriented leadership

2. The mission to be a relation oriented –organization aimed at long-term interaction.

3. The corporate purpose is aimed at the customer

4. The main strategy is to win by customer intimacy

5. Company values are employee values focus on caring for customers

6. Behavioural standards reflect customer empathy and the wish to building long-term relationship and commitment.

7. A relation-oriented organizational culture

8. An organization that is putting customer contacts in the centre.

9. People empathic communication skills caring for customers

10. Systems that help to connect and manage hard values with soft values, such as the value chain and the Balances Scorecard.

Among others, Sam Kilmer (2002) identified the three (3) key factors that determine the expense and success of an implementation of the CRM business strategy as Employee/cultural issues, Customization issues, and System integration issues.

In summary, the researchers have in the first place outlined the benefits of CRM strategies. Again, acknowledgement is made that the nature of the current financial market leaves CRM as a compelling option for financial institutions. Such a move, the researchers identified, begin with leveraging customers’ data into a single portfolio and managed through technology. Technology however, requires initial heavy investment which may not allow many institutions to think of adopting a CRM strategy. Financial institutions which constitute an aspect of intangible producers of goods and services have not been subjected to an in-depth study to identify factors outside technology that can ensure successful implementation of a CRM strategy. According to Galbreath and Rogers (1999) CRM is relatively a new management concept, a new approach to managing customers, currently sweeping through businesses worldwide and it is especially finding audiences in the professional service sector. The research problem can be stated as follows; “What are the factors required for a successful CRM implementation among financial institutions in Ghana?”

1.3	Purpose of the study

The purpose of the study is to understand the CRM application strategies and their successful implementation among financial institutions to bring about maximum customer satisfaction. By so doing, we hope to make CRM applications attractive to financial institutions in Ghana regardless of company’s size and capital base.



1.4	Research questions

With reference to the above stated research problem, “What are the factors required for a successful CRM implementation among financial institutions in Ghana?” the following research questions have been posed to guide the study to achieve the purpose. 

i. What are the (would be) benefits of CRM for financial institutions in Ghana?

ii. What are the challenges for implementing CRM in financial institutions in Ghana?

iii. What are the factors that facilitate successful implementation of CRM in financial institutions in Ghana?
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CHAPTER TWO



LITERATURE REVIEW

This chapter focuses on providing the reader with relevant literature in the scope of study. It aims to identify the factors required for a successful implementation of CRM (i.e. Customer Relationship Management), its benefits and challenges in financial institutions.

2.1 Customer Relationship Management

Financial institutions are undergoing significant change, and today’s playing field is both complex and competitive. Not only are there fewer new customers to pursue and more entities pursuing them, but the industry is also impacted by regulations that vary worldwide and are all in a state of transition. Competition has increased with banks and brokers adding insurance products to their product mix, and insurers are now offering broader financial service products. The internet has added and increased pressure to margins by enabling customers to do their own comparison shopping. “Capturing and sustaining market advantage in this fiercely competitive industry hinges on the ability to understand and leverage the industry’s most valuable asset – the customers” (Peppers & Rogers, 2002). This customer-centric approach which vies for customer loyalty and satisfaction can only be successful when supported by an enterprise-wide customer relationship management (CRM) strategy (Bee, 2008). 

CRM is a multi-dimensional construct consisting of four (4) broad behavioral components which include, Key Customer Focus, CRM Organization, Knowledge Management, and Technology-based CRM. This is in accord with the notion that successful CRM is predicated on addressing four key areas: strategy; people; technology; and processes (Fox and Stead, 2001), and that only when all these four work in concert can a superior customer-relating capability emerge (Day, 2003).

Kwame Dzato (2007) commented that CRM strategy of any financial services organization should focus on integrating people, processes and technology to maximize the value exchange. Bygstad (2002) cited Ciborra and Failla (2000) who describe CRM as an information infrastructure, consisting of processes, people and technology.

Bee (2008), simply maintained that financial institutions who want to adopt CRM systems need to address three critical factors – people, processes and technology.



Figure 2.0 Elements of CRM

Source: By Author

2.1 

2.2 Technology as an element in a CRM Strategy

CRM technology applications link front office (e.g. sales, marketing and customer service) and back office (e.g. financial, operations, logistics and human resources) functions with the company’s customer “touch points” (Fickel, 1999). A company’s touch points can include the Internet, e-mail, sales, direct mail, telemarketing operations, call centers, advertising, fax, pagers, stores, and kiosks. Often, these touch points are controlled by separate information systems. CRM integrates touch points around a common view of the customer (Eckerson and Watson, 2000). In some organizations, CRM is simply a technology solution that extends separate databases and sales force automation tools to bridge sales and marketing functions in order to improve targeting efforts. 

Information technology (IT) has long been recognized as an enabler to radically redesign business processes in order to achieve dramatic improvements in organizational performance (Davenport and Short, 1990; Porter, 1987).  Bacun (2000) is of the view that CRM Software solution is only a TOOL for procedures already in place. IT assists with the re-design of a business process by facilitating changes to work practices and establishing innovative methods to link a company with customers, suppliers and internal stakeholders (Hammer and Champy, 1993). CRM applications take full advantage of technology innovations with their ability to collect and analyze data on customer patterns, interpret customer behavior, develop predictive models, respond with timely and effective customized communications, and deliver product and service value to individual customers. Using technology to “optimize interactions” with customers, companies can create a 360° view of customers to learn from past interactions to optimize future ones (Eckerson and Watson, 2000). CRM solutions deliver repositories of customer data at a fraction of the cost of older network technologies. CRM systems accumulate, store, maintain, and distribute customer knowledge throughout the organization. The effective management of information has a crucial role to play in CRM. Information is critical for product tailoring, service innovation, consolidated views of customers, and calculating customer lifetime value (Peppard, 2000). Among others, data warehouses, enterprise resource planning (ERP) systems, and the Internet are central infrastructures to CRM applications.

Data Warehouse Technology

According to Chen and Popovich (2003) a data warehouse consist of an information technology management tool that gives business decision makers instant access to information by collecting “islands of customer data” throughout the organization by combining all database and operational systems such as human resources, sales and transaction processing systems, financials, inventory, purchasing, and marketing systems. Specifically, data warehouses extract, clean, transform, and manage large volumes of data from multiple, heterogeneous systems, creating a historical record of all customer interactions (Eckerson and Watson, 2000). 

Enterprise Resource Planning (ERP) Systems

Enterprise resource planning (ERP), when successfully implemented, links all areas of a company including order management, manufacturing, human resources, financial systems and distribution with external suppliers and customers into a tightly integrated system with shared data and visibility (Chen, 2001). 

Chen and Popovich (2003), in Table 2.0 illustrated significant differences between ERP technology and CRM applications.
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		ERP

		CRM



		ERP serves as a strong foundation with tightly integrated back office functions

		CRM strives to link front and back office applications to maintain relationships and build customer loyalty.



		ERP systems promise to integrate all functional areas of the business with suppliers and customers

		CRM promises to improve front office applications and customer touch points to optimize customer satisfaction and profitability



		ERP systems address fragmented information systems

		While CRM addresses fragmented customer data.





Table 2.0 Differences between ERP Technology and CRM Applications

Source: Chen and Popovich (2003)

Smith (2007) also indicated that that ERP systems store customers' financial relationship with the company whiles CRM solutions store their buying patterns and marketing demographics. Amper, Politziner & Mattia (2008) have illustrated that Enterprise Resource Planning (ERP) includes functionality for accounting, manufacturing, distribution, Customer service; whiles Customer Relationship Management (CRM) Collects and organizes customer data from various sources including call centre, e-mail point of sales, sales personnel. 

Although ERP is not required for CRM, providing customers, suppliers, and employees with Web-based access to systems through CRM will only be beneficial if the underlying infrastructure, such as data warehouses and/or ERP, exists (Solomon, 2000). 

Impact of the Internet

The explosive growth of the Internet has also brought new meaning to building customer relationships. Greater customer access to the organization, such as online ordering and around the clock operations, has set the stage for a shifting paradigm in customer service. A recent report describes how successful Web sites are in building lasting relationships with “e-customers” by offering services in traditionally impossible ways (Peppers and Rogers, 2000). Customers expect organizations to anticipate their needs and provide consistent service at levels above their expectations.



2.2.1 Factors to consider in selecting the right CRM Technology 

Ross and Weill (2002) raised concerns as to the extent to which technology should be emphasized in developing a CRM strategy. In order to develop the right technological base to support a CRM strategy organizations are to ask:

· How much should be spent on information technology?

· Which business processes should receive attention?

· Which information technology capabilities need to be organization-wide?

· How good does our information technology service really need to be?

· What security and privacy risks will we accept?

· Whom do we blame when information technology goes wrong? (ibid)



Barrington (2008) also suggested five key issues that should guide organization into purchasing a particular CRM system:

1. Is the sales force located centrally, or spread among multiple locations? Organizations with multiple sales locations may find a hosted solution as an advantage.

2. What is the size of the customer base? Scalability is an issue with any technology, and organizations with huge client bases should consider systems that can handle that kind of volume.

3. What is the organization’s growth rate? Fast-growing organizations may want to emphasize modularity, which can help them re-word the system as their needs develop.

4. Do multiple parties touch on the sales process? If so, multi-point access to real-time information is a plus.

5. Is the organization selling big-ticket or small-ticket items? With a company that does a high volume of small-ticket sales, the emphasis should be on expediency rather than slowing the process down with a high degree of detail.

According to Bo Lykkegaard, any formal evaluation of a CRM strategy should evolve around key questions related to CRM software: 

· Support of Core Processes. What is the ability of the vendor to support the core processes in the industry or company? Is the solution able to handle special issues related to how I sell, market and service, etc. 

· Total Cost of Ownership. What is the estimated total cost of ownership of the CRM solution over the expected useful life of the solution? 

· Ease of Use. How do key user groups, such as sales, marketing, and service or support staff respond to the solution? What factors determine or account for the easy use of the solution.

· Ease of Knowledge Transfer. How complex is it for my internal staff to assume ownership of the solution? 

· Ease of Integration. Does the CRM software support automated workflows and processes involving non-CRM applications, such as applications related to order management, billing, accounts receivable, inventory, and service management? 

· Support of Business Intelligence. What does the solution offer in terms of pre-packaged analytics and reporting? Can the relevant managers get the information they need in time and good quality? How easy is it for local managers to develop needed reports and alerts? 

· Availability of External Resources. What is the availability of support staff, consultants, resellers, and references in my local region or country? What global resources, such as user groups, web-based forums, and phone-based support are available should I become a customer? 

· Level of Security. How secure is the confidential customer information both from external threats and internal threats, such as disgruntled employees.

Barrington (2008), commented that in addition to examining business attributes, a company should consider how a CRM system coincides with short-term and long-term goals. Such an approach can be guided by key questions as to whether it is essential to minimize upfront cost. If so, hosted solutions with modularity may be appropriate. Also, should different parties be able to interact in real time? Complex sales can be a highly collaborative process, making this type of capability useful. Again, is security an emphasis? No evidence indicates that hosted systems are penetrable, but if security is a top priority, keeping the system in-house may provide the highest degree of assurance. Another guided question is whether the company wants to foster a consistent process across its sales force? 

2.3 Business Process Re-engineering as a CRM Strategy 

Despite the technological perspectives discussed in the previous section, the philosophical bases of CRM are relationship marketing, customer profitability, lifetime value, retention and satisfaction created through business process management. In fact, Anton (1996) characterizes CRM as an integrated approach to managing customer relationships with re-engineering of customer value through better service recovery and competitive positioning of the offer. Couldwell (1998) further depicts CRM as a combination of business process re-engineering (BPR) and technology that seeks to understand a company’s customer from the perspective of who they are, what they do, and what they are like. Limayem (2007) intimated that BPR for CRM involves rethinking and redesigning business processes to create value to customers through using IT as the primary enabler with the aim of achieving quantum improvements.

Davenport (1998) explained BPR to mean a structured, measured set of activities designed to produce a specified output for a particular customer or market. It implies a strong emphasis on how work is done within an organization focusing on the potential BPR Impact on dramatic productivity improvements, dramatic product and service quality improvements, cost reduction or efficiency gains, improvement in organization quality and an increase of market coverage.

According to Bibiano, Mayol and Pastor (2005), business process is a set of linked activities that create value by transforming an input into a more valuable output. Both input and output can be artifacts and/or information and the transformation can be performed by human actors, machines, or both (Bibiano, Mayol and Pastor, 2005). They further identified three (3) types of business processes which they maintained should be supported by Business Process Management Systems (BPM Systems). These three are:

1. Management processes – the processes that govern the operation. Typical management processes include "Corporate Governance" and "Strategic Management".

2. Operational processes – these processes create the primary value stream, they are part of the core business. Typical operational processes are Purchasing, Manufacturing, Marketing, and Sales.

3. Supporting processes – these support the core processes. Examples include Accounting, Recruitment and IT-support. A business process can be decomposed into several sub processes, which have their own attributes, but also contribute to achieving the goal of the super-process. The analysis of business processes typically includes the mapping of processes and sub-processes down to activity level.

1.3.1 

2.3.1 Operational CRM

Operational CRM is centered in supporting business processes which includes customer contact (sales, marketing and service). The resulting data is sent to the users since it is required to carry out the activities related to the commercial area. According to Gartner Group (2004) operational CRM supports the following processing tools:

• Sales Force Automation (SFA): automates some processes related to sales and sales management, this tool is designed to improve commercial productivity.

