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ABSTRACT 

The purpose of this study is to gain a deeper understanding of the implementation process of 

Customer Relationship Management (CRM) in an organization with emphasis on the 

transportation sector. Four main issues have been tackled: the implementation process of CRM, 

the levels at which CRM is practiced in a transportation company, the barriers to CRM 

implementation in a transportation company, and the ways to enhance the present CRM system. 

The case of a transportation company, Intercity State Transport Company (ISTC), has been 

considered as a case study. The focus of this study was basically from the perspective of the 

management of the corporation; two stations were picked for data collection, the head office in 

Accra and one regional branch office in Takoradi.  

The collected data from the company allowed us to find out that leadership, strategy of 

implementation, customer differentiation and implementation process were the main set-backs 

the company faced. The study revealed that CRM implementation at ISTC has been performed at 

only the organizational and customer facing level, to the neglect of the functional level. In the 

implementation process at each of these levels, ISTC viewed CRM as a technology only, and it 

did not make CRM as an enterprise-wide initiative. Finally, due to the inefficient communication 

of CRM initiatives by management to employees, the latter resisted its implementation. This was 

a major barrier to implementing CRM besides the non-existence of a clear strategy.  
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CHAPTER 1 

INTRODUCTION / BACKROUND 
 

Due to the changing nature of businesses today, coupled with increased customer demanding 

nature and also alternate sources of goods and services, organizations try to migrate from 

traditional marketing to modern marketing (Bose, 2002). Whereas the traditional marketing 

merely consisted in developing a product or service (Product), pricing it (Price), promoting it 

(Promotion) and making it available (Place) to the customer (the four P’s of marketing), modern 

marketing involves trust building as well as a good relationship with individual customers. Thus, 

the result of practicing traditional marketing is to increase the volume of transactions whiles 

modern marketing will result in value addition to the customer. This process usually goes 

through three phases, i.e. (that is), customer acquisition, customer retention and customer 

extension. By retaining and extending the customers, repeat buying will result and companywide 

profit will increase. 

CRM is an abbreviation for Customer Relationship Management. There are so many definitions 

and interpretations of CRM. A general definition will be that it is an enterprise approach to 

understanding and influencing customer behavior through meaningful communications in order 

to improve customer acquisition, customer retention, customer loyalty and customer profitability 

(R. Swift, 2001). This process will first start by identifying prospective customers. When 

prospective customers are identified, the organization is tasked with converting these customers 

into first time buyers or users of the service. First time buyers or users are then converted into 

repeat buyers. These customers, who repeatedly purchase goods or patronize a service, will be 

converted to clients. Clients here, refers to those customers who buy a particular product only 

from a particular company. The organization, at this point will then try to convert these clients 

into advocates (clients who will encourage other customers to buy or patronize a company’s 

goods or service, by praising the company). Ultimately, advocates are converted into partners, 

thus becoming shareholders. 
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An organization that practices CRM can be said to be customer centered, that is (i.e.), the 

customer is put at the center of all the information that relates to him or her, and authorized 

people within the organization are allowed to access this information. In this regard, the 

customers feel more valued since they receive real time responses to their request, because the 

company has all the information needed to service them at one place. The 360 degrees view of 

the customer is thus achieved. 

CRM is a business strategy that goes beyond increasing transaction volume. Its objectives are to 

increase profitability, revenue, and customer satisfaction. 

A CRM system in an organization does not work in isolation, it integrates with other systems of 

the organization, to provide a customer centric approach for its employees. By integrating other 

decision support systems such as Enterprise Resource Planning, Executive Information System, 

Supply Chain Management Systems, and Product Life-Cycle Management Systems, across all 

functional areas, organizations are in a better position to create management information that will 

help them plan, acquire, and control their products and services, leading to the gain of larger 

revenue and profits. 

Road transport has become one of the predominant modes of transport in Ghana, aside other 

modes like rail and air (http://www.gipc.org.gh/Pages.aspx?id=71). This mode of transport 

serves the vast majority of Ghanaians due to its cheap nature. With a population growth in Ghana 

of an average of 2% per annum in major cities, reaching a size of 24 million (in 2011), and the 

transport industry has grown alongside this trend. With this development, there has been an 

emergence of small and medium size companies to satisfy the growing demand. 

Being a very competitive industry, customer satisfaction in Ghana’s transport industry no longer 

guarantees customer loyalty. Many factors including unrestricted entry into the industry, among 

others, account for this. Two state-owned firms, City Express Bus Company Limited and 

Omnibus Services Authority exist as competitors to the numerous private operators (including 

the Ghana Private Road Transport Union - G.P.R.T.U) in the industry, including Intercity State 

Transport Company (ISTC), which has been divested by the state. It is as a result of this, that 

transport operators in Ghana are beginning to take initiatives, with the main aim of identifying 
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prospective customers, developing them and retaining the high value ones, under the complete 

principle of Customer Relationship Management. 

 

 

1.1 PROBLEM STATEMENT 
 

With advancement in today’s business world, organizations are faced with the challenges of 

effective customer relationship management. (H. Nguyen et al., 2007) stated that: One of the 

goals that management has its employees achieve is based on a maxim such as: “the customer is 

always right,” “do whatever it takes to deliver your promise” or something similar” 

The practice of neglecting or not recognizing the customer has gone on for many years, until 

recently when companies started realizing that their customers did not come back. In their quest 

to break this barrier, many companies face a lot of challenges, especially when they lack the 

requisite tools or methods to arrive at this goal. 

With recent advancement in technology, companies are well equipped with systems that allow 

their staff to retrieve all customer information at real time. 

Road transport is the principal mode of transport in Ghana, accounting for the vast majority of 

freight and passenger travel. The country's road construction boom followed independence in 

1957, making it a hub, linking the entire West African trade zone. Privatization of many 

transport and logistics enterprises has led to greater efficiency, though the government continues 

to foot the bill for road construction and maintenance, while private contractors assume the 

implementation task. 

According to (Anouk 2010), traveling by bus in Ghana is generally the most comfortable and 

quickest way to get around. Intercity STC is one of the major bus companies in the country. 

Their routes include all the major towns: Accra, Kumasi, Takoradi, Tamale, and Cape-Coast and 

to neighboring countries such as cote di’voire, Nigeria and so on. 

With the recent introduction of the Metro Mass Transit System in Ghana, where buses are 
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provided by the state to cater for the 85% of public transport users, at a very subsidized price, the 

competition in the transport industry has increased.  Owing 45% of shares in this system, the 

government of Ghana operates it as an efficient urban mass transportation system. Due to its 

reliability, efficiency, safety and affordability, most people prefer to use it, thus posing a 

challenge to other transport operators, including Intercity STC. 