• Customer Support and Service: automates service request, complaints, order returns and information requests using elements such as telephones, faxes, e-mail and internet.

• Enterprise Marketing Automation: provides information about the environment of the company, including its competitors, current market trends and variables. Its goal is to improve marketing campaign’s efficiency.

The operational processes remain the core of the business, producing the actions that give the company their main goals.

2.3.1 

2.3.2 Analytical CRM

Analytical CRM is committed with the collection and analysis of data related to customer and marketing, providing value information for decision taking support and strategic directions in the sales area. Since the management processes include operations such as the ones cited before, the relation between these elements is pointed out.



2.3.3 Collaborative CRM

The supporting processes act together with the management processes, giving them sustainable actions in order to carry out the main business processes of the company. Similarly, Collaborative CRM supports the relations between users across the organizational structure and aid in the actions of operational CRM. 



Figure 2.1 Three Types of CRM

Source: META Group (2000)

1.4 

2.3.4 Factors to consider in Business Process Reengineering (BPR)

A good CRM development solution also requires a continuous effort that seeks redesigning core business processes starting from the customer’s perspective and involving customer feedback. In a customer-centric approach, the goal becomes developing products and services to fit customer needs. Seybold et. al. (2001) identified five (5) steps in designing a customer-centric organization processes. First is to make it easy for customers to do business by eliminating redundant procedures. Secondly is to design every stage in the process focusing on the end customer. Again the company is to redesign front office and examine information flows between the front and back office. The forth point to consider when designing  customer-centric organization processes, to foster customer loyalty by becoming proactive with customers and lastly is to build in measurable checks and balances to continuously improve the process which has been initiated to identify any malfunctioning. 

Pogol (2007) maintained that the real key to finding the right CRM solution for any organization comes from analyzing its existing pre-CRM processes and workflow by taking time to gather sales, marketing, service, and executive teams for a lengthy business analysis. Again, the right solution can be arrived at through identifying all of the existing processes that affect new customer acquisition, existing customer nurture processes, customer service processes, and executive analytical processes. It can also be achieved by mapping out existing processes to allow the organization to identify the key components that the CRM solution will need to have in order to fit into the existing business model. Only then will it be feasible to go out and navigate the CRM landscape to narrow down options. Resisting the temptation to deploy a solution with functionality above and beyond needs is also a way of obtaining the right process. A large majority of businesses that have deployed CRM solutions are only using roughly 30% of the capabilities of the system they own, yet those added features were part of the overall solution price and implementation. 

Kim (2004) identified and grouped five (5) factors that are emphasized in a BPR models:

· Organizational commitment refers to the company’s supporting activities and factors for target system development.

· Project management includes the project team and managing activities.

· Strategy and process factors express the target information system’s strategic direction and business and functional processes

· Technology implies system design and realization activities.

· Consequences refer to the results of system development some common factors that determine an information system project’s consequences. He also suggests common relationships among the factors. 

Limayem (2007) mentioned that the main characteristics of a well planned BPR should respond to a business objective which among other things is oriented towards the customer and should have the ability of creating value. He expressed further that such a process should constitute a sequence of activities that are repetitive and crosses organizational or departmental boundaries.

Ellesmere (2006) stated that the objective of BPR is to transform business performance through people, process and infrastructure.  He went further to explain that a good BPR model should seek to clarify business goals and indicate the baseline of current business processes. From this point, the current processes should be redesigned for operation and implementation.

2.4 People in CRM Strategy

Implementation of enterprise technology, such as CRM and ERP, requires changes to organizational culture (Al-Mashari and Zairi, 2000). While technology and business processes are both critical to successful CRM initiatives, it is the individual employees who are the building blocks of customer relationships. The most important change is never technical. The changes in what goes on inside of people, the ones who use all that technology—their perceptions, feelings, and ability to adapt and accept external changes that are occurring—is of great importance (Brendler, 2002). Customer Relationship Management is about “relations” between people. “Yes, business is done by people, not companies” (CRM Guru, 2008). Llamas and Sulé in their research paper “How to Measure the Impact of a CRM Strategy on the Firm Performance” noted that implementing a CRM strategy means to go beyond technology investments. The success of this strategy requires changes in corporate culture, training and involvement of the employees, and tracking and control of the performance.

According to Parasnis (2003), the key issues for any organization to developing CRM strategy is human behavior of both employees and customers. There are several underlying dimensions surrounding management and employees that successful CRM implementations require. Vlčková and Bednaříková (2007) expressed that employee’s approach to managing the relations with customers is the key factor for the success of Customer Relationship Management. Top management’s commitment however, is an essential element for bringing an innovation online and ensuring delivery of promised benefits. Commitment from Top management is much more than a CEO giving his accent to the CRM project. In a statement by the META Group Report (1998), singling out top management support and involvement as a key success factor for CRM implementations without a customer oriented cultural mindset is like throwing money into a black hole. Chen and Popovich (2003) stated that re-engineering a customer-centric business model requires cultural change and the participation of all employees within the organization. This change may result in the change of roles of many employees. Business processes and organization structure adjusts the staff's behavior. However, they cannot adjust all rules. If the employee has to succeed in changing these rules, then the company’s top management must create and make clear to employees the vision of the change together with clear rules, which the staff can accept and identify with them. The success of CRM will depend mainly on professional approach to work of all company employees, on their motivation, skills and knowledge, but also on systematic and consistent measurement and appraisal of their achievement. The effect will be that some employees may opt to leave; others will have positions eliminated in the new business model.



























Figure 2.2 Motivation elements of the Integrated CRM- CLM model

Source: Galbreath and Rogers (1999) 



Gifford (2002) maintained that as with any other business processes “people” have a huge impact on the success of the CRM process. He explained further that the people involved should be trained to display the following key characteristics including positive attitude, people orientation, organizational skills, analytical skills, customer focus (natural empathy) and understanding of the link between CRM and profitability. 









2.4.1 Factors to consider in addressing issues related to People in CRM 

Brendler (2002) noted that in any environment, people are resistant to change, he stated seven (7) guidelines which companies can follow to overcome resistance and help people embrace CRM as a business strategy. The first that companies should do is to go through the impact of the change on the people, individually and collectively; Building a case for change by focusing attention on reasons for change, including consequences of not changing and benefits of changing. Again companies who want to adopt CRM strategies should do well to hold regular communication meetings with stake holders as any change will affect them. Also, such firms should try and manage the stages of confusion by providing lots of information and clarity about what is happening and when and how it will impact people. Listening and encouraging people to talk about what is happening is another area that company can identify emerging problems and help in solving them. Employees and customers should be encourage to lead the change as this will make them feel part of the strategy. This notwithstanding, Brendler (2002), suggested the introduction of supporting managers who would become champions of the change. Last but not the least, as a matter of principle, companies should understand that there are no quick fixes for this cultural and psychological challenge.

The productive areas for which employees are to be prepared before the introduction of CRM strategy is connected with the following six (6) areas: Innovation and creativity, productivity and efficiency; customer handling and service; colleague handling and cross-functional processes and sharing of knowledge; ambassador role; and seniority.

CRM Today (2006) reported that employees should be given an exact picture of what is expected from them before the initiation of a CRM process. Employees should possess answers to questions: How each department /employee is affected by the CRM strategy?; What are the new skills they are required to learn?; How will their success be measured?; What are the organizational aspects that will not change with regard to the new system?; What can be the changes to look for?; What they stand to gain with the CRM strategy being introduced? And what are they required to do to support the CRM strategy?

2.5 CRM Benefits

In the competitive financial services industry, profitability and growth is largely dependent on client loyalty—thus making the client one of their most valuable assets (Oracle Corporation, 2005). In order to distinguish themselves from the competition, build client loyalty, and gain a competitive edge, companies are looking to client relationship management solutions. Guy Riddle (2005) stated that there are three (3) key reasons why companies are adopting CRM: 

· CRM enables businesses to adopt a customer-focused approach and build stronger customer relationships 

· CRM streamlines business processes - reducing operational costs and increasing an organization’s responsiveness to market developments 

· CRM optimizes marketing, sales and customer service processes, allowing businesses to identify new market opportunities, shorten sales cycles and increase customer retention. 

Crosby (2002), also stressed that by using customer information wisely, organizations can deliver their needs and thereby create a profitable long- term collaborative relationships with the customer. He made the point that long-term customers are less costly to serve and smooth-running relationships are less resource intensive. CRM solutions can foster more profitable and long-term customer relationships by addressing issues such as Unified customer view, Integrated, multichannel customer sales and service, targeted marketing for expansion and loyalty campaigns, and efficient management of distribution channels. Crosby noted these as the four (4) key customer-centric areas.



Figure 2.3 Basic assumptions on the effect of CRM systems 

Source:  Bygstad (2002)

Kim et al. (2008) maintained that by adopting a CRM strategy financial institutions among other things can manage client data, including preferences, transactions, and communication history, in a manner that enables executives and management to have a 360° view of the client. It can also result in an increase in data accuracy with a common repository of client information that ensures all departments within the organization are working with the same data. It will again improve customer satisfaction, loyalty, retention, and profitability using efficient tools that lower service costs. The group noted that adopting CRM will enable a company to comply with the privacy and security requirements of the current regulatory environment. It will again eliminate inefficiencies with a solution that customizes and integrates the company's roles and workflow. The true value of a CRM strategy lies in its ability to transform strategy, operational processes and business functions (Aris Pantazopoulos, Founder, CRM Today). The effect, he noted, is that companies benefit from high retention of customers and increased customer loyalty and profitability.

Gray and Byun (2001) maintained that the underlying benefit of a CRM strategy lies in coordinating service functions like sales and marketing with the aim of improving a company’s ability to retain and acquire customers. Again, they maintained that a company can maximize the lifetime value of each customer while at the same time improve service without increasing cost of service. An article posted by DestinationCRM.com in 2004 stated that CRM when effectively combine activities that previously required independent systems.  This allows for business processes to be modified without disrupting the supporting IT systems. In effect it brings about a decline in cost whiles at the same time increasing profitability as a result of greater efficiencies, visibility and control. 

LaValle and Scheld (2004) stated that a durable, profitable CRM value proposition leads to greater ability to serve customers more intelligently and more profitably. In the process organizational barriers are eliminated and working relationships are enriched. Productivity is thereby improved whiles cost is reduced. Zablah, Bellenger, and Johnston (2004), mentioned that managing customer knowledge through CRM initiatives brings to bear an increased customer penetration and wallet share of existing customers, improved marketing effectiveness and campaign hit rates. It also brings about an increase in customer satisfaction and retention. Another benefit the group noted is a reduction in sales and service operating costs. Again, a firm’s ability to manage customer knowledge through CRM improves its understanding of the customer and product profitability (Zablah et. al., 2004).

In a similar way, Swift (2001), emphasized that organizations, can obtain greater benefits from their CRM initiatives within the following areas:

· Higher customer retention and Loyalty; Customer retention will increase when customers stay longer, buy more and buy more frequently. The customer takes more initiatives that increases bounding relationship, and as a result increases customer loyalty.

· Increase customer profitability; Customer profitability will increase when the customer wallet share increases. Up selling, follow-up sales and also referrals come with higher customer satisfaction among existing customers.

· Evaluating of customers profitability; An organization obtains information on customers who are profitable, which ones will be profitable in the future and those who will never become profitable. Such information will enable a company to focus on the profitable ones. 

· Reduced cost on sales; Existing customers are more responsive and thereby reducing an organizations cost.

· Lower cost on recruiting customer; Such is made possible through savings realized on marketing, mailing, contact, follow-up, fulfilling, service and many more.

The main reasons and benefits for adopting CRM suggested by Curry and Kkolou (2004) are firstly to consolidating workflow while at the same time eliminating non- productive flow of information. Secondly is to become competitive enough to draw customers from competing organizations and thirdly is the impact on infrastructure which is simplified as a result of the internal organization’s focus turned towards customers.

A properly designed and deployed CRM system according to a CRM Guru report (2005) will help a business to leverage technology and people as resources to better manage sales, marketing and service processes. In doing so, a company will gain a consistent picture of its customers and their needs. This translates to value, and allows you to strengthen the relationship you have with each customer to retain them as an asset to your business. Some of the more tangible benefits of a good CRM solution are to improve customer service thereby increasing customer loyalty and satisfaction and increase pipeline of new leads. Other benefits include streamlining marketing and sales processes which will result in a decrease of the lengthy sales cycles. At the end is a gain in efficiencies in call center and help desks (CRM Guru, 2005).

As a direct benefit of CRM implementations, agents and brokers can spend more time developing, managing, and closing sales opportunities, and advising customers, instead of shuffling papers or performing data entry. This is seen in Figure 2.5 below. Sharing information between the insurer and its intermediaries is at the heart of successful CRM strategies. CRM agent and broker management improves information sharing by providing transparency and immediacy to each interaction. It also eliminates bottle necks and reduces errors. This win-win relationship helps generate new insight into the customer and fosters a deeper understanding of the problems that both intermediaries and customers face, ultimately improving agent and broker satisfaction and loyalty. 



Figure 2.4 Evolution to More Efficient Channel Management

Source: Celent Communications (2001)

Greenberg (2004), stated that adopting a CRM strategy can increase the true economic worth of a business by improving the total life time of customers, adding that successful CRM strategies encourage customers to buy more product, stay loyal for longer periods and communicate effectively with a company. The table below was presented by PeopleSoft (2003) detailing how CRM applications can improve existing business processes for the insurance industry.