Our research problem can thus be stated as; 

“A study to gain a deeper understanding of CRM in a Transportation Company” 

 

1.2 PROBLEM JUSTIFICATION 
 

It is important for an organization to know the objectives of CRM implementation, which factors 

of CRM are most important to them and what the obstacles are to them for implementing CRM. 

The outcome of this thesis will clearly explain to Management of Intercity STC the objectives of 

implementing CRM and the factors influencing CRM implementation. The levels of the 

company, at which CRM should be practiced, will also be brought to bear. This will enable 

management to decide on which level to invest more resources. 

 

1.3 OBJECTIVES 
 

The purpose of the thesis is to evaluate CRM in Ghana’s Road Transport Industry considering 

one case study, which is Intercity State Transport Company (ISTC). 

We seek to gain a deeper understanding of CRM in this industry by: 

• Determining at which levels in the company (i.e. organizational level, customer facing 

level or functional level) is CRM practiced and how it is presently practiced. 

• Evaluating the barriers to CRM implementation. 
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• What strategies could be implemented to enhance CRM in Intercity STC and more 

generally in the road transport industry in Ghana? 

The remainder of this thesis is organized as follows: next chapter presents a literature review on 

the transportation industry in Ghana and on CRM. Chapter 3 is dedicated to the frame of 

reference. The adopted methodology is the object of chapter 4. The collected data are presented 

in chapter 5 and analyzed in chapter 6. Finally, chapter 7 presents the conclusions of this study.  
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CHAPTER 2 

LITERATURE REVIEW 
 

2.1 THE TRANSPORTATION INDUSTRY 
 

Public Transportation 

“Public transportation is a shared passenger transportation service which is available for use by 

the general public, as distinct from modes such as Taxicab, car pooling or hired busses which are 

not shared by strangers without private arrangement.” 

(http://en.wikipedia.org/wiki/Public_transportation). 

(White,P.,2002) defines public transportation as including all modes available to the public, 

irrespective of ownership. These he added, includes Taxis, private hire buses and coaches as well 

as scheduled services of bus. 

2.2 TRANSPORTATION IN GHANA 
 

In Ghana, there exist four major ways of public transport, which are according to 

(http://www.metromass.com/pub_trans_gh.htm), the following: 

• Taxis 

These are usually saloon cars painted in orange at their corners. 

(http://www.easytrackghana.com/travel_information_ghana/local-transportation-ghana.html). 

They carry four or five passengers. (http://www.metromass.com/pub_trans_gh.htm) 

 

 

http://en.wikipedia.org/wiki/Shared
http://www.metromass.com/pub_trans_gh.htm
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• “Trotro” 

This is usually in the form of a minivan, with the capacity of between 16-24 people. They are 

available in every part of the major cities. Due to their affordability, many people patronize 

them. Sitting in them is usually not a pleasant experience, as most of them are uncomfortable, 

filthy and dangerous. (http://www.easytrackghana.com/travel_information_ghana/local-

transportation-ghana.html). 

 

• Commuter buses 

These means of transport provide for the Ghanaian, a balance of safety, expense, speed and 

comfort, with air conditioning and video facilities. They usually travel between major towns. 

(http://www.easytrackghana.com/travel_information_ghana/local-transportation-ghana.html) 

• Railway 

This mode of transport is not fully developed in Ghana. It is only available in the southern part of 

the country. (http://www.metromass.com/pub_trans_gh.htm) 

 

According to (Ghana Ministry of Transport Report, 2007), road transportation serves as a 

dominant mode of transport in Ghana, accounting for about 98% of freight and 95% of passenger 

movement. According to (Driver Vehicle and License Authority (DVLA), 2006), the total road 

transport registered between 1995 to March 2006 was 783,531. This figure consisted of 336,740 

Private Cars (42%), 100,183 Taxis (13%), 51,724 Light Duty Vehicles (7%), 109,258 Buses 

(14%), 69,274 Heavy Duty Vehicles (9%) and 116,352 Motor Cycles (15%). (ibid). 

The private sector controls a large portion of the public road transportation in Ghana, leaving 

government with only a small percentage (George, 2008). This author further noted that the 

quality of public transportation in Ghana is generally poor. This is caused by low maintenance 

standards of vehicles, high maintenance costs of vehicles, bad roads among others. 
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2.2.1 THE DEVELOPMENT OF TRANSPORT INFRASTRUCTURE IN 
GHANA 
 

According to (Gould 1960), the colonial transport system of Ghana started developing during the 

16th, 17th and 18th centuries. This started with the Portuguese and later by the British, Dutch, 

Danish and other European trading companies who were primarily engaged in slave trade, when 

they established about 40 small surf ports or landing points along the coastal regions of the 

country. After the British took over the Dutch forts in 1869, their trade increased considerably 

whiles the number of ports reduced, resulting in only 6 ports in 1900, accounting for 81% of all 

the export trade and 75% of all the import. (ibid) 

Poul (2001) notes that before 1900, there was a major development of roads in the country, the 

road between Cape Coast and Kumasi was rebuilt and an extension to Kintampo and Mampong. 

During this period, roads were built inland from Accra to the Accra plains’ as well as the Akim 

Goldfields. Construction of another road from the goldmine in Tarkwa to river Ankobra, as well 

as from Saltpond and other ports to the palm oil producing regions to aid the transport of palm 

oil barrels .(ibid). 

Three types of road developments took place during the period 1900 – 1919, according to Poul 

(2001), as follows: 

• Construction of feeder roads in Kumasi, thus expanding the hinterlands of the railway. 

• Extension of roads from the larger ports further into the palm oil belt, thus increasing the 

export of palm oil. 

• Construction of roads from both Kumasi and Volta River to northern Ghana as well as the 

development of the road network in northern Ghana concentrated in Tamale. (ibid) 

 

As indicated by Gould (1960), Lorries, their spare parts, tyres, oil and gasoil became available 

after the Second World War, making road transportation even more important. The boom in the 

economy during this period also accounted for a large number of local investment in motor 

transportation, resulting in the increase in the number of vehicles to more than 20,000 in 1952. 
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Out of this number, 11,000 were commercial vehicles, of which 70% were wagons that carried 

both passengers and freight. As a result, there was an estimated turnover for the motor 

transportation in 1950-1951 of 4-5 times larger than the turnover of railways. (ibid). 

Despite all these developments, the road network experienced some sort of deterioration from the 

period 1961 to 1983. This was due to the major cut back on road budgets. An intervention was 

necessary, and so in 1983, through the launch of the Economic Recovery Programme, the 

government started a major rehabilitation programme. The programme subsequently increased 

the number of trunk roads from 15% in 1984 to 43% in 1994. Within the same period, there was 

an increase in traffic on these trunk roads from 288 in 1983 to 522 in 1992. (Republic of Ghana, 

1996). 