		 Insurance Process 

		CRM Application

		Benefits



		Product Definition 

		Product configuration tools based on a Graphical User Interface. 

		· Reduces the cycle time to add new products or make changes that were traditionally made by the IT department. 

· Puts more control into the hands of the business users. 



		Distribution 

		Web-based agents (live internet chat), emailing policyholder information. 

		· Enables faster communication with agents and brokers and reduces the cost to distribute and update information on paper and CD-ROM 

· Improves response times and customer satisfaction. 



		Underwriting 

		Web-based forms and electronic links to rating engines. 

		· Enables online requests for quotes and data gathering, which improves efficiencies and customer satisfaction. 

· Reduces re-keying and typing errors, which helps to decrease risk. 



		Issuance 

		Electronic distribution of policy documents to agent and customer. 

		· Reduces printing and mailing time and decreases costs. 



		Servicing 

		Contact center management systems. 

		· Enables better servicing by contact center staff. 

· Enables self-service thereby reducing costs. 



		Claims 

		Web-based loss filing and claims status checks. 

		· Gives the policyholder greater control over the insurance process. 

· Reduces call volume into the call center. 



		Marketing

		Campaign management and execution, predictive analytics, performance measurements.

		· Enables targeted and personalized cross channel marketing. 

· Uses marketing budgets more effectively.



		Sales

		Lead and opportunity management, interactive selling, forecasting, territory management.

		· Lowers sales cost and conversion times. 

· Optimizes selling strategy.





Table 2.1 CRM Applications and Benefits

Source: An Oracle White Paper (2003) PeopleSoft.
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2.6 Barriers to CRM 

Lombardo (2007), reports on survey results which indicate that in many instances, from 60% to 80% of CRM projects fail. He explained further that what these studies mean when they use the term “failure”  involves reasons as late implementation of the project or an over budgeted project which makes senior executives hesitant to go in for. Again, failure would include reasons that the project delivered less functionality than originally planned or yet still a combination of all the factors mentioned above. 

He expressed that “failure” may be a combination of at least two of these situations. The reasons for these failures are varied. “From management, you hear them say that they still don’t have a sense of their business. Sales people say they don’t find the system useful and end up not using it. Senior executives complain about a lack of return on their investment”. 

At least 70% of all CRM projects do not achieve their goals, namely a higher customer loyalty or a bigger share of wallet (Nelson, 2002). He explained further that this is not based on poor CRM-software or CRM-servers, but rather on the fact that IT resources have not been skillfully associated with business goals and processes to improve relationships. 

Brain (2007) summaries six reasons why CRM initiatives fail:

· Counting vs. Creating Customers - The current crop of CRM systems are very useful for large companies with thousands of customers that want to "count" them in interesting ways. If you are like most small businesses, you probably only have tens or hundreds of customers — your main problem is finding new customers and efficiently growing existing customers, not counting customers in interesting ways. 

· Measuring the Wrong Thing - CRM measures the activities of prospects after they have "self-selected" in some way by calling the office or filling in your form somewhere. 

· Structured vs. Unstructured Data - CRM systems are essentially databases with customer oriented forms built on top. They are very good at capturing and organizing structured information, but are horrific at capturing and organizing unstructured information. 

· Ease-of-Use - Most CRM vendors say their product is "easy-to-use." The reality is it
is easy to use if you have dedicated "operations" people or a dedicated CRM IT person to figure out how to do the hard/useful stuff. 

· "Feeding the Monster" - Like many knowledge management initiatives, CRM requires end-users to take actions that are not part of their natural work process in order to "update" the system. After all, CRM output is only as good as the input — "garbage in, garbage out." 

· Transactional Systems vs. Solution/Relationship Systems - Today’s CRM is more useful for transactional (i.e. call center) types of companies than it is for small businesses who have client relationships that are more solution oriented in nature. 

Richard F. Gerson on CRM Today identified three (3) mistakes organizations make which impact negatively on their CRM strategy. Firstly, when a company has No CRM value proposition. This is because a value proposition tells a client what distinguishes the company from other competitors, and why they should do business with said company. The Second mistake is Failure to match their CRM technology to the way their associates’ work. Too many CRM implementations are technology led instead of being process or performance led. The third mistake; Treating all customers alike in the company’s CRM system actually has two parts. The first is that firms think they actually know who their customers really are. The second is that they treat every customer the same.

Myron (2003) identified the following six (6) barriers to CRM:

Lack of Guidance - According to Gartner Group (2004), more than 60% of companies that have implemented CRM did not have mutually agreed upon goals for their projects prior to the installation. Like a building without a bearing wall, a CRM initiative without goals will collapse.

Integration Woes - Today there is no “killer” application that solves all integration problems. Most large-scale implementations require some customization. This may lead to problems that put vendors and consultants’ at odds with customers.

No Long-Term Strategy - Believing that CRM is a technology solution is still a tremendous obstacle for far too many firms. The fact remains that CRM is a business process change, often supported by technology. 

Dirty Data - An often-overlooked, yet insidious hurdle is dirty data, or inaccurate and old information. Data is the lifeblood of a CRM system, and incorrect numbers, spelling mistakes, and outdated contact information can infect that system if it is left unchecked.

Lack of Employee Buy-In - It is natural to resist change. Top salespeople may ask, for example; why should we be forced to change our working habits, when those very habits helped us become so successful?

No Accountability - Driven by fear of the unknown, resistance also spills into the managerial level in the form of avoidance, or lack of accountability. There is unwillingness in top management to assign accountability to project leaders.

CRM Guru (2006) reported on the following key barriers to implement customer equity asset management implementation programmes:

• Limited Scope - Many existing Customer Information System tools are very limited in scope, and do not support customer equity management.

• Complex Technology - Technology solutions sold by vendors have become very complex to use, expensive to maintain, and contain irrelevant information for data mining.

• No Pertinent Data - Most of the existing data warehouses lack information on recency, frequency, and monetary values. They also offer information that is insufficient for supporting predictive modeling and predictive scoring.

• Extended Time to Market - The addition of new capabilities to existing data warehouses is cost prohibitive and takes a long time to bring into production stage capabilities (or even to catch up with the fast-changing dynamic nature of the market place).

• Multi-Vendor Tools and Capabilities - Over the years, many major financial organizations have developed data warehouses by purchasing diverse sets of software tools and then building data warehouses in-house. For example, Data Quality and Cleansing tools, Extract Transform Load (ETL) tools, database management and storage tools, data mining, and campaign management solutions from various vendors.

• Overburdened Internal Information Technology Organization - Information technology organizations have had to employ individuals who have specialized vendor product skill sets to support multi-vendor tools. This can increase organizational expenses significantly.

• Lack of Integrated Capabilities - The focus of many customer information systems (CIS) has shifted to service-only ad hoc reporting and to provide simple querying capabilities rather than becoming an infrastructure for efficient customer equity management or for enabling some sort of Knowledge Discovery Database (KDD).
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2.7 Developing a CRM Strategy

Shah (2003) maintains that planning and developing a CRM strategy is not the task of an individual but a team. The first step therefore to initiate any CRM process should be the institution of a team. The team, he continued must consist of users as well as business area experts.

In developing a CRM strategy, Hines (2002) expressed that organization should first tackle business issues before choosing a technology. Again, it is a must that they explain the real business needs to vendors/partners before investing. In any situation the customer’s priority should be “number one” (no.1). He went further to say that the whole project should be carried out in phases and its enterprising identity be kept.

2.8 Developing the Right Mix of CRM Components for Implementation

Limayem (2004) maintains that the success of any CRM strategy is dependent on how organizations allocate available resources to the three (3) identified components. He went further to propose a mix of 70% people, 20% processes and 10% technology.



Figure 2.5 Developing the Right Mix of People, Technology and Process

Source: Limayem (2004)
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2.9 General Consideration in Developing a CRM Strategy 

Sandall (2006) suggested a number of steps organizations can take to focus their search for the most suitable solution to their CRM development. Sandall maintained that such a company should first analyze its business goals and objectives and look at how customer relationships are managed within that period. Such a company should also anticipate how the business will change and grow down the road. From various options, the company is to examine the short- and long-term fiscal implications of each solution. Companies who want to develop a CRM strategy should again compare the benefits and drawbacks of available solutions to business needs. Sandall again stated that any viable CRM solution should provide the following minimum functionality; it should support existing business processes and provide the capability to improve them. It should be easy to customize but not an extensive customization for the organizations specific business application; it should have intuitive user interfaces; it should integrate with existing systems of the company; it should provide robust reporting, analytical, and forecasting capabilities and above all it should be  both scalable and flexible. 

LaValle and Scheld (2004) stated five (5) guidelines that are key to doing CRM right. They mentioned that before a company adopts a CRM strategy, it should examine its CRM value for change, identify and prioritize its CRM value propositions and move on to design a new CRM operational blueprint. Once a blue print has been initiated, the company should construct a transformational multi-generational roadmap and implement such solutions. The group emphasized that the whole programme should be supported through sponsorship, governance, and change management. Band, Kinikin, Ragsdale, & Harrington (2005) offers five (5) steps that companies should consider in planning and implementing a CRM strategy. They suggested the process should take about six (6) to nine (9) months.

1. Understand the problem you're trying to solve - Many businesses fail to pinpoint simple customer service problems. Companies that are successful in understanding customer service problems have reaped rewards. 

2. Build a team that's empowered to take on the project - Organizations will need to resist the temptation to staff the team too heavily from the IT department. Select personnel with business skills as well.

3. Win executive sponsorship - CRM applications are big-ticket items. The cost for implementation is often double after the purchase of the software. Resources should always available.

4. Show how CRM will support the company's vision

5. Measure, measure, measure – after implementation, companies are to check and assess if the CRM systems are meeting customer needs.

Shah (2002) suggested as a general rule that the time line for planning a CRM strategy should not be more than four (4) months (at the most six (6) months) for first phase. He identified some reference points for organizations to consider in the developing and implementing their CRM projects: companies should define their market/customer segmentation. Such an analysis should treat each segment separately if necessary. Again companies are to set both short-term and long-term goals along with the metrics to be used. They should identify key stakeholders internal as well as external and define the interaction (touch) points for the whole life cycle of the customer interaction. Companies should also make sure that each segment defines customer expectations for the quality service and the expectations of the internal user. Other areas of concern that should be clearly defined includes: decisions to be made, problems to be solved, questions to be answered and reports to be made; the trend and promotional analysis that are in place. Again, companies should define their data needs with timeliness, summarization, historical period, naming and formatting for the users. They should also be able to identify the sources of data, examine data quality and the cleansing required and make sure that privacy/security constraints are clearly spelt out.

An oracle white paper on CRM in 2003 reported that before any insurance company embarks on an enterprise wide CRM strategy, they should among other things have in mind how to make CRM an enterprise wide strategic initiative? How to take ownership of customer data? How to identify a primary customer? How to develop a definitive Return On Investment (ROI) strategy? How to create a realistic budget and timeline and how to seek experienced resources? 

In an article 3 Key Elements of CRM published by Touchtone Corporation (2007) the writer, maintained that a true CRM strategy should generally encompass a broad scope of initiatives including: developing an individualized CRM strategy; implementing appropriate technology; building sales management systems and developing sales skills; matching product and service offerings to the market; and optimizing branch performance. From every indication this list suggests that CRM permeates into every aspect of a financial institution.

Laurie McCabe (2005) outlined nine (9) key guidelines to follow before implementing any CRM strategy.

1. Develop corporate wide CRM engagement from key stakeholders. Many CRM projects fail because critical stakeholders are not involved in setting CRM strategy, assessing requirements and selecting options. Get key sponsors involved from the get-go and make sure that the individuals involved can make the financial and time commitments to ensure success. 

2. Envision the company's CRM strategy. CRM is more than just software. It is also about selecting appropriate methodologies and business practices to help your business enable better relationships with customers. 

3. Determine and prioritize CRM drivers and requirements. Even in small companies, CRM decisions are often stove piped in relation to departmental needs and business problems. 

4. Develop a CRM roadmap. Once you have the high-level vision and know which areas are likely to bring the greatest reward, develop a master plan consisting of several smaller steps and projects that will move you toward achieving the corporate CRM vision

5. Think integration. Determine how, where and when CRM tools need to integrate with one another and with other applications. 

6. Do your homework and create a short list. Check out prospective vendors' financials and customer references; eliminate any that appear shady. 

7. Apply the 80-20 rule in the selection process. Don't get snowed under by competing vendors' feature-function wars. 

8. Keep everyone in the loop. Once you've made a selection, offer flexible training options to help accommodate different schedules and learning preferences. 

9. Learn, adjust and evolve. Develop a mechanism to monitor use, get feedback and adapt 

CRM Guru (2006) reported that financial and insurance companies who want to succeed with their CRM strategies should first compare which products adequately support the right mix of securities, insurance, agency management, data standards, e-commerce and other typical CRM features. Again, a critical evaluation of factors that support a methodical approach to financial and insurance markets should be initiated. This will bring about understanding of how each product supports your Internet sales and analytics requirements. A careful comparison of the advantages and disadvantages of hosted solutions versus on-site CRM implementations is also encouraged. 

In a CRMGuru (2005) report, the writer stated that to ensure successful CRM implementation organizations should:

First and foremost, managers of CRM initiatives should obtain an executive level buy-in and commit to the project. Make certain that they understand the importance of their role in upholding that commitment and communicate it downwards through the organization.  The project should be organized in such a way that it is fun and rewarding. Key employees who will be using the system should be motivated with incentives to make it work. They should be involved in the early planning and implementation stages. Take their feedback seriously. This will give them ownership in the project (CRM Guru, 2005). It advisable to break the entire project down into smaller manageable pieces with small milestones and all departments must ordinate to maintain a team methodology. A robust database platform is required. CRM systems collect huge amounts of data very rapidly and managers are to ensure that their solution can grow and perform accordingly. It should be emphasized that every CRM system is designed around the customer and prospect. 

Figure 2.6 below is an Information System development process model, specifying important process factors, their sequence and the relationships among them.



Figure 2.6 Process Model for Successful CRM System Development

Source:  Hee-Woong Kim (2004)



CHAPTER THREE



CONCEPTUAL FRAMEWORK

In the previous chapter, a review of related literature to our research questions was provided. This chapter focuses on the conceptualization, which involves the frame of reference for the studies. The aim of which is to select relevant theories and concepts that will be used in this study. The conceptual framework will therefore be a guide in obtaining better understanding of the benefits, and barriers to CRM implementation and factors facilitating its success. A research problem has subsequently been stated as follows: “What are the factors required for a successful CRM implementation among financial institutions in Ghana”?

3.1 Conceptualization 

Amofah and Ijaz (2005) cited Miles and Huberman (1994) as defining conceptual framework as an approach showing either in graphical or in a narrative form the main points to be studied in a work. Based on the stated research problem, three (3) research questions were developed to guide the studies. 

· What are the (would be) benefits of CRM for financial institutions in Ghana?

· What are the challenges for implementing CRM in financial institutions in Ghana?

· What are the factors that facilitate successful implementation of CRM in financial institutions in Ghana?

This section will start with the presentation of theories that are relevant and connected to the research questions. 

3.2 CRM Benefits

This section considers the first research question, what are the (would be) benefits of CRM for financial institutions in Ghana? The selected theories will enable us to identify the expected benefits that financial institutions will derive from their CRM initiatives. We have grouped such benefits into three (3) categories: 

· Customer satisfaction, retention and revenue enhancement (Zablah, et al 2004),  

· Cost saving and reduction. Costs will decline and profitability will increase because of greater efficiencies, visibility and control. (LaValle and Scheld, 2004)

· Organizational Impact. Companies will be competitive enough to draw customers from competing organizations (Kkolou, 2004). In this sense an organization is able to maximize the lifetime value of each customer to its benefit.(Gray and Byun, 2001)

3.3 Barriers to CRM Implementation

This section focuses on the second research question. It tries to select literature in relation to the challenges that impacts on CRM strategy development and implementation. It is grouped into: 

· management/ leadership related issues, 

· technology related issues, 

· data related issues 

· Integration related issues.

A successful CRM strategy requires top-management’s support. Failure to obtain and maintain executive support for the project is a major setback (Kovacs, 2006). Lack of organizational blueprint or project definition collapses any CRM initiative in an organization (Ramsey et. al., 2003). Another challenge is when firms are unable to align key internal functions or business units to goals and mission of the project (Kovacs, 2006). 

There is always the difficulty in matching CRM technology to the way associates work. (Gerson, CRM Today). At any given moment, there are complex technological innovations and initiatives (CRM Guru, 2006) which makes ease of use as a prominent barrier to technology adaptations in many CRM strategies (Brain, 2007). Yet another challenge is when companies focus on capability building instead of return on investment (ROI) creation (Kovacs, 2006). 

Data is the life blood of any CRM system; any inaccuracy in data will produce inaccurate results (Myron, 2003). In some firms, the non existence of permanent data does not give sufficient information to support predictive modeling and predictive scoring (CRM Guru, 2006). From all indications CRM systems are essentially databases with customer oriented forms built on top. Without a secured database system, CRM solutions would be inefficient.

There has never been any single innovation or approach to integrate CRM key issues. (Gerson, CRM Today). Inadequate integrated plan for project implementation and the inability for companies to accurately link the CRM project to higher-level business strategies is always a setback to CRM strategies (Kovacs, 2006). Many Customer Information Systems over the years focus on providing querying capabilities rather than becoming an infrastructure for efficient customer equity management (CRM Guru, 2006).

3.4 Factors required for CRM successful implementation

In relation to the third (3rd) research question, this section presents related theories that should guide in understanding the factors that facilitate the successful implementation of CRM strategy in financial institutions. Adam Lindgreen (2004) offers a model by combining elements of “hard” CRM skills (situation report, analysis, strategy formulation, and implementation) and “soft” CRM skills (commitment of senior management, management development, employee involvement, and evaluation of loyalty-building processes). The framework should be built around these eight (8) areas.



Figure 3.0 CRM Implementation Model

Source: Stig Jorgøsen & Partners (cited by Lindgreen, 2004)

Situation Report: The goal of situation report is to describe the “here- and- now” situation in order to identify the gap between the CRM vision and the present situation. Such a report should envision the company's CRM strategy (McCabe, 2005), how customer relationships are managed currently (Sandall, 2006) and identify key stakeholders internal as well as external (Shah, 2003). It should analyze the business goals and objectives (Sandall, 2006) and define the interaction (touch) points with the customer for the whole life cycle of the customer interaction (Shah, 2003).

Analysis: The central issues are how loyal are the customers, which factors are driving loyalty, and which factors are destroying it? In doing so companies should take the time to gather sales, marketing, service, and executive teams for a lengthy business analysis (Pogol, 2007) and for each segment identified, the customer’s expectations for the quality service is to be defined (Shah, 2003). CRM value propositions should be identify and prioritize to determine a CRM value case for change (LaValle and Scheld, 2004).

Strategy Formulation: A CRM strategy development programme is performed by determining the quantitative CRM goals and the CRM initiatives. System design needs to reflect technological requirements not reflected in the CRM strategy and process. In designing a new CRM operational blueprint consideration should be given as to how it will support the company's vision (Band, Kinikin, Ragsdale, & Harrington, 2005).

Implementation: The prioritized development projects are initiated and the necessary adjustments are made in this phase. The management skills required in creating an environment to rally an organization around CRM process is leadership (Lindgreen, 2004). The entire project should be broken down into smaller manageable pieces with small milestones for effective implementation (Hines, 2002).

Senior Management Commitment: The essential anchoring and ownership in senior management is ensured in this phase. A key issue here is for senior management to define a CRM vision that will serve as a guideline and formulation of goals for the further process. Management commitment is an issue also addressed by Band, Kinikin, Ragsdale, & Harrington, (2005). 

Management development: McCabe (2005) describes how organizations can develop corporate wide CRM engagement from key stakeholders. Management development and involvement are often dealt with simultaneously. 

Employee Involvement: Organizations are to formulate strategies, develop systems, and implement solutions that will bring a significant increase in employee loyalty. Keep everyone in the loop. Once a selection is made, management is to offer flexible training options to help accommodate different schedules and learning preferences of the employees (McCabe, 2005; Pogol, 2007). 

Evaluation of loyalty-building processes: The client company’s ability to perform in relation to the loyalty-generating processes will determine if the investments in the CRM programme will be profitable over time. Therefore, it is essential that these processes are monitored in an ongoing basis. After implementing a system, organizations are to monitor if the CRM systems are meeting customer needs (Band, Kinikin, Ragsdale, & Harrington, 2005). On this note McCabe (2005) suggested to companies to learn, adjust and evolve.

3.5 Emerged Frame of Reference

This section presents the emerged frame of reference. The anticipated benefits have been grouped under: customer satisfaction, retention and revenue enhancement; cost saving and reduction; and organizational impact. Also identified and grouped are barriers to CRM practices under; management/leadership issues, technology related issues, data related issues and integration problems. In response to the third research question, Adam Lindgreen’s (2004) model of “soft” and “hard” CRM skills are combined to determine the factors that facilitate a successful CRM implementation.
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Figure 3.1 Emerged Frame of Reference

Source: By Author

The emerged framework indicates the theoretical pattern of our research. The identified variables will guide our solutions to the stated research questions namely: 

· What are the (would be) benefits of CRM for financial institutions in Ghana?

· What are the challenges for implementing CRM in financial institutions in Ghana?

· What are the factors that facilitate successful implementation of CRM in financial institutions in Ghana?







CHAPTER FOUR



METHODOLOGY

Within this chapter we describe the methodology used in the research. This chapter presents a series of steps to arrive at a meaningful conclusion. These steps include research purpose, research philosophy, research approach, research strategy, sample selection and data collection. In addition, qualitative data analysis and criteria for quality measurement (validity and reliability) of the research will be discussed. 

Philosophers of science and methodologists have long engaged in an epistemological debate centered on how best to conduct research (Amaratunga et al., 2002). Eldabi et al (2002) have argued that conducting any form of research should be done in a controlled scientific environment, and should be governed by a well pre-defined set of scientific principles.

4.1 Research Purpose

According to Cooper and Schindler (2006), research can be classified by means of the purpose for which the research is to be conducted. The main classifications of research purposes are exploratory, explanatory and descriptive (Cooper and Schindler, 2006; Saunders, Lewis and Thornhill, 2003; Yin, 1994, 2003).

Exploratory studies are valuable means of “exploring” or finding out what is happening and in understanding new discoveries and phenomena that may have little or no theoretical literature to back up (Saunders et al., 2003). It becomes immensely useful in situations where the researcher needs to clarify understanding of the problem at hand. Its great advantage lies in its flexibility and adoptability to change. There are three (3) principles in an exploratory research. These are:

· A search of literature available

· Talking to experts in the subject

· Conducting focus group interviews (Saunders et al. 2003).

Descriptive studies are mainly used when seeking to portray an accurate profile of a person, a group of people, events or situations (Robson, 2002). This, in most cases, is conducted when there already exists abundant or at least adequate literature in supporting such research. According to Neuman (2003), descriptive research gives a highly accurate picture, locating new data that may contradict past data, create sets of categories and provide clarification on sequences and steps, document causal processes and report on the background and context of situations. With that said, it is usually taken as an extension of an exploratory study (Robson, 2002).

Explanatory research, according to Neuman (2003), tests a theory’s principles or predictions, elaborate on a theory’s explanation, relate the theory to new or similar issues, support or refute explanations or predictions, link issues with general principles and deduce or formulate the best possible explanation. Its main aim is to establish causal relationship variables with emphasis on studying the problem at hand in order to explain the relationships between variables (Sauders et al., 2003). 

The research purpose of this study has been assessed to be exploratory, descriptive and explanatory. It is exploratory, because the knowledge of our research was limited in respect to the revision of literature on customer relationship management in Ghana. Also descriptive because of the abundant related literature in the field of CRM supporting and guiding our research. Finally, explanatory, for we will relate what we have explored to the existing literature we have descried so as to arrive at meaningful conclusions that will contribute to the existing knowledge of CRM in Ghana.

4.2 Research Philosophy

According to Amaratunga et al., (2002), two schools of thought dominate the debate on how best to conduct research. These are positivism and phenomenological or interpretive science.

Table 4.1 below summarizes the strengths and weaknesses between the two philosophies.
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		Theme

		Strengths

		Weaknesses



		Positivist

		They can provide wide coverage of the range of situations

		The methods used tend to be rather inflexible and artificial



		

		They can be fast and economical

		They are not very effective in understanding processes or significance that people attach to actions



		

		Where statistics are aggregated from large samples, they may be of considerable relevance to policy decisions

		They are not very helpful in generating theories



		

		

		Because they focus on what is, or what has been recently, they make it hard for policy makers to infer what changes and actions should take place in future



		Phenomenological

		Data gathering methods seen as more natural than artificial

		Data collection may be tedious and require more resources



		

		Ability to look at change processes over time

		Analysis and interpretation of data may be more difficult



		

		Ability to understand people’s meaning

		Harder to control the pace, progress and end-points of research process



		

		Ability to adjust to new issues and ideas as they emerge

		Policy makers may give low credibility to results from qualitative approach



		

		Contribute to theory generation

		





Table 4.0 Characteristics of Research Philosophy

Source:  Easterby – Smith (1991) cited in Amaratunga et al., (2002)

Interpretive Science or phenomenology applies a more inductive approach with little or no theoretical framework and rejects positivist beliefs on generalizations drawn from finite sets of past events to explain future events (Amaratunga et al., 2002). 

Our research philosophy is geared towards interpretative sciences for reasons being;

· The research seeks to explain and understand the CRM phenomenon based on theory.

· The research does not generalize findings based on events that may or may not form a factor of results arrived at.

· The essence of the research is to identify the characteristics of flexibility in order to allow for irregularities that may be explained by theory.

4.3 Research Approach

According to Cooper and Schindler (2006), the approach to a research can either be deductive or inductive. They explain that deductive approach deals with the development of theory and hypotheses by designing a research strategy to test it. The inductive approach however, uses data collected to develop theory based on analysis of that data. We employed the inductive approach in this thesis because the research is based on the analysis of data collected. Theories were compared with the empirical findings before conclusions are made.

4.3.1 Qualitative and Quantitative Research Approach

Two research approaches are mainly adopted by researchers. These are qualitative approach, also referred to as inductive and quantitative approach also referred to as deductive approach. Yin (2003) is of the view that the best method for any study is applied depending on the purpose of the study being undertaken as well as the research questions being sought to be answered.

Qualitative research approach is defined as an approach to the study of the social world, which seeks to describe and analyze the culture and behavior of humans and their groups from the point of view of those being studied (Amaratunga et al., 2002).

Eldabi et al. (2002) defines the quantitative approach as a logical and linear structure, in which hypothesis take the form of expectations about likely causal links between constituent variables stated in the hypotheses thus leading to the rejection or acceptance of the theoretical proposition. 