According to (http://en.wikipedia.org/wiki/Transport_in_Ghana), the number of new vehicle 

registration increased from 8,000 in 1984 to almost 20,000 in 1989 due to foreign donor support. 

Notwithstanding this increase, by 1988, most of these vehicles were in the capital city, with a 

population of about 7% of the entire country’s population, making the distribution skewed. This 

made transportation very difficult in other parts of the country, especially the eastern and 

northern regions. (ibid). 

The Ghana Highway Authority is the entity in charge of road maintenance and improvement. 

They classify roads from first-class paved (asphalt-surfaced) to third-class un-surfaced roads. 

First-class roads run between the country’s large urban cities. There is a motorway with two 

lanes in each direction running from Accra to Tema, made of concrete. Second-class roads are a 

bit narrow than first-class roads with a base of swish (sun-dried earth) rather than quarried stone 

in first-class roads. 

(http://www.britannica.com/EBchecked/topic/232376/Ghana/55183/Transportation). 
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2.3 EVOLUTION OF CRM 
 

Customer Relationship Management (CRM) is a concept that swept the business world in the 

1990’s with the aim of changing the way businesses interacted with their customer base. 

However, in the short term, CRM proved to be a difficult process that was better in theory than 

in practice. The first reason for its difficulty was that it was very expensive to track and keep the 

high volume of records needed accurately and constantly updates them. 

However, in the last several years, newer software systems with advanced tracking features have 

vastly improved CRM capabilities and the real promise of CRM is becoming a reality. As the 

price of newer, more customizable Internet solutions have hit the marketplace; competition has 

driven the prices down so that even some small businesses are benefiting from some sort of 

custom CRM programs (http://www.scribd.com/doc/14587797/Customer-Relationship-

Management-in-Hotel-Industry). 
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2.4 SCHOOLS OF THOUGHT ON CRM 
 

According to (R. Palmer et al., 2005), the initial approaches to CRM can be broadly classified as: 

 

2.4.1 THE ANGLO-AUSTRALIAN SCHOOL 
 

This school of thought integrated the contemporary theories of quality management, services 

marketing and customer relationship economics to explain the emergence of relationship 

marketing (figure 2.1). 

 

 

 

 

 

 

 

 

 

 

Figure 2.1: The Anglo-Australian school of thought on CRM 
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2.4.2 THE NORDIC SCHOOL 
 

The Nordic school appeared in the late 1970’s in response to perceived shortcomings in the 

transactional approach to marketing. As shown in figure 2.2, the central core of researchers and 

practitioners developed the concept of service as a means of improving the quality of the 

relationship, stimulating customer loyalty, and extending the customer life-cycle (R. Palmer et 

al., 2005). 

 

 

 

 

 

 

 

 

Figure 2.2: The Nordic school of thought on CRM 
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2.4.3 THE NORTH AMERICAN APPROACH 
 

As shown in figure 2.3, the focus in this school of thought was on the relationship between buyer 

and seller interacting within the context of organizational environment, enhancing their 

relationship (R. Palmer et al., 2005). 

 

 

 

 

 

 

 

Figure 2.3: The North American school of thought on CRM 

 

2.5 SOME DEFINITIONS OF CUSTOMER RELATIONSHIP 
 

In this new millennium of liberalization and globalization, the biggest management challenge for 

a business is to serve and maintain a good relationship with the customer. 

In recent times when the business environment is characterized by economic liberalization, 

increasing competition, high consumer choice, and a demanding customer this challenge has 

become even more difficult than ever. 

This has resulted in a shift from traditional marketing to modern marketing. This modern 

marketing demands building trust, a binding force and value added relationship with the 
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customer, as opposed to just developing a product, pricing it, promoting it and making it 

accessible to target customers, as seen in traditional marketing. 

According to (Adrian, 2000), “to create, develop, and enhance individual relationships, targeted 

at specific customers or customer segments is Customer Relationship Management (CRM)”. 

This, he continues, “has the ultimate aim of increasing the total customer lifetime value”. 

(R. Swift, 2001) believes CRM is an enterprise approach to understanding and influencing 

customer behavior through meaningful communications in order to improve customer 

acquisition, customer retention, customer loyalty and customer profitability. 

There is no doubt that some see CRM as a technology. This is demonstrated by Chen and 

Popovich (2003), when they argued that: “CRM is a complicated application, which mines 

customer data that have been retrieved from all the touch points of the customer, which then 

creates and enables the organization to have complete view of customers“. Such technology 

solutions, according to (Dorothea and Cramer, 2009) include “Data Warehouse Technologies 

(DWT), which is an information technology management tool that enables business decision 

makers to gain prompt access to customer data”. 

Christopher et al. (2002) as well as Knox et al. (2003) refer to CRM as “a strategic approach 

where appropriate relationships with the most profitable customers and segments are formed in 

order to create stakeholder value”(Dorothea and Cramer, 2009). 

Combining the above views about CRM, we define CRM, for the purposes of this study as a set 

of all processes and technologies employed by organisations, with the sole aim of attracting, 

developing and maintaining profitable customer relationships. It is more or less a mindset or a 

business philosophy with the aim of increasing a long term customer value. 
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2.6 CRM TYPOLOGY / APPLICATION ARCHITECTURE 
 

There are three parts of application architecture of CRM. They are explained below; 

 

2.6.1 OPERATIONAL CRM 
 

With this architecture of CRM, a complete view of the customer is achieved. It helps sales 

people have access to complete history of customer transactions with the company. (M. 

Limayem, 2010). 

 

 

The operational side includes the traditional customer facing applications, which are: 

Sales Force Automation (SFA) 

SFA has been the powerful tool for most sales teams. Salespersons use this type of application to 

manage their customers. It usually provides them with reminders of their appointments with 

customers, the ability to manage contacts of their customers as well as forecasting abilities (Gray 

and Byun, 2001). 

According to (Gray and Byun, 2001), SFA can be used for: 

• Content Management - this functionality is used to keep track of customers contacts 

• Activity Management – this keeps track of the salespersons appointments with 

customers, and usually gives reminders when the date is due. 

• Communication Management – these comprises tools for communication between 

salespersons and customers. Examples of such tools include email and fax. 

• Forecasting–the forecasting ability of SFA tool is used to make projections of future 

sales, based on current trends. 
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• Opportunity Management–this is used to keep track of leads on potential customers, 

based on available data 

• Order Management–with the use of this functionality, salespersons are able to receive 

online ordering of products or services. A proper tracking of these orders is also achieved 

with this functionality. 

• Document Management–easy access to organizational documents and reports is 

achieved through this functionality. 