Amaratunga et al., (2002) give certain features of both approaches in the table below.

		Quantitative

		Qualitative



		Inquiry from the outside

		Inquiry from the inside



		Underpinned by a completely different set of epistemological foundations from those in qualitative research

		An attempt to take account the differences in people



		Are simply different ways to the same end

		Aimed at flexibility and lack of structure, in order to allow theory and concepts to proceed in tandem



		Involves the following of various statues of the scientific research

		The results are said to be, through theoretical generalization, “deep, rich and meaningful”



		The results are said to be “hard generalisable data”

		Inductive – where propositions may develop not only from practice or literature review, but also from ideas



		

		An approach to the study of the social world, which seeks to describe and analyze the culture and behavior of humans and their groups from the point of view of those being studied





Table 4.1 Features of Quantitative and Qualitative approaches

Source: Amaratunga et al., (2002)

The research study being conducted seeks to gain insight into the way and manner in which CRM is practiced in Ghana and specifically in financial institutions.  This research applies a qualitative approach for the reason being the limitation of literature on the topic under investigation. This study hopes to identify patterns that may emerge and identify the factors that could facilitate the implementation of CRM in financial institutions in Ghana.

4.4 Research Strategy

Amaratunga et al., (2002) cities Yin (1994) as giving account of five (5) primary research strategies in social sciences. These are Experiment, Survey, Case Study, History and Archival Analysis.

The application of any of these strategies depends on three (3) conditions, being;

· The type of question posed

· The extent of control an investigator has over the actual behavioural events

· The degree of focus on contemporary events as opposed to historical.

		Strategy

		Form of research question

		Requires control over behavioural events?

		Focuses on contemporary events?



		Experiment

		How, Why

		Yes

		Yes



		Survey

		Who, What, Where, How many, How much

		No

		Yes



		Archival analysis

		How, Why

		No

		Yes/ No



		History

		How, Why

		No

		No



		Case study

		How, Why

		No

		Yes





Amaratunga et al., (2002) continues to cite Yin (1994) in relating these three (3) conditions in the table below.

Table 4.2 Research strategies for relevant conditions

Source: Yin (1994) cited in Amaratunga et al., (2002)

The purpose of this research does not seek to control behavioural events which experimental strategy emphasizes. Experiment as a strategy cannot therefore be adopted. The proposed research will be focusing on contemporary issues. In that sense a historical strategy cannot be a good option. Survey and analysis of archival records are advantageous when the research goal is to describe the incident or prevalence of a phenomenon or when it is to be predictive about certain outcome (Yin, 1994). The only option left for our consideration thus is case study. Case study as a research strategy can be defined as an enquiry that investigates a contemporary phenomenon within its real life context, when the boundaries between phenomenon and context are not clearly evidenced and which multiple sources are evidenced and used (Yin, 1994). Yin, (1994) further emphasized that case study has a unique advantage when “how” and “why” or in the case of exploratory “what” question is been asked about contemporary set of events over which the researcher has little or no control over the variables. Suspicion may arise due to the unscientific nature of case study, yet it is a very worthwhile way of exploring existing theory and a simple well-constructed case study can position the research to challenge an existing theory and also provide a source for new hypothesis. Another advantage of using a case study lies in its ability to be subjected to an in-depth investigation (ibid).

From the above discussion we consider case study as the most appropriate and suitable research strategy for this thesis. By this strategy we would be able to gain an insight and a deeper understanding   into the application of CRM strategies and their successful implementation among financial institutions in Ghana. Furthermore we adopted this strategy because the research questions were answered from the two (2) companies’ perspective. This will help in comparing and contrasting their responses with the existing theory to draw conclusions and open up the possibilities for future studies.

4.5 Sample Selection 

According to Descombe (2000) the case study approach calls for the researcher to make choices from among several numbers of possible events, people and organizations. He further maintained that, the researcher may have to pick one or just a few examples from the group of things that are being studied. Moreover, he indicates that whatever the case and the subject matter, the case study normally depends on a deliberate and explicit choice about which case to select from among the numerous possibilities (Ibid). Miles and Huberman (1994) emphasize that all research, involves sampling. They further stated that, no study, whether qualitative or quantitative or both can include anything; ‘you cannot study everyone everywhere doing everything’.  As a result all research involves sampling. According to Saunders et.al (2000), sampling saves time and data collection is more manageable.  Miles and Huberman (1994) expressed that a researcher is at liberty to choose to conduct research on a single case or to conduct multiple case studies. Multiple case studies were conducted within two financial institutions in Ghana; one, a banking institution and the other an insurance company. 

The first company is State Insurance Company (SIC). SIC is an insurance company established by the government of Ghana in 1962. The second case involves a banking institution- Standard Chartered Bank (SCB) which also has been in operation in the country since 1896. These companies have been chosen because they give a fair distribution of financial institutions i.e. insurance and banking. Again, they have been chosen because of how well they are established in the country. Our intention was to perform a cross case analysis as well as a within case analysis. The cross case analysis will assist in determining whether the data collected from the two (2) companies are similar or different from each other.

For a qualitative research like case study, Perry (1998) explained that the selection of cases is often purposeful and involves using replication logic. This largely depends on the conceptual framework developed from the prior theory. Patton (1990) stated that whichever case selection strategy used, “the underlying principle that is common to all of these strategies is selecting information-rich cases”, that is case worthy of in-depth sturdy. Saunders et al (2000), has noted that once a researcher has chosen a suitable sampling frame and establish the actual size of the sample, determining the most appropriate sampling technique to obtain representative sample is very important. Purposive or judgmental sampling allows the researcher to use his/ her judgment in selecting cases that will best enable the researcher to answer the research questions in order to achieve the research objectives. Since the CRM concept is quite new and it is still evolving, very few especially in Ghana have started given consideration to it. In order to answer the research questions, we needed to identify institutions that were familiar with the concept and have adopted it in one way or the other. We then visited some financial institutions and enquired from their local managers about their willingness to cooperate in sharing their company’s information with us in relation to our thesis. After such interactions with a number financial institution we made our opinion in choosing Standard Chartered Bank and State Insurance Company. 

4.6 Data Collection

Yin (2003) maintained that the process of data gathering is more complex in case studies than in studies based on other research strategies. He further pointed out that case study researchers, therefore, must have “a methodological versatility” and need to “follow certain formal procedures to ensure quality control during the data collection process”. Data sought in a case study project can be collected through various methods which include documents, archival records, interviews, direct observations, participant observations, and physical artifacts (Ibid). It should be noted however, that each method has its own strengths and weaknesses and according to Yin, (2003) no one source has a complete advantage over the other. Data according to Walliman (2001) may be collected as either primary or secondary. Data is primary when the researcher collects them to address a specific problem at hand – the research questions. Secondary data on the other hand is the data resulting from the studies done by others and for different purposes than the one for which the data are being reviewed (Cooper et al., 2006). For the purpose of obtaining enough data in this study, both primary and secondary data were used. 

Primary data can be collected from sources such as questionnaire, focus group discussions, personal interviews, and telephone interviews. We used telephone to scheduled an appointments and confirmed the dates and times for the interview. The main method of data collection for this study was personal interview, as this method is insightful (Yin, 2003) and makes it possible to gather large amounts of data quickly, with a potential for immediate follow-ups and clarification (Marshall and Rossman, 1999). In addition to personal interviews, documentation, mainly containing company information (annual reports, organizational charts, brochures, Web pages) has been used as a means to confirm and strengthen evidence from other sources.

On the agreed date for the interview, the two researchers (Oduro- Senyah and Sobotie) were together to conduct the interview. Different dates and times were arranged with the two companies for the interviews. This gave ample time to undertake critical studies of each of the companies. On the average each interview lasted for 45 minutes.  In the case of both interviews, a mini disk recording device was used to record the interaction in the form of an informal conversation. In addition to the recording, personal notes were taken of certain issues of great interest and importance.

An interview guide was prepared on the basis of the frame of reference. Items sought for included the following: 

· Background information on each of the companies

· What are the reasons for initiating CRM?

· How do they describe the CRM benefits?

· How do they describe the barriers to CRM practices?

· What factors were considered for a successful CRM implementation within the company?

We engaged the assistance of people in the field of research from two (2) Universities being Kwame Nkrumah University of Science and Technology (KNUST) and the College of Technology Education of the University of Education, Winneba (UEW) to examine the interview guide. This was to ensure that all the questions were relevant to our research questions. In some cases, necessary modifications were made. 

After the interview, the recorded conversations were transcribed onto the computer and were compared with the written one for verification. On instances where sound quality was not good, clarification was sought on some points by going back to the various offices of the companies.

4.7 Qualitative data analysis 

According to Potter (1996), various methods of analysis are available for qualitative researchers. Yin (2003) pointed out that every investigation should start with “a general analytic strategy, defining priorities for what to analyze and why”. Yin further stated three (3) general principles that can be used in case study analysis: 

· Reliance on theoretical propositions 

· Thinking about rival explanations 

· Development of case description 

Miles and Huberman (1994) explained qualitative data analysis as consisting of three (3) concurrent flows of activity: data reduction, data display, and conclusion verification. They explained data reduction as the process of selecting, focusing, simplifying, abstracting, and transforming the data that appear in written-up field notes or transcriptions. Data reduction is part of the analysis. Yin (1994), noted that in interpreting the data when the mixed method is used, the following steps are recommended:

· Look for patterns of agreement – across data sources, by mediating variables, with literature, experience etc.

· Look for contradictions – across data source by mediating variables with literature and with experience.

· Try to resolve contradictions – through alternative plausible explanation for a finding, by re-examining the data, by collecting specific data to test and alternative hypothesis.

· Identify the most important findings – rank and organize them; and 

· Present the findings simply – through charts and tables, selected photos or videos that illustrate an important point.

In relation to data analysis in this study, we first divided the data collected into categories or research areas that emerged during the data analysis process. The data categories were further arranged into themes that corresponded to the research questions and the areas of literature covered in the Chapter Two- Literature Review. We adopted the pattern agreement as a major approach in comparing data from previous theories. We are of the view that even though the operations of the two companies differ, we can still present a cross-case analysis to highlight variations and similarities between and among different samples and present the result in an aggregate form taking into consideration the respondents. In the final analysis, the results of the cross- case analysis and the within case analysis mainly formed the basis of presenting the findings and conclusions of this study.

4.8 Criteria for quality measurement 

Any review of research methods will be incomplete without considering the fundamental issues relating to evaluation of any research outcome. In many respect, an evaluation is often focused on measures to counteract the weaknesses inherent in the particular research strategy chosen to carry out a particular piece of research (Then, 1996). Amaratunga et al., (2002) presented three (3) terms associated with evaluation: validity, reliability and generalisability.

4.8.1 Validity

For a given problem, validity is one of the concepts used to determine how good an answer is provided by research (Then, 1996). It means in essence that a theory, model, concept, or category describes reality with a good fit: a valid measure is one which measures what it is intended to measure. In fact it is not the measure that is valid or invalid but the use to which the measure is put. The validity of a measure then depends on how we have defined the concept it is designed to measure (De Vaus, 1991, cited by Amaratunga et al., 2002).

A conscious effort was made to ensure the validity of this project. The interview questions were tested on experienced researchers such as: our initial local supervisor who has a long period of experience in research; some lecturers in school of business studies, Kwame Nkrumah University of Science and Technology (KNUST), and some of our colleagues who were also writing their master’s thesis. We were very objective in our approach which also aided in its validity. Again our use of both interview and documentation as sources of evidence has increased the validity of the project. Also, the choice to conduct a multiple case study on two companies; SIC and Standard Chartered in the same industry, increased the validity of our research since it has provided us with a lot of information about the research area.

4.8.2 Reliability

Reliability is the extent to which a test or procedures produces similar results under constant conditions on all occasions (Yin, 1994). The goal of reliability is to minimize the errors and biases in a study. The object is to ensure that if a later investigator followed exactly the same procedures, the same findings and conclusions would result. In order to obtain high reliability, Saunders et al, (2000) maintained that anonymity of respondents to questionnaire is kept and also introducing some form of structure to the interview schedule. We observed these two points in our study.

An interview guide was designed (see Appendix One) with general questions for the interviewees. This guide was first tested and examined by several people linked and not linked to the research processes to determine its clarity and that the major aspects of interest were being covered. We have tried to improve upon the reliability of this study by describing and documenting all the steps that we have followed. We have read in advance about the companies in our sample. We also taped all the interviews and recorded the proceedings in order to reduce biasness and errors. We also went back to these companies for a review of the data collected when some points needed to clarification.

 



CHAPTER FIVE



EMPIRICAL DATA REPRESENTATION

This Chapter presents empirical data collected from notes, documents and interviews conducted on the brief overview of the two financial companies in this research. Information on each is presented separately and is based on both the frame of reference in Chapter Three and the Interview guide in Appendix One.

5.1 Case One: State Insurance Company (SIC)

The government of Ghana by legislation in 1962 established the State Insurance Corporation. Later in 1995, the government by the Act of Parliament changed the corporation’s status to a limited liability company with the government of Ghana being its sole shareholder. Within this period were only about four (4) to seven (7) other insurance companies which were regionally based. There was thus no competition for SIC as a national establishment. In the year 2001 however, there was a change in governmental policies allowing private organizations and individuals to establish insurance companies. In 2007, the Ghana government also took steps to float shares of the company on the Ghana Stock Exchange. Within this same year a legislation demanding insurance companies to separate life insurance policies and general business was passed and this directive was complied with. 

The company has four (4) Area offices which transcends the ten (10) political regional boundaries. Each Area office monitors a number of branch offices in other regions. This has been the results of the company’s policy to decentralize their operations. In addition to the many branch offices, there is what the company calls Agency offices which are customer direct access points. The company has about ten (10) products running concurrently.

The company is governed by a nine- member Board of Directors including its Managing Director and his two (2) deputies; the chief operation officer, chief financial officers, administration officer etc. The Management team comprises a mix of highly trained insurance personnel and other professionals. Below this rank are the managers of the four Area offices with their administrative teams. Below their rank are the supervisors of the Agency offices.  

At each quarter of the year, each area office is to budget and make income projections for the period. Records available indicated that the Kumasi Area office in 2008 projected an amount of GHC 2,700,000.00 million as its income for the whole year. 

SIC, as an insurance company, seeks to provide a range of insurance and other financial services to its clientele using its nation-wide network. The company is on a mission to providing innovative, flexible, and competitive insurance and financial products and services to its customers delivered through quality service, extensive research and prudent management, coupled with commitment to ensure financial viability. As a state established institution, SIC had 80% of the market share in the 70s and 80s. Before 2001, it market share had fallen to 32%. Today however the company has a steadily market share of about 45%.  

5.2.1 CRM at SIC- Kumasi

The CRM effort at SIC began in 2001 under a new set of administrative managers. The move towards adopting a CRM strategy was a top management decision. Luckily for the new management board, they had records of the state of the company when they took office. That actually contributed to their getting started with the new strategy. Analysis from the records indicated that at a faster rate the company was losing its market share to emerging companies. From such an indication, a committee was formed to write a blueprint analyzing the current situation and what kind of intervention was required. The result of the committees work was the development of a CRM strategy with set goals and objectives.  Today however, SIC has gone through most of the initial stages of CRM implementation by way of restructuring the entire business process, handling the people component and implementing some amount of technology. The first attempt at improving customer relationship was to computerized all customer data at their various offices. According to their IT manager interviewed, the company in 2000 acquired software developed by an Indian-based company which was meant to manage customer data by gainful means. One of the managers interviewed had been with the company before 2001 when the new management took over the company.  

The manager stated the following as the main internal reasons towards the adoption and implementation of CRM.  

· The new and emerging insurance companies had brought with them a new and sophisticated way of marketing; they wanted to compete effectively with the new and emerging insurance companies as their market share was being threatened.

· Their view of the customer was scattered and this slowed their business operations; they needed a better contact and a more professional way of targeting the customer.

· They needed to build trust and to take better control of customer complaints, concerns and interests in order to serve them better.

· The new government legislation allowed them to be selective in the choice of customers; there was thus a mechanism required to distinguish profitable customers from the rest. 

With an introduction of the “New Face of SIC” in 2007, the company expected several tangible benefits from their CRM initiative. At the time of the interview, the Manager explained that the company is already benefiting from the following.

· The new system gives the company a more professional outlook similar to other companies in Europe and America.

· They can categorize the customers based on profitability and growth potential.

· With a better way of customer selection, there has been a decrease in cost for claims.

· There is also lower cost for retaining the customers.

· Efficient and more professional customer relation that reflects in customer satisfaction according to periodic studies performed.

· Customers are more profitable.

· The customers’ loyalty to the company is improving.

The manager explained further that the company also offers a number of benefits to its loyal customers. These include:

1. Customers now express a high level of satisfaction as a result of the improved and personalized attention addressed to each customer. For many customers, the waiting period has reduced drastically. Customers are given several channels to air their complaints; through their front desk, hotlines and customer feedback forms. A top executive officer has been appointed as head of the field agents and thus has enough information to directly address customer concerns and problems. 

2. As part of their social bonds to their customers, the company gives out souvenirs in varied forms to their loyal customers. There is also an annual get-together where loyal customers receive awards.    

3. The company provides discount packages for the different categories of their loyal customers.

4. The company also organizes workshops, seminars, and other educative programmers for its customers in corporate institutions and organizations. 

The interviewed SIC manager also stated that the “New Face of SIC” which focused on improving and managing customer relations is paying off. This is because some of their former customers who have broken relations with the company are coming back however, not without extra efforts and cost to the company. Customer records from their paper files which they computerized have enabled them to target those customers with credible records and will be profitable. The challenge with this practice, the manager hinted was the inaccuracies due to typographical errors. This he said brings difficulty when customer reports have to be generated. At this stage the manager was optimistic that the company is capable using its CRM capabilities to increase its market share by 5% within the same period next year.  He mentioned that their corporate objective for the next few years is to increase customer profitability through increasing the number of products to customers and also ensure their loyalty.

SIC as a company has been affected positively by the implementation of a CRM project, said the manager. The investment they have made so far in their branch at Kumasi ranges between GHȼ30,000 and GHȼ40,000. As pointed out earlier, a common and a basic CRM package was bought from an Indian company. SIC has a customer information system networked which enables decentralization of operations of each branch of the company in Ghana. Not only does this reduce backlog of client claims at a particular branch but gives customers the convenience of having service at a branch nearest them.

At every stage of the strategy implementation, customer feedback is sampled and analyzed for indication as to how successful the strategy would work. The generation of periodic reports for forecasting, division or departmental target setting and decision making are done within a matter of minutes with the aid of the in- house tailored software and this has over the years shown some level of consistency. Security of both company data and client information remain paramount to the company with access restricted to all but a few employees.

This system has come to coordinate the previously fragmented hand-written data on customers into an electronic and organized format which can be manipulated easily for profit. The system also allows the area office to coordinate the activities of the branch offices. The new technology however does not promote a 360o view of the customer. Each customer is assessed based on his or her investment in one product and not the investment portfolio with the company at a go. This notwithstanding, the system in place is helping the company regain its market share.

The SIC company has restructured its processes to adapt to the new technology and mindset. The manager stated that almost all the top executive officers have been replaced. Again, for the first time in about 42 years since the company was established, a marketing department had been formed. Key and experienced employees in administrative positions were made to leave their offices and were reassigned to enable them focus their time on marketing, time on the customer and time with the customer. According to the manager this was necessary at a time when as a result of competition there was not enough time to train new employees for that new office. This approach however, faced resistance from some heads of department whose positions were affected. In no time however, they could assess the situation and conclude that it had been worthwhile. The biggest change in this regard has been their perception about the customer. He admitted that customers no longer come to them but they rather go to them. Before the introduction of CRM, a customer had to move to three different desks to get registered for a product. CRM has made it possible for a customer to experience a one-stop product registration. Waiting period for insurance claims has also been improved by the system. Once the necessary documents have the produce it took months for customers to be awarded. However, with the CRM system in place, it takes days and in certain situations weeks to get the process completed. 

Periodic training on company’s objectives, values, culture, products and marketing strategy are organized for employees by the company. He expressed that staff do receive incentive packages to motivate them as they work. Every staff is a share holder of the company. Car loans are given to employees upon request, laptop computers have also been acquired and distributed among employees to aid in their work. In some instances employees obtain bonuses for their efforts. Again, at the end of every year, a get-to-gather party is organized and deserving employees are awarded during this occasion.

He however, pointed out that there are still integration problems. This is because field agents do not have access to customer information. This has always been a setback in their interaction with customers. As future plans, the company hopes to go on-line where customers can purchase products from the company. This the company considers possible especially with the introduction of e-zwich (an electronic credit card acceptable for business transaction by all financial institutions in the country) by the Bank of Ghana.

5.2 Case Two: Standard Chartered Bank (SCB)

Standard Chartered Bank Ghana Limited (SCB) has been operating in Ghana since 1896, and is one of the country’s first and oldest international business institutions in the country. The bank opened its first branch in Accra in June 1896. Its core business was being the sole distributor of silver coins to the then Gold Coast now Ghana. The bank is currently situated in nineteen (19) locations all over Ghana and still maintains Accra as head office.  SCB- Kumasi is in charge of operations for the Northern sector of Ghana. 

The bank employs over 700 people nationwide and has a customer base of two (2) million. To these customers, the company has positioned itself to provide diverse product segments and service personalization. The company offers varied products and services mainly in the context of Personal banking, Small and Medium-sized Enterprise (SME) banking and Corporate/ Wholesale banking. These products and services have made the company attractive to both personal account holders as well as private investors in Ghana.

The bank is listed on the Ghana Stock Exchange, and has consistently remained the highest-priced stock on the local bourse with a share price of GHȼ38 per share as of October 2, 2008 (www.databankgroup.com). The bank is also one of the first financial institutions to be involved in financing import and export trade in products like cocoa, gold, bauxite, and timber, and hence plays a unique role in Ghana’s economy and formal banking industry.







5.2.1 CRM at SCB- Kumasi

SCB-Kumasi has its Regional Office situated in the main business center, Adum. This branch of the company has the added task of overseeing all other branches that form the northern sector of the company’s administrative operations in Ghana.

 The Relationship Manager when interviewed stated that the bank has a long history of practicing CRM in Ghana. However, it was not until 2001 that CRM was consciously implemented with the Small and/or Medium-sized Enterprises (SMEs) section of the bank. He gave reasons for this development being that the financial services sector of the Ghanaian economy was becoming competitive as a result of globalization and liberalization of the sector. Falling profit margins and high capital requirements from the Bank of Ghana have forced some players out of the market while others have gone into mergers. At the same time, surviving banks are being challenged to lower costs dramatically in order to maintain market share. As a result, large, multinational financial institutions dominate the market for mid- and large-capital corporate lending. 

 SCB-Kumasi, as a major player in the industry, is being challenged to re-think its strategies in order to maintain profitability and competitiveness. Deloitte & Touché  a growing body of researchers in the financial sector suggests that domestic banks should capitalize on their local knowledge and relationships. This is to strengthen their positions in small and/or medium-sized enterprise (SME) markets, since this constitutes at least 90% of the economy. The SME sector is widely recognized as essential to economic growth and poverty alleviation from a developmental perspective. However, much of this market remains untapped by financial intermediaries in spite of the fact that SMEs cite inadequate access to finance as their major constraint. From the report reasons accounting for the above situation include: 

· the lack of reliable information on SMEs by financial institutions, especially in developing countries.

· transaction costs of funding SMEs given the smaller value per deal;

· lenders are uneasy about the risks involved, or fail to see quality in small portfolios;

· SMEs do not have adequate collateral. 



The manager cited the following reasons for applying CRM to the emerging SME market as:

· The need to differentiate and attract the right kind of customers to the company

· The demands of customers were changing  towards tailored-made and personalized solution; the normal one-size-fits-all contracts were no longer enough

· Competition was becoming keen

· Consolidation customer portfolio into an easy- to- access, manageable product

· As a new market, they needed to obtain a better access and control of customer activities, concerns and interests in order to serve them better

Management’s commitment towards the SME CRM project has been enormous. They made the initial provision for research into the nature and operations of SMEs. This was to enable them assess and analyze the best CRM practices that would suite such customers. Again their commitment could be seen by the provision of infrastructure in the form of the SME Relationship Management Office dedicated to serve its customers. This gives customers the comfort of prompt and personal attention to concerns without having to join queues within the main banking hall. 

The manager when interviewed mentioned that CRM had brought immense successes to SCB- Kumasi in particular. The cost of acquiring customers had reduced considerably even with the increase in competing companies within the sector. Another factor of saving cost was the company’s ability to decentralize its avenues of revenue generation. In this sense, individual departments were responsible for revenue generated as well as cost incurred. Again other benefits he added include:

· Improvement in average service time of customers

· Ability to quickly access customer account history

· Improvement in customer retention

· Ability to tailor products and services for customers

· Increasing customer loyalty

SMEs could now enjoy managed accounts with a relationship manager assigned to offer advice on investment, and financial forecasting of that account.

The company, by its customer information system, is able to target customers based on their salary scale, occupation, mode and frequency of their transactions etc. This enables the company to effectively categorize customers and serve them accordingly. The technology also allows select top and middle management staffs have access to reports such as the branch’s turnover, periodic earnings, number of customers etc. in all branches within the country. The manager however admitted that there were barriers marring the full utilization of the CRM system available. Sales Force staffs do not have full complement of customer information to effectively interact with them. This limits their professional ability in satisfying customer concerns and enquiries on their investment. He maintained that the use of technology was limited as customers usually go directly to the bank to make enquiries or undertake transactions instead of utilizing the bank’s customer service call centre or perhaps the automated teller machines (ATMs). He also said that at the moment, online banking was limited to large firms and companies who could connect from their extranet to the company’s intranet. Other than its ATMs, the bank does not provide twenty-four (24) hour service. 

Staff training programmes are organized annually. Such training programmes are compulsory throughout the ranks of employees of the company. This is to enable the company maintain a level of staff who are capable of understanding the company’s products, policies, marketing strategies etc. to be efficient in providing the best service to customers. The company offers incentives in varied forms to motivate its employees. Sales force staff are given commission on their sales. Hardworking middle management staffs are promoted usually by an increase in salary scale. Again, when the need be, some are promoted to manage newly established SCB branches worldwide. The company then again offers shares to hardworking top management staff. 

The manager also spoke about the company’s strategic plans which are reviewed periodically by the decision making bodies throughout the hierarchy of the company. Changes in strategy are passed down the ranks of management to ensure the company’s position on strategy is understood and adhered to. The reason for the periodic review, he explained, was to adopt new strategies as customer taste and needs change over time. 