• Sales Analysis–customer data is analyzed by using this functionality 

• Product Configuration–this is used to organize alternative product specification and 

pricing. (ibid) 

(M. Limayem, 2010) adds that the key infrastructure requirements for SFA are mobile 
synchronization and integrated product configuration. 

 

Customer Service and Support (CSS) 

Since customers are likely to have problems with a product or service after acquiring it, CSS 

becomes important in the bid to solve this problem. CSS centers answer reports and complaints 

from customers. This has the ultimate aim of satisfying customers, thereby saving cost and 

increasing customer loyalty as well as revenue (Gray and Byun, 2001). 

Two types of programs are normally designed to enhance customer service, according to Russell 

(2001); 

• Reactive Service: this is where the customer has a problem and contacts the company for a 

solution. The problem could be product failure, question about a bill or product return. Most 

companies today have established infrastructures to deal with reactive service situations 

through 800 telephone numbers, faxback systems, e-mail addresses, and a variety of other 

solutions. 

• Proactive Service: this is where a company becomes aggressive in establishing a dialogue 

with customers prior to complaining or other behavior sparking a reactive solution. 
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Customer Service capabilities include the following; (Gray and Byun, 2001) 

• Call Center Management 

• Field Service Management 

• Help Desk Management 

 

CSS has now evolved into the “Customer Interaction Center” (CIC), making use of multiple 

channels like web, phone / fax, face-to-face, kiosk, etc. (M. Limayem, 2010). 

 

Enterprise Marketing Automation (EMA) 

EMA provides information about the business environment, including information on 

competitors, industry trends and variable segmentation. EMA applications are used to improve 

marketing efficiency. (M. Limayem, 2010). 

 

2.6.2 ANALYTICAL CRM 
 

In this market of CRM, data collected within operational CRM activities, are analyzed. The 

purpose of this analysis is usually to segment customers or to identify cross and up-selling 

opportunities (M. Limayem, 2010). (T. Wu, 2003) said “Analytical CRM deals with strategic, 

effective and efficient use of data in order to provide management with good decision-making 

possibilities”. To gain the most out of the ever-increasing customer data, companies resort to the 

use of special tools to help analyze this data. Prominent among these tools are data warehouse 

and data mining. 
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2.6.3 COLLABORATIVE CRM 
 

This facilitates interactions with customers through all channels (personal, letter, fax, phone, 

web, e-mail) and supports co-ordination of employee teams and channels. For companies to 

better serve and retain their customers, collaborative CRM provides a solution that brings people, 

processes and data together. (M. Limayem, 2010). 

The following are the benefits of collaborative CRM; 

• Enables efficient productive customer interactions across all communications channels. 

• Enables web collaboration to reduce customer service costs. 

• Integrates call centers enabling multi-channel personal customer interaction. 

• Integrates view of the customer while interaction at the transaction level. 

 

2.7 CRM INFRASTRUCTURE 
 

Various departmental touch points come into contact with information from customers and what 

CRM aims to achieve is to integrate all these information that flows through. CRM technology 

must provide a way to process information so it becomes available when required. This allows 

for customer experience regardless the channel used. (Reynolds, 2002). According to Crmtrends, 

CRM can be implemented at different levels in a company; it can be at the organizational level, 

at the customer facing level (all activities that deal with interactions with customers, marketing, 

sales and services) or at the functional level. The ideal level however is the organizational level. 

(http://www.crmtrends.com/crm.html). 
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2.7.1 DATA WAREHOUSE TECHNOLOGY 
 

Dyche (2002) acknowledges that, to have a total customer view, “a single version of truth” all 

data must be stored in a centralized cross-functional warehouse where both current and past 

information moves in and out. 

Data warehouse is an important aspect of CRM because of its ability to transform consolidated 

customer data into customer intelligence which then provides a basis for understanding the 

customer so that right decisions on how to service the customer is made (Chen and Popovich, 

2003). 

Data warehouse can provide the following benefits to an organization according to Chen and 

Popovich (2003). 

• Accurate and more rapid access to information to facilitate responses to questions from 

customers. 

• Duplicated data is minimized and thus data quality is assured due to filtering. 

• Customer profitability analysis, customer profiling and retention modeling is enhanced 

and facilitated because data is extracted, manipulated and drill down quickly. 

 

2.7.2 ENTERPRISE RESOURCE PLANNING 
 

Chen (2001), explains ERP as a system highly integrated with back office function. According to 

Chen, ERP links all areas of a firms operation such as manufacturing, distribution, order 

management, human resource and financial systems with external customers and suppliers which 

then becomes a highly integrated system available to all. 

All supply chain processes and information, both internal and external could be facilitated 

through ERP in an organisation. (Sharp et al, 2004). 
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2.7.3 INTERNET TECHNOLOGY 
 

The internet is a network that connects users to an amazingly large information highway and in 

recent times business transactions over the internet are at a much higher volume (kotler, 2000). 

Companies are using the internet technologies to build a stronger relationship with their 

customers by improving customer service, increasing sales efficiency cycle and the development 

of more effective marketing programmes (Chou et al, 2002). 

Advances in the internet technologies have greatly enhanced the flow of dialogue and the capture 

of interpretation and dissemination of information. Internet technologies enable the development 

and management of complex multiple channels and cross-channel relationship. (Frow and Payne, 

2004) 

 

2.8 PARAMETERS TO MEASURE CRM SUCCESS 
 

According to O'Conner (2002), companies can measure the success of implementing CRM 

through their business objectives and also the aim of implementing the system. There are a 

number of metrics they use, some of which include customer metrics: cost impact and generated 

revenue as a result of the rate of acquiring and defection within different customer segments. 

(ibid) 

Below are some metrics to measure the success of CRM implementation 

• Relevant Performance metrics 

(O'Conner, 2001) indicates that CRM should be measured on its desired goals, that is, the 

measure should be based on the direct results of its main activities. The author identifies such 

activities as speeding response times, lowering call center staffing cost, lowering shipment and 

billing errors and increasing product development cycles. (ibid). 
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• Improved Customer Profitability 

Customer loyalty and churn can be seen as an important measure of CRM success. However, 

most companies concentrate often on new sales to the detriment of existing customers. As 

(Robinson 2003) puts it, lower customer attrition, as a result of higher loyalty, will cut back on 

the cost of hunting for new business. The author also states that companies should define as well 

as create measures of lifetime values in order to appreciate the full benefits of what can be 

achieved in CRM implementation. 

 

• Sales Process Efficiencies 

Curry (2002) recommends to companies to clearly define a CRM process before deciding on a 

system. As he puts it “Software is a great tool, but it will never be able to answer such questions 

as how are your marketing, sales, and service departments going to work together? You need to 

figure out if two divisions serve the same customers base, which one owns which customer. You 

need to decide if your distributors are customers or partners. You need to determine the 

relationship between outside sales and inside sales” 

Also, Christopher Milliken, president and CEO of Boise Office Solutions in Itasca, Ill practically 

states that “We didn't simply set out to strengthen our internal processes with CRM. Instead, we 

started with a clear business objective: to provide our customers with a greater economic value. 