CHAPTER SIX



ANALYSIS

In the previous chapter, the empirical in this study was presented. In this chapter the data will be analyzed. The data analysis will be in two parts; first, within case analysis where the data collected will be compared with the theories in the frame of reference. Secondly, a cross case analysis where the data from the two financial institutions would be compared. The analysis will be presented in a way that addresses the three research questions of the study.

6.1 Within – Case Analysis: SIC – Kumasi 

According to Gartner Group (2004), in a work cited by Peleen (2006), CRM is an IT- enabled business strategy, the outcome of which optimizes profitability, revenue and customer satisfaction by organization around customer segments, fostering customer-satisfying behaviours and implementing customer-centric processes. This view of CRM holds true for the SIC company. This is because the introduction of technology in the company is only a means of organizing customer data so as to serve them better. From such a foundation the company has initiated a number of customer-centric programmes.

6.1.1 RQ1. What are the (would be) benefits of CRM for financial institutions in Ghana?

Zablah, Bellenger, and Johnston (2004), mentioned that managing customer knowledge through CRM initiatives brings to bear customer satisfaction which increases customer penetration and wallet share of existing customers. According to Swift (2001), organizations obtain greater benefits from their CRM initiatives within the area of higher customer retention and loyalty. This confirms the situation at SIC through the interview we had with the manager. From customer feedback records available, one area of customer satisfaction has been the improvement of the waiting period. The SIC company believes that satisfying their customers make them take more initiatives that increases among them a bounding relationship. They are as a result encouraged to stay longer, buy more and buy more frequently. The result is an increase in customer loyalty. The company, from 2001 when it initiated a CRM strategy has been able to retain its market share and subsequently increased it from 32% to 45%.  The company has also come to realize that the level of their customers loyalty has contributed in a reduction in the company’s cost on sale especially with new products. This is in line with Swift’s (2001) view that existing customers are more responsive and thereby reducing an organizations cost on sale.

A major reason why the company adopted CRM strategy was to compete and regain its lost market share. Increasing its market share up by 13% indicates how competitive the company has now become. This is underscored by Kkolou (2004) that companies will be competitive enough to draw customers from competing organizations through CRM practices. 



6.1.2 RQ2. What are the challenges for implementing CRM in financial institutions in Ghana?

According to Kovacs (2006), a successful CRM strategy requires top-management’s support. Failure to obtain and maintain executive support for the project is a major setback. In the case of the SIC company, the decision to adopt CRM was a major idea from top management. At a period when the SIC company was losing its market share, the only option for the new management’s consideration was CRM. Management supported the move with all the needed resources and this has made the CRM story in SIC a successful one up to date. Management commitment to CRM strategy which has been a setback to the growth of many organizations was thus not a problem to SIC. Again, management constituted a committee which came out with a document indicating the nature of their current operations; approaches and processes to business operations, the challenges and limitations involved, which areas needed attention, what actually needs to be done, who/where/how to get it done. Ramsey et. al. (2003) maintains that lack of organizational blueprint or project definition collapses any CRM initiative in an organization. The manager though admitted that there were occasions that they realized that certain portions of the blueprint had to be revised in the course of implementing the strategy. These however, were the few instances that caused delays in the strategy implementation. Another challenge according to Kovacs (2006) is when firms are unable to align key internal functions or business units on goals and mission of the project. This challenge is confirmed in the case of SIC during the initial stages of the strategy’s implementation. Officers and other managers were not ready to corporate when they had to leave their offices for the field. It took management meetings upon meetings before they finally agreed to the proposal. 

6.1.3 RQ3. What are the factors that facilitate successful implementation of CRM in financial institutions in Ghana?

Adam Lindgreen (2004), in presenting a model on factors that facilitate successful CRM implementation combined elements of “hard” CRM skills (situation report, analysis, strategy formulation, and implementation) and “soft” CRM skills (commitment of senior management, management development, employee involvement, and evaluation of loyalty-building processes). In considering the “hard CRM skills” in relation to SIC, the new management commissioned a body who outlined their current position and sought to analyze the document for certain specific indicators. These indicators assisted them in developing a blueprint around which their CRM strategy was formulated for subsequent implementation. 

In talking about their “soft” CRM skills, SIC’s CRM strategy was the initiative of senior management. It had therefore the full backing of management. Resources in various forms were made available for the smooth implementation of the project. In addition to that a lot of education was carried out on the staff for their understanding and support of the programme. The resistance of some affected managers and officers at the initial stages nearly disrupted the whole exercise though there were delays as a result. It was around this same period when the company’s shares were floated on the stock market. Management decided that a certain percentage should be reserve for staff of the company. Being shareholders of the company was a big boost to the employees who gave their best for the success of the project. It is on the company’s records that feedback and other evaluation methods were adopted at a every stage of the strategy implementation to access the level of development.     

6.2 Within- Case Analyses Standard Chartered Bank-Kumasi

The example set by SCB-Kumasi affirms Kotorov (2003) estimation that against all odds that there are companies who have been successful with their CRM projects and even with a corresponding high level of satisfaction among managers. As presented in the previous chapter, Standard Chartered Bank has successfully implemented CRM recently with the SME clients of the company. 





6.2.1 RQ1. What are the (would be) benefits of CRM for financial institutions in Ghana?

Riddle (2005) assumption on the reasons why a company will opt for CRM is confirmed in the case of Standard Chartered Bank as the company has indeed experienced stronger relationships with customers and hence making them customer- focused, becoming sensitive to market developments and responding quickly to them while either maintaining or reducing operational costs and being able to increase customer retention through identifying new markets opportunities.

As outlined by Swift (2001), the benefits for implementing CRM can be summarized in terms of higher customer retention and loyalty, increased customer profitability and being able to evaluate it and reduced cost on sales and in recruiting customers. It was learnt at Standard Chartered Bank that benefits relating to profitability and cost were present. There had been an improvement in cross-sales, especially with individuals holding personal accounts and wanting to move to Small and/or Medium-sized Enterprise accounts or otherwise known as the relationship account. Also, the company offers managed accounts such as the “Prestige”- account for personal account holders above GHȼ5000 and relationship account managers for SMEs. Standard Chartered Bank also observed that customers had fewer complaints and more customers were satisfied with both product and service rendered to them. This development could be interpreted as an increase in customer loyalty and hence customer retention.



6.2.2 RQ2. What are the challenges for implementing CRM in financial institutions in Ghana?

According to Myron (2003), six barriers to CRM identified in companies include lack of guidance, integration woes, no long-term strategy, dirty data, lack of employee buy-in and no accountability. In the case of Standard Chartered Bank, issues of lack of guidance, accountability and technological integration do not form concerns for the company. Goals set by the company are implemented in phases and guided by a discussion making unit other than the board of directors. The unit meets periodically to access the status of set goals. SCB-Kumasi does not consider integration problems at the moment as most institutions in Ghana are yet to gain ground in doing business electronically especially over the internet. The company also has a long- term strategy in place which is one of the reasons why it has maintained having fewer outlets as compared to competitors and be able to maintain the customer base. On issues of employee buy-in, the company enforces a policy of training and employee upgrade schedules that run through all ranks of workforce. By this, employees are introduced to new products of the company, benefits attached to them, which customers to target and for which product of the company and also to equip them with tools as regards how to answer frequently asked questions. The company faces challenges with maintaining clean data as customers in certain instances do not inform the bank of changes in contact information. The company however implores its customers to be forthright with any information requested and/ or given.



6.2.3 RQ3. What are the factors that facilitate successful implementation of CRM in financial institutions in Ghana?

A number of theories have been discussed in relation to what factors are necessary for successful implementation of CRM. Lindgreen (2004) offers a model that should include a situation report of the company as it is or was before the report was being drafted, an analysis of indicators raised as factors for implementation, a strategy for which takes into consideration those factors in events both favoring otherwise and the implementation of the said projects in phases (Hines, 2002). However, Lindgreen’s model also depends on senior management commitment, management development, employee involvement and an evaluation of loyalty-building processes.

In the case of Standard Chartered Bank, it can be drawn from the empirical data presented that the company is ever aware of the nature of SME’s and the changes that are associated with their operations over time. This has caused the opting to periodically review its short term strategy. This buttresses the point made by Sandall (2006) in which companies should perceive the direction in which they should take in order to achieve their long term objective. It could further be derived from the empirical data the company’s search yielded SMEs as an emerging market that had immense potential. This provided the company a new avenue for which products and services could be customized and rolled-out. In such a situation, a review of the company’s short term goals would be necessary hence the need for decision making units of the bank to strategize its implementation (Band et. al, 2005). 

Pogol (2007) assertion that development of staff then becomes necessary to tackle this new market is proven as Standard Chartered Bank insists on the annual training of all employees and hence drawing their involvement into Lindgreen’s model. This makes the employee part of the process of internal marketing needed for product adaptation.



6.3 Cross- Case Analysis

This section of chapter six presents a cross case analysis of data collected from the two companies under study. Analysis is done to identify the differences and similarities that exist between them with reference to theory. This presentation is done in accordance with the research questions stated earlier in previous chapters.



6.3.1 RQ1. What are the (would be) benefits of CRM for financial institutions in Ghana?

The empirical data available to us from the two companies under study suggests that both companies have benefitted immensely from their CRM initiatives. This is also the case of the literature review presented in Chapter Two of this study. These benefits or would be benefits are analyzed in a cross- case analysis in the areas below with respect to the frame of reference presented in Chapter Three of this study.

Customer Satisfaction, Retention and Revenue Enhancement 

According to Zablah, Bellenger, and Johnston (2004), adopting a CRM strategy brings about an increase in customer satisfaction and retention. This statement is confirmed by the empirical data from SIC. The company has on record that more than ever, their customers are happy and satisfied with their current services. Loyalty has then been increased reflecting their current share of the market. In effect, the management has identified a major increase in their annual turnover.  Evidence from SCB is not different as their customers have fewer complaints lodged with them; an indication that their customers are appreciative with their level of service and subsequently stay longer, save more and more frequently and in effect profit is enhanced. 

Cost saving and Reduction 

Crosby (2002), made the point that long term customers are less costly to serve and smooth-running relationships are less resource intensive. Costs will decline and profitability will increase because of greater efficiencies, visibility and control. Another indication that both companies claim to have benefited from their CRM initiative is on cost. They believe that their ability to ensure their customer’s loyalty has led to a reduction in cost for serving them. Such has become possible through savings realized on marketing, mailing, contact, follow-up, service and many more.



Organizational Impact 

Greenberg (2004) stated that adopting a CRM strategy can increase the true economic worth of a business by improving the total life time of customers. This is evident especially with SIC where attention is redirected towards repositioning its image in the minds of its customers. The company has won several awards including the enviable CIMG award for Best Insurance Company, 2007. The effect of this repositioning is the ability to compete effectively in the insurance market. SCB however, emphasizes its ability to manage effectively its existing customer account.



6.3.2 RQ2. What are the challenges for implementing CRM in financial institutions in Ghana?

The empirical data available to us from the two companies under study suggests that both companies have few challenges in reference to literature available. These challenges would be analyzed in a cross-case analysis in the areas below with respect to the frame of reference presented in Chapter Three of this study.

Management/ Leadership Related Issues

Failure to obtain and maintain executive support for the project is a major setback (Kovacs, 2006). In the case of SIC, due to their restructuring activities, CRM strategies are always initiated by top management. For that reason, resources and other logistics are always provided. However in the case of SCB, owing to the fact that CRM had been in existence for a number of years, branch managers take initiatives in informing top management on areas that need attention and resources to sustain their CRM projects. For both companies, however, commitment from top management has not been a challenge.

Technology Related Issues

Another challenge is when companies focus on capability building instead of return on investment (ROI) creation (Kovacs, 2006). This scenario is different form SIC. Even though they made huge investment initially on technology, much attention was given to restructuring processes and training people to man the technology effectively. Technology in this sense is an enabler to the CRM project. Similarly, SCB considers technology as a means of customer satisfaction, retention and loyalty.

Data Related Issues

Myron (2003) states that data is the essence of any CRM system; any inaccuracy in data will produce inaccurate results. Both companies are of the view that incorrect numbers, spelling mistakes and outdated contact information can infect the system. The two companies have expressed that such has been their major challenge in their CRM strategies.

Integration Related Issues 

Inadequate integrated plan for project implementation and the inability for companies to accurately link the CRM project to higher-level business strategies is always a setback to CRM strategies (Kovacs, 2006). Data from the two companies indicate that integration has been a challenge since they adopted their CRM packages. SIC for example, talks of the inability of their field agents to interact properly with their sales force to serve customers better. Even though SCB has no proper data integration between the sales force and other departments, it does not consider integration related issues as a challenge at the moment. 

6.3.3 RQ3. What are the factors that facilitate successful implementation of CRM in financial institutions in Ghana?

The empirical data available from the two companies under study suggests that both companies view CRM as hardly ever implemented without a proper planning at the initial stage. Both companies have given reasons as to why CRM strategy should be carried out in phases. 

In outlining the factors required for a successful CRM implementation, Lindgreen (2004) suggests a model whereby “hard” CRM skills (situation report, analysis, strategy formulation, and implementation) are combined with “soft” CRM skills (commitment of senior management, management development, employee involvement, and evaluation of loyalty-building processes).

Both SIC and SCB are optimistic that their success in their CRM projects is the result of a careful combination of both “hard” and “soft” CRM skills. They are of the view that time needs to be taken to study these skills at any stage of the projects implementation. By this, they tend to distinguish between having the outline on one hand and actually following it through stages on the other. 