Only then did we invest in technology to help us meet that goal. Much of the technology turned 

out to be CRM tools” (Milliken, 2002). 

 

2.8.1 RETURN ON INVESTMENT (ROI) OF CRM / CRM PAYBACK 
 

CRM in a technological sense will be very subjective if it is to be measured. When measured, it 

will give the company an idea as to which CRM components improves customer relations 

(Dyche, 2002). 
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CRM implementation decision takes longer periods of time, as the ROI is not easily visible and 

an upfront investment is necessary to start it with. The real value therefore needs to be illustrated 

(Hines and Gartner, 2002). 

Short-term results 

An improved strategic objective of a company in the long-term reveals the return on CRM 

investment. The global crunch in recent time caused lots of companies to pay more attention on 

financial measures and short-term results of CRM (Peel, 2002). 

To be able to know or realize ROI in the short-term, key performance indicators (KPI’s) need to 

be set in the early stages of CRM process or even before the project starts, this allows for a better 

or clearer unsolicited comparison over the legacy process. 

Short term ROI is difficult to measure in monetary terms, but the immediate benefits tie back to 

customer- oriented strategy. A clean data structure which is set before or in the implementation 

process is the basis for accurate reporting and better results (Schuster, 2002). 

Long-term Benefits 

Long-term benefits are realized in the interactive part of CRM and also in the lifetime value of 

customers. An important number that a company needs to increase is the number of “Net 

Promoters” (Rahimi, 2007). Net promoters figure is calculated by subtracting the percentage of 

customers that are saying they are unlikely to make a recommendation from the percentage of 

guest that are extremely likely to do so (Rahimi, 2007). 

In the service industry, there is a strong relationship between percentage of promoters and a 

company’s growth rate (Reicheld, 2003). Examples of companies that score higher referral rates 

are eBay and Amazon with their customer centric models supported by leading-edge technology 

(Rahimi, 2007). 
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2.9 SOME APPLICATIONS OF TECHNOLOGY 
 

Technology consists of the software and programmes that support the entire CRM process. CRM 

is actually an enabler to the process. Below are some technologies that serve as enablers to the 

CRM implementation process: 

1. Call centers: Call centre technologies alleviate some of the repeat work and increase 

efficiencies, allowing companies to handle escalating call volumes. Customer Service 

Representatives (CSRs) could look up similar calls and resolutions while a customer was on 

the phone, without having to repeat research. The software tools being used in the call-

centers also provide forecasting of call volumes to ensure adequate call centre staffing 

(Lemon et al., 2002). 

2. Web based self-service: This model is founded on the principle of enabling customers, 

partners and employees to obtain information or conduct transactions directly over the 

internet, avoiding time-consuming and costly traditional processes involving multiple verbal 

or written interactions. It provides control, performance, convenience and efficiency 

(Chaudhuri and Shainesh, 2001) 

3. Customer satisfaction measurement: Survey mails are the major way for companies to 

monitor customer satisfaction. Nowadays, these survey forms are even personalized to 

specific customers or customer groups. Responses are input into customer databases and 

included as part of individual customer profiles. Such tracking of customer satisfaction over 

time enables a company to fine tune how it communicates with its customers according to 

their preferences (Mohan, 2003). 

 

 

2.10 ADVANTAGES / BENEFITS OF CRM 
 

Keeping customer data at a much lower cost is possible if CRM applications are implemented, as 

suggested by Chen and Popovich (2003). According to Peppard (2000), effective management of 

information in any organization can be used for product tailoring, service innovation, customer 
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view consolidation and calculation of lifetime value, all of which are very important in CRM.( 

Thomas, K.O and Karla, L.R., 2006) . 

Through the study of the purchasing trends of customers, organisations are able to determine 

which customers are more important than others, thus evaluating their loyalty and profitability. 

According to Bull (2003), CRM makes it possible for companies to find unprofitable customers 

who have been abandoned by other companies. Galbreath and Rogers (1999) supports this by 

saying that CRM helps a firm to fully determine which customers are worthwhile to acquire, 

which to keep, which have untapped potential, which are strategic, which are important, 

profitable and which should be dropped. (Thomas, K.O and Karla, L.R., 2006). 

According to (Greenberg, 2004), CRM can increase the true economic worth of a business by 

improving the total lifetime value of customer, since successful CRM strategies encourage 

customers to buy more products, stay loyal for longer periods and communicate effectively with 

a company. (Thomas, K.O and Karla, L.R., 2006). 

(Newell 2000) added that CRM is the tool that will contribute to profit, if applied in the right 

way. Through the transformation of customer data into knowledge, which will eventually form 

the basis of building relationships, loyalty will be achieved, thus generating profit as a result (R. 

Rahimi, 2007). 

(R., Swift, 2001) identified the following as benefits that a firm will derive when it implements 

CRM.  

 

1. Lower cost of recruiting Customers: through the savings made on marketing, contact, 

follow-ups and the like, by implementing CRM, this will result in a decrease in the cost of 

obtaining customers. 

2. No need to acquire so many customers to preserve a steady volume of business. There will 

be an increase in the number of long-term customers and consequently the need for acquiring 

many new customers will decrease. 

3. Reduced cost of sales: The costs regarding selling are reduced owing to the fact that 

existing customers are usually more responsive. In addition, with better knowledge of 



 31 

channels and distributions, the relationship become more effective, as well as that cost for 

marketing campaign is reduced. 

4. Higher Customer Profitability: Due to increases in up-selling, cross-selling and follow-

up sales as a result of increase in customer wallet-share, customer profitability will increase, 

leading to more referrals from satisfied customers. 

5. Increased Customer retention and loyalty: Since customers stay longer, buy more and 

frequently, customer retention will increase. 

6. Evaluation of customers Profitability: A firm will get to know which customers are 

profitable, the ones who never might become profitable, and which ones that might be 

profitable in the future. This is very important since the key to success in any business is to 

focus on acquiring customers who generate profit and once a firm has found them, never let 

them go. As suggested by (Newell, 2000), a company should invest in CRM projects where 

they will get the best possible return, thus focusing on customers who already are or will 

become the firm’s most profitable customers.(ibid). 

 

In support of (R. Swift, 2001), Curry and Kkolou (2004) also identified the following as major 

benefits and reasons for adopting CRM: 

• customers from the competition will come to prefer your organization 

• a simplified, customer-focused internal organization will simplify the infrastructure 

shrinking the workflow and eliminating non-productive information flow 

• profits will increase from more satisfied customers and a more compact, focused company 

 

Wilson et al. (2002) believe that the following are the benefits an organization will achieve by 

implementing CRM: 

1. Increased customer retention and loyalty 

The ability to retain loyal and profitable customers will increase the firms’ profitability. 
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2. Higher customer profitability 

Individual customer margins are increased while offering the right product at the right time 

3. Creating value for the customer 

Acquiring the right customers based on knowledge or learned characteristics, which drive growth 

and increased margins. (Ibid) 

 

Gray and Byun (2001) identified the following as benefits of CRM if sales, marketing and 

service functions work together as a team: 

• Improved service without increasing cost 

• Larger customer lifetime value 

• Improved ability to acquire and retain customers 

 

They summarized the above benefits in table 2.1 in the next page. 
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Table2.1. Benefits of CRM according to Gray and Byun (2001) 

CRM Strategy Identification Differentiation Interaction Customization 

Source of 

benefits 

Clean data about 

customer. 

 

Single customer 

view 

Understand 

customer 

Customer 

satisfaction 

and loyalty 

Customer 

satisfaction and 

loyalty 

Benefits Helps sales force 

Cross selling 

Cost effective 

marketing 

campaign 

 

 

Reduce direct 

mailing cost 

Cost 

effective 

customer 

service 

Lower cost of 

acquisition and 

retention of 

customer 

 

Maximise share 

wallet 

 

Bose (2002) states that although, more organizations can use CRM, some are likely to get more 

benefits than others. He further said that those who achieve more are the ones who collect large 

customer data during transactions with customers. He goes on to indicate that higher customer 

turnover is experienced by companies who rarely have any link with their customers, and this 

unlikely to achieve much from CRM. (ibid). 

Xu et al. (2002) also stated the following as benefits of CRM to organisations: 

• Increased return on marketing investments 

• Improved product development as a result of the use of knowledge derived from direct 

customer interaction 

• Increased marketing and cross selling opportunities 

• Promotes tight and perfect targeting as well as one-to-one marketing. (ibid) 

From the sales perspectives, Xu et al. (2002) states the following benefits: 
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• Increased sales efficiency through wire and internet-based order entry 

• Increased revenue per each call through the growing of best customers 

• An improved sales force, by capturing, distributing and leveraging the success and 

expertise of the highest performers. 

• Improved telesales field sales as well as sales management by sharing real time 

information among multiple employees 

• Improved territory management through real time account information updates 

 

2.11 CRM IN SERVICE INDUSTRIES 
 

Berry (1983) suggests five strategy elements of service companies practicing CRM as: 

developing a core service around which to build a customer relationship, customization of the 

relationship to an individual customer, adding extra benefits to the core service, pricing the 

service to promote customer loyalty and marketing to staff who will later perform well for 

customers. 

According to Lovesick (1983), many services (example: Insurance, Banking, Transportation), 

due to their nature, require on-going membership. It is more likely for customers to form 

relationships with individuals and with the companies they represent than with goods (Berry, 

1995). Thus (Bitner, 1995) adds that employees play a major role in shaping the service- 

experience the customer is dealing with. 

Tapan (2001) noted that the success of any service provider is dependent on long term 

relationships between the firm and the customer.  A greater emotional bond and trust between the 

firm and service user generates the need of maintaining and growing the relationship. 
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2.11.1 SOME CRM IMPLEMENTATION STUDIES IN SERVICE 
INDUSTIRES 

 

According to (W. Chi et al., 2005), the deployment of customer-focus strategy to re-engineer the 

business operations of a financial service provider is mostly through the development of a CRM 

system. Better customer understanding is often achieved with a good CRM system, leading to 

better design and provision of product/service. This will ultimately lead to the gain of more loyal 

and profitable customers and eventually more profit. 

Retail banks in Hong Kong have lately implemented CRM applications such as sales force 

automation, marketing campaign system, internet banking and phone banking, despite the 

difficulties involved in implementation. (ibid). 

According to European Centre for Total Quality Management (2002), in a study conducted by 

IDC, on some financial institutions, their findings revealed that service companies are beginning 

to see the importance of customer analytics to the success of CRM implementation. They 

summarized a generic analysis of best practices, showing a view of customer loyalty in two 

different banks that have implemented CRM, as shown in table 2.2 below. 
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Table 2.2: Customer Loyalty Case Studies at a Glance 
Client Service Provider Project Goals Industry Performance Management Critical Milestones 

Robeco Private 
Banking 
(Switzerland) 

Cambridge 
Technology 
Partners 

Initially, the bank had been 
spending large sums of money 
on client acquisition and 
needed to have a more 
integrated approach to client 
and prospect Management.  
 
With over 60,000 prospects 
and leads with a conversion 
rate of approximately 10% 
through mailings and 
individual contacts, the bank 
decided it needed to refocus its 
efforts to customer retention in 
addition to acquisition 

Banking • Client loss-rate 6.1% to 
4.1%, 5 years 

• Increased client 
retention 

• Share of wallet 

• Number of client 
referrals increased 

• Stronger client 
communication 

• End-user involvement 
from phase one 

• Transfer of 
knowledge 

• On time, despite 
merge with 
Rabobank 

• Additional costs due 
to customization and 
changes to make the 
service run smoothly 

A German Bank CSC To reduce costs and raise its 
earnings. The bank realized 
that it required a data mining 
solution to discover the 
affinities of its customers and 
what its customers’ needs and 
wants were in order to adapt 
processes to fulfill the needs of 
its customers. It wanted to 
attract customers and build 
loyalty. 

Banking • Currently does not 
measure impact of 
customer loyalty 
through system. 

• August 2000, enlarged 
database, concepts 
concerning customer 
segmentation, life cycle 
analysis and customer 
values are now 
available, which will 
help it to gain more 
benefits from the 

• Unsure as to what it 
was trying to 
achieve from the 
database. Later 
realized it could use 
the information that 
was being gathered 
in the database to 
develop different 
scenarios to support 
its action plan. 

• Needs good 
integrator and an 
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system. 

• First real results are 
expected in 2001 

external partner. The 
bank believes 
external partners 
have better 
knowledge of 
emerging 
technologies and 
business solutions. 

• Major concerns in 
building key skills in 
data mining and 
finding professional 
data miners. 

• Gaining business 
value from the 
technology seemed 
to be a challenge to 
address at the IT 
level. 

Source: Excerpt from IDC, 2000 
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In this same report, the following conclusions where made from the case study: 

a. Embarking on a Successful CRM Implementation 

A great deal of research, documentation, planning and evaluation is necessary in embarking on a 

successful CRM implementation. It is thus a journey and not a destination. The constant 

awareness of a firm’s environment, it is competitors and it is changing customer needs, is 

necessary for any organizations embarking on this journey, else complacency sets in and a 

downward spiral will begin. 