CHAPTER SEVEN



FINDINGS AND CONCLUSION

	In this final chapter, a summary of the results that came out of the analysis in reference to the whole research purpose and research questions are presented. The conclusion aims to examine if the theory and the frame of reference in chapters Two and Three respectively are consistent with what was obtained from empirical data. This chapter will attempt to provide implications for management and some suggestions for future research. 

7.1 CRM in Financial Institutions in Ghana

	It could be argued that financial institutions contribute to the development of any nation. As such these financial institutions have an integral role to play in providing the best service possible to the nation’s citizenry. This has made customer relationship management (CRM) a concept worth exploring. Such a concept, though new to Ghana, has made gigantic strides in the way products and services are offered to customers. This research focused on the way CRM is practiced in Ghana among financial institutions.

This study has given more insight into the benefits and challenges that these two (2) companies (State Insurance Company (SIC) and Standard Chartered Bank (SCB)) under study faced with their CRM projects. It has also revealed some key issues or factors that these companies considered before and during implementation of their CRM projects.	It was also interesting to find the opinions of management or managers of both companies in terms of their level of satisfaction of the CRM processes.	

7.2 Conclusion

The empirical data and analysis presented in this study suggests that there have been benefits experienced in the adoption of CRM by the two (2) companies. These benefits or intended benefits include cost saving and reduction, customer satisfaction, customer retention and revenue enhancement as well as organizational impact. This is in line with Swift (2001) who states that organizations obtain greater gains or benefits in such areas. 

Both companies have realized an improvement in cost saving and cost reduction. This is mainly due to SIC and SCB creating value for their customers as well as having their business processes streamlined. This strategy confirms postulations of Riddle (2005). The effect is, both companies becoming aware of increasing market developments and being able to adopt or react quickly whiles at the same time, reducing to a minimum, operational cost. 

In terms of customer retention, both companies in reducing operational cost and being able to increase responsiveness to market development, could now optimize on customer services, sales and marketing. Not only do they have an opportunity to discover and develop new markets but are able to shorten sales cycles. In concentrating on optimizing customer service, fewer complaints are received from customers indicating an increase in customer satisfaction. A high level of customer satisfaction increases the level of customer retention which will subsequently result in an increase in profit.

With respect to organizational impact, the companies have become a lot more sensitive to customer needs. Products and services become fashioned to suite the taste of customers. The companies are now perceived to be customer- focused and this builds stronger ties between the companies and their respective customers which may be difficult to duplicate by competitors. It must however be emphasized that it remains to be seen if these benefits would continue to be present in the long term and customers would prefer these two (2) companies over their competitors as result of the benefits experienced.

	Again, the two (2) companies under study have not been challenged so much in their respective CRM strategies. The first reason we believe can be attributed to the cooperation they enjoyed from management. Top management from the two companies has been supportive to their respective CRM strategies. In the case of SIC, it was management who initiated the CRM strategy and was subsequently committed to it. Though SCB had a different structure where branch managers had to access CRM needs and communicate to top management, the manager was appreciative of the fact that top management was ever willing to make available the necessary resources towards any CRM move. We have come to realize that top management’s approval and support is very fundamental to the success of any CRM initiative.

 Also, the study from the two companies has indicated that technology is a means to an end and not an end in itself when thinking of a CRM strategy. SCB had a slightly developed technological base than SIC. With special reference to SIC, their ability to computerize their operations was just enough to see the accomplishment of their CRM dreams. They only needed software that would enable the company generate customer information when requested within a limited period of time.  Adapting therefore, to the system was possible by any administrative assistant with basic knowledge in information and communication technology. Technology, as we have come to understand from this study should never be a barrier to any CRM strategy. A major challenge to both companies is data organization. We have come to know that inaccuracies in data can hinder the full operations of a CRM system. Once the right kind of data is not given, the result is that no meaningful information can be retrieved. From this perspective it has been difficult for these two companies to satisfy those customers whose data have been recorded wrongly or not updated. Whatever improvement they seem to be making is challenged by such inaccuracies in data records on their CRM systems. Kim et al. (2008) maintained that by adopting CRM strategy financial institutions among other things can manage client data, including preferences, transactions, and communications history, in a manner that enables executives and management to have a 360° view of the client. The situation is quite challenging in the two companies. We have come to realize that integration, though important for a good CRM system, is not given much attention by these two companies. The two companies seem to be content with their level of integration. SIC for instance registers the same customers under different numbers depending on the product in question. The system thus scatters customer data according to product code and not the whole investment portfolio of the customer. For this reason it is difficult for the company to have a 360° view of a particular customer. We can assume that financial institutions in Ghana have not gotten to the stage where integration at all levels in a company’s operations is crucial to a CRM strategy. We believe that if they were to give due attention to system integration, then they can manage customer information in a more profitable manner than it is happening now.

There is no doubt that the “Hard” CRM and “Soft” CRM skills as suggested by Lindgreen (2004) have worked effectively for these two companies. In developing a CRM strategy, Hines (2002) expressed that organizations should first tackle business issues before choosing a technology. He further explains that it is a must that they explain the real business needs to vendors or partners before investing. When we consider their application of the “hard” CRM skills, we come to understand and appreciate the fact that any CRM project which does not first analyze a situational report will be carried out in haste and will subsequently fail. Planning for a CRM project does not only take into consideration what needs to be done but more importantly an analysis of what has been happening. When there is a detailed analysis on a present situation, companies are able to make well- informed decisions on issues which would invariably be the best alternative for the future. This would help any good manager to avoid common mistakes. We have also realized that CRM implementation is not done from memory. These two companies have a blueprint of their CRM strategy where they implemented one phase after the other. We now understand that blueprints for CRM strategies should be followed carefully. Whenever a change is necessary in the course of implementation, it should reflect in the blueprint. The assumption is that any other manager who takes over will then be able to know which direction to move the company and not act on impulse. 

Again, the way and manner that these companies have applied their “soft” CRM skills have shown that right from the customer to top management; each one has a unique role to play in the success of a CRM project. Myron (2003) explains that it is natural for people to resist change. What happens in certain situations is that employees concerns and methods of evaluating loyalty are overlooked. Gifford (2002) maintained that as with any other business strategy, “people” have a huge impact on the success of the CRM project. He went further to explain that the people involved should be trained to display the following key characteristics including positive attitude, people orientation, organizational skills, analytical skills, customer focus (natural empathy), and understanding of the link between CRM and profitability. Evaluating approaches are always objectively given by customer feedback and employee reactions. This application has informed us that the direct implementation of a CRM project always rests on how comfortable customers are at every stage of the project’s implementation and how willing employees are in coping with the new changes. Thus providing the necessary financial resources and other logistics for the CRM project does not automatically lead to success.

7.3 Implications

	This is the final section of the thesis. As such recommendations are made based on the empirical findings for policy implication for management of financial institutions.  This will be followed by suggestions for future research.

7.3.1 Implication for Management of Financial Institutions

The purpose of this study was to answer the question of factors aiding in the successful implementation of CRM among financial institutions in Ghana. Particular reference is made to the benefits, challenges or barriers and factors facilitating successful implementation. Though the aim of this study is hardly to assume or generalize its findings, it is worthwhile noting some observations. This we believe will be of importance in the development of policy in the implementation of CRM in the companies under this study as well as other financial institutions seeking to implement CRM successfully.

	First, empirical findings have deduced that the proper implementation of a CRM strategy yields benefits. These benefits include a positive change in customer satisfaction and retention, an increase in the level of the companies’ cost saving and being able to reduce it and an upward increase in the companies’ profit margin. Also deduced was the positive impact CRM had on the companies’ image. This shows that financial institutions can attain an appreciable level of benefits.

Secondly, these benefits are achievable even during the process of implementing CRM in the companies. As was deduced from empirical findings, one of the companies began to experience the benefits of CRM implementation within the short term enabling them to compare the “Before CRM” and “After CRM” scenarios.

Thirdly, the basis of CRM is maintaining a stronger, closer relationship between companies and their customers especially the ones the companies already have. This study recommends that companies must be aware of the number of customers they have at any particular time, be able to identify customer demographics and offer the right products and services and create value for customers that will be difficult to duplicate by competitors. The companies should work hard to achieve total integration to enable them have a 360° view of the customer.

	Finally, this study recommends the application of the model proposed by Lindgreen (2004); thus the use of both “hard” and “soft” CRM skills. This model has been proven to be effective in the study undertaken as shown by the empirical findings.

7.3.2 Suggestions for further research

	The concept of CRM is a very diverse one which this study has barely scratched the surface. This study just focused on understanding the CRM application strategies and their successful implementation among financial institutions to bring about maximum customer satisfaction. There are numerous dimensions that this study, being used as a guide could be taken:  the use or lack of technology as a tool in the deployment of CRM activities among financial institutions in Ghana; the distribution or the importance attached to the elements of CRM in Ghanaian companies; the effect of business practice and culture on the success of CRM strategy. These are but a few topics for which this study may aid in such research. It is recommended however that the long term effect of benefits or would be benefits especially among Ghanaian companies, which is not considered in this study, be explored and answered.
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APPENDIX ONE

INTERVIEW GUIDE

Background Questions

1. What is the official name of the company

2. How many branches do your company has nation-wide? 

3. What has been the trend in the Company’s market share since its establishment?

4. What are the types of product offered?

5. What is the current number of employees? 

6. What are the company’s corporate objectives or goals?

7. What is the projected annual turnover for the company in the region?

8. What is the organizational structure of the company?



CRM at SCB / SIC

1. When was a conscious effort made to adopt a CRM strategy?

2. What kind of process and systems were in place before the implementation of CRM?

3. What were the roles played by:

· top management

· employees and

· customers towards the CRM implementation  

4. Has the interviewed manager been part of the changed process from the very beginning?

5. What has been the main internal reason for adopting and consciously implementing CRM? 

6. What are the benefits that the company anticipated for the CRM initiative?

7. What are the benefits currently realized by the company from the CRM project?

8. Are customers satisfied more than before? If yes what are the indications?

9. How does a customer access or receives answers to his/her concerns?

10. Are there bonuses and or discounts for loyal customers? If yes, in what form?

11. What other promotional activities exist to attract new customers or sustain existing ones?

12. What indications are there to prove that your CRM strategy is duly a customer- focused one?

13. How has CRM influenced the company in terms of how business processes are conducted?

14. How has CRM contributed in enabling the various levels of the company to have a 360° view of the customer?

15. How committed is the company in allocating resources towards 

· sales and marketing

·  promoting service excellence

· time and money towards employees training.

16. What investment portfolio is available to instill in employees the utmost importance of service-mindedness and customer orientation?

17. Did any employee ever feel threatened (loss of job) as a result of the introduction on CRM?

18. What kind of technology is supporting the company’s CRM project?

19. How is technology supporting the attainment of the company’s goals?

20. What challenges do customer and employees face with the new technology?

21. What are some of the problems, challenges you encountered at the initial stages of your CRM project?

22. How would you describe to challenges in relation to the benefits the company currently experiencing?

23. What kind of considerations did management put in place before introducing CRM?









APPENDIX TWO

Financial Services in Ghana

Ghana’s financial services sector can be classified into three main categories i.e., banking, insurance and capital markets. The sector has shown significant development over the past decade. For the purpose of this study, we will limit the scope of this background to banking and insurance services in Ghana. 

Banking

The Bank of Ghana (BoG) Act 2002 (Act 612) has been replaced with the Banking Act 2004 (Act 673) to strengthen the regulatory and supervisory functions of the Bank of Ghana (BoG). 

In February 2003, BoG formally introduced the Universal Banking Business License (UBBL), which is expected to bring more competition within the industry. To operate under the UBBL, existing banks must have a minimum net worth of GH¢70 million ($70 million), excluding statutory reserves, and new banks should have a paid-up capital of GH¢70 million. Banks are required to hold 9% of the cedi and forex deposit base with BoG on daily basis as primary reserves and 35% of their deposit base in cedi denominated assets as secondary reserves. 

The Government of Ghana Index-Linked Bonds (GGILBs) was introduced in 2001, which as part of the reserve requirements converted Government of Ghana short-term liabilities into long-term loans. BoG requires banks to hold 15% of their total deposits in GGILBs. The GGILB is now being phased out by the new second and third year fixed or floating bonds. 

Currently, there are nineteen (19) banks operating in the formal banking sector under different banking licenses.

Insurance

The Ghanaian insurance market is a thriving one with huge potential for growth in both the Life and Non-Life markets. The competition is however keen in the Life market as a result of the anticipated passage of the new insurance bill which will require the separation of Life and Non-Life businesses and an increase in the capital requirement to GH¢7 million.

The Ghanaian market continues to demonstrate some unique characteristics such as:

· Continuous growths as insured seek to self-insure more of their risks. 

· Tougher competition for many finite products. 

· A growing presence in both life and non-life re-insurance. 

Product development continues to be concentrated on the core property/casualty market and insurers are constantly seeking to identify alternative solutions for clients whose needs are not being addressed.

The challenges facing the industry includes the under pricing of policies and the worsening position of bad debts which has resulted in most insurance companies making significant underwriting losses.

The need for insurance firms to spread their risks in order to reduce the impact of risk during any catastrophe led to the creation of the Ghana Reinsurance Company, which is mandated to receive legal cession 20% of premium as reinsurance.

The future of the banking and insurance institution looks bright especially since the devaluation of the cedi in July 2007, to the effect that that GH¢ 1.00 is equivalent to $1.00. The result of this is the attraction of investments to this sector by organizations.
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