 

b. Technology Initiative 

CRM itself is not a technology; rather technology serves as an enabler. It makes it possible for 

the integration of large volumes of customer information that are required for CRM. It also 

makes it easy for companies to interact with their customers in ways that provide value to the 

customer. 

Nonetheless, the leveraging of this customer knowledge to facilitate the making of better 

business decisions remains the responsibility of managers and employees of the organization. 

 

c. Clear Understanding of CRM & Leadership 

To avoid CRM failure, it is necessary for a clear focus about what the CRM vision is within the 

entire management team, the team’s willingness to authorize change across the entire 

organization and the clear understanding that CRM is something that firms have to be in or the 

long haul. 

 

d. Synergistic Integration Of The Strategy, People And Technology 

A synergistic integration of strategy, people and technology is necessary for an effective CRM 

implementation. This integration will lead to the creation of business processes that seek to 
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develop a continuous relationship with customers, resulting in the emergence of an exchange 

relationship that is mutually beneficial to both organization and customer. 

From the above conclusions on the study, the writer makes the following recommendations in 

the implementation of CRM in financial service industry: 

• Leadership is very important in the implementation of CRM in any type of organization. 

Thus it is necessary to totally win the commitment of the board of directors, and further 

extended downwards to all customer service and project personnel. 

• Chose and integrate best-of-breed applications, so as to provide the best fit to the firms’ 

operational vision and business requirements. 

• To ensure smooth communication and movement of transactions, processes and workflows 

should be re-engineered and streamlined to eliminate the real “pain” and root causes of 

problems. 

• The service personnel needs to be considered in the implementation process, making sure 

that call center technologies, scripting and support applications are friendly and easy to use. 

•     Piloting of the CRM solution is necessary before full implementation. This will enable a 

review of the process to detect any flaws or service problems, monitor service performance, 

tune the CRM application, measure the business benefit and follow up with a steady 

improvement programme. (ibid). 

 

2.11.2  THE CASE OF THE TRANSPORT INDUSTRY 
 

“From travel agencies to trains, from the airline industry to trucking firms, there are numerous 

benefits in the application of technology and CRM solutions.” (Duane, 2009). According to this 

author, major international transportation companies such as airlines, bus and rail companies use 

data warehousing to provide a number of business solutions beneficial to their operations. These 

operations include: 
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a. On-line query of all resources and schedules 

b. Ability to manage planes/loads/usages 

c. A financial management system 

d. Resource planning and system scheduling 

e. Knowledge transfer to all levels of business users 

 

Through the use of a data warehousing solution, achieved through CRM, profitable customers 

can be identified and given incentives for retention and additional travels by them.  

Also, analysis of passenger origin/destination sites as well as competitive information can 

provide the opportunity for new routes, which could eventually lead to a reduction in weeks or 

months of effort in identifying new routes. This will provide more revenue by adding just one 

route with greater productivity. (ibid). 

 

2.12 CRM INITIATIVES 
 

Dyché (2001) makes it clear that it is only when companies have clearly defined their objectives 

for implementing CRM that they purchase CRM products to automate campaign management. 

These companies usually have a variety of strategies in mind, with the ultimate aim of increasing 

customer value and loyalty. Some of these strategies according to Dyché (2001) include: 

 

1. Cross-selling and up-selling 

Two very popular types of selling are cross and up selling. Up-selling refers to the act of 

motivating an existing customer to trade up to more profitable products while cross-selling is 
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selling a product to a customer as a result of another purchase. Since selling more services to an 

existing customer increases revenue from that customer and costs less than acquiring a new one, 

applying the concept of up-selling becomes advantageous to a firm. Applying cross-selling 

correctly means selling the right product to the right customer. Thus, the desire to enhance cross-

selling business practices accounts for much of the popularity of CRM marketing automation 

technologies. 

 

2. Customer retention 

It is very important to understand that customers have left, and even more important, who. When 

customers leave, there is loss of revenue to the company, as well as loss of a stable market base 

for selling the company’s products or services. For this reason, the importance of knowing the 

reasons why a customer left cannot be over emphasized.  

It is equally important to know the reasons for customers leaving, and not only those who have 

left. After determining those who have left, the reasons for their departure should also be 

investigated. 

 

3. Behavior prediction 

Companies can use complex models to analyze the purchasing trends of a customer. The findings 

can be used to forecast future behaviors of customers. These analyses include the following 

variations; 

• Propensity-to-buy analysis: Determining which products a particular customer is likely to 

purchase. 

• Next sequential purchase: Estimating what product a customer is likely to buy next. 

• Product affinity analysis: Understanding which products will be purchased with other 

products. Also known as “market basket analysis”. 
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• Price elasticity modeling and dynamic pricing: Determining the optimal price for a given 

product, often for a given customer or customer segment. 

After determining the likely behavior of a customer, a firm can then make some marketing 

decisions, some of which are: 

• Pre-emotively offering discounts or fee waivers to existing customers who are at risk of 

churning. 

• Refining target-marketing campaigns to smaller customer segments or specific products. 

• Packaging certain products together and fixed-pricing them to sell more products and 

increase their profitability. 

• Cross-selling products likely to be purchased with other products. 

 

4. Customer profitability and value modeling:  

Organisations are able to determine who their valuable customers are through extensive 

processing and detailed data, together with profitability modeling products. The results will help 

them know which customers to keep. 

Value modeling, as practiced by most organisations, enables them to score customers based on 

their relative worth to the company over a period of time. This exercise though data-intensive, 

provides the firm with information that enables them fine-tune their communications skills with 

the customer. In determining the value of a customer, their historical behavior, product costs, 

support costs, profitability and channel usage should all be considered in the analysis. 

5. Channel optimization 

With advancement in Internet, customers’ interactions interface evolve, thus companies are able 

to better reach their customers with ease. Efficient channel management will better enhance this.  

 

  



 43 

6. Personalization 

This is the ability to communicate with a customer in a customized way, as a result of knowledge 

of their preferences and behaviors at the point of interaction. This could be in the form of online 

messages targeted to a particular customer or customer segment, such as inserting the customer’s 

name in an email or using detailed information about the customer on a webpage. 

Technologies used in personalization make use of customer profile data, past purchases, click 

stream data and web survey responses to forecast the future behavior of a customer. 

 

7. Event-based marketing 

This is described as time-sensitive or sales communication in response to specific customer 

event. Although event-based marketing can be targeted towards a single customer or a group of 

customers, companies adopting CRM are striving for that one targeted to a single customer, 

because they are virtually moving from traditional marketing to a more customer centric 

marketing. 

The main aim of event-based marketing is to be able to react to customer events in real time, 

immediately after the event takes place. (ibid) 

 

 

2.13 KEY FEATURES OF CRM TOOLS 
 

According to Kumar (2001), one aim of CRM is to enable businesses better understand the needs 

of their customers by understanding their purchasing habits, getting feedback and keeping them 

informed about various offerings. This is achieved by making use of a variety of reports and 

tools in a CRM system.(ibid). Below, are presented some of the features of these tools: 

•  The management, salespeople, people providing service to the customer can access 

information, match customer needs with product plans and offerings, remind customers 

of service requirements, check payment histories, and so on (Lemon et al, 2002).  
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• Sales are a very important department for any business. Businesses should constantly 

think how to improve sales strategies. CRM software provides rich functionalities like 

Managing business contacts, order management, Follow up sales, Sales forecast which 

would help in boosting new sales as well as retaining existing customers.(kumar, 2001), 

•  Databases about customers that describe relationships in sufficient detail are built with 

CRM software tools. 

 

2.14 CRM IMPLEMENTATION 
 

 “CRM implementation failures are often attributed to faults in the business case and more 

specifically in the business case not being realized.”(N. Basi, 2008).  Basi goes ahead to suggest 

that “a subtle change in the approach to CRM implementations to bring in a focus to business 

value realization would address the business myopia that exists in most CRM implementation 

methodologies.” This is clearly supported by (H. Nguyen et al., 2007) when they suggested that 

before a company decides to invest in new CRM programs, they must be aware of some critical 

strategies. These strategies they identified are based on the customer, the channel and the brand. 

Customer 

“One of the most important strategies is to identify the target customers based on the existing 

business model and corporate mission.”(H. Nguyen et al., 2007). Therefore, organisations 

wishing to implement CRM must first and foremost, segment their customer base. This will 

enable them determine the types of customers they have to serve and the kind of interactions 

with these customers. (H. Nguyen et al., 2007) suggested two ways of identifying target 

segments as using a customer-centricity model and building a profit and loss strategy. The 

customer-centricity model involves “a process of segmenting groups of customers based on 

similar attributes and managing those segments in a way that maximizes both the benefits to 

customers and the long-term profits potential of the organization”, whereas the profit and loss 

strategy requires “organization to build a profit-and-loss (P&L) strategy for each of its customers 

(Wreden, 2004) where customer profit = gross revenues – (customer allowances) – (credits and 
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rebates) – (product costs) – (channel costs) – (cost-to-service) – (administrative cost)” (H. 

Nguyen et al., 2007). 

According to (J. Fulton et al., 2004), “to determine customer needs and ways to meet those 

needs, CRM strategies depend on customer data collection and analysis — who are your 

customers, what are they purchasing, what other products are they purchasing at the sometime, 

how much did they pay for it and when and where did this transaction occur” 

Companies can collect this data through various ways – administering a customer survey 

questionnaire, point of sales terminals data, just to mention but a few. 

 

Channel 

Organisations hoping to implement CRM must also identify the various ways of delivering their 

goods or services. These ways must be thoroughly studied, and the potential ones, justified and 

exploited. (H. Nguyen et al., 2007) suggests that in recognizing these channels, “Organizations 

can use the road map matrix of comparing the old business strategy mapping to the new business 

strategy mapping to achieve this recognition”.  

 

Brand 

“A brand is the identity of a specific product, service, or business” 

(http://en.wikipedia.org/wiki/Brand). Being more than just a name, icon or slogan, “it is all about 

the encapsulation of all the customers’ interactions with the company and its products and 

services” (H. Nguyen et al., 2007).  

With a strong brand, organisations can add value to themselves, reduce the persuasion required 

for customers to use their product or service and improve revenue generation for the company.  

Therefore, “understanding and expanding the definition of brand shows the critical role that 

CRM is playing in the branding process and that activities formerly considered outside the scope 

of a company’s brand are actually the principal contributors to the brand’s strength or weakness. 
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However, if these characteristics are overlooked, organizations can struggle over times to be 

successful.” (H. Nguyen et al., 2007) 

 

2.15 FACTORS OF CRM IMPLEMENTATION SUCCESS 
 

Studies have shown that the majority of organizations often fail in the implementation of CRM 

projects. It is a fact that a whopping 50% of all CRM projects have failed to meet their 

expectations. (Almotairi, 2009). The following presents discussions on a key number of factors 

of CRM implementation. 

 

Strategy 

A CRM strategy is a very important step in implementing any CRM project. According to (R. 

Lombardo, 2007), it is important for an organization embarking on a CRM initiative to consider 

what it takes to successfully implement a CRM project. (Bellenger et al. 2004) put it that, a 

strategy is like an overall plan for deploying resources to establish a favorable position. Thus, to 

efficiently deploy these resources, an organization needs to build an efficient team of personnel 

to handle this task. Members of this team usually comprises people from Sales, Marketing, 

Customer Support, Customer Service, Management, IT, Finance departments, as well as an 

external or outsourced individual who is experienced in planning and implementing CRM 

solutions. (R. Lombardo, 2007)  

As stated by (R. Lombardo, 2007), a CRM strategy should have a business case focus. That is, 

there should be clear understanding of the merits of implementing the strategy, and that it falls in 

line with the vision of the organization. 

 

Leadership 

(H. Nguyen et al., 2007) have pointed out that, most CRM initiatives fail because of leadership. 

The leaders of most CRM initiatives are most often than not, functional heads who are poorly 
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resourced when it comes to knowledge of CRM. 

According to Galbreath and Rogers (1999) CRM environments, due to their complex nature, 

require organizational change and a new way of thinking about customers - and about a business 

in general. To create such a complex environment, an organization will need an efficient 

management of the customer relationship or new technologies, as well as new leadership 

abilities. Leaders are in a better position to set the vision or strategic direction of CRM projects 

because they are the ones in charge of keeping track of the performance of the exterior of the 

organization, as well as being influential in the authorization and control of expenditure, the 

setting and monitoring of performance and the empowerment and motivation of key personnel 

(Thomas, K.O and Karla, L.R., 2006). 

Three very important aspects of leadership that must be considered by leaders implementing 

CRM are technology, organizational environment and atmosphere of innovation. In terms of 

technology, leaders must ensure that the whole of the organization is constantly resourced with 

current information technology to enable front-line employees function efficiently in this new 

management concept called CRM. With the use of current information technology, employees 

have access to customer data, that will enable them provide customized products and services. 

Thus the CRM leader must be technologically inclined to ensure the functionality of technology 

in the entire CRM implementation process. (Thomas, K.O and Karla, L.R., 2006). 

In creating the right organizational atmosphere to implement CRM, leadership must identify a 

vision and mission, and communicated to front-line employees, taking care not to impose this on 

them. Decision-making should be moved down from the top management to the very local 

customer. The creation of the right environment for learning cannot be over emphasized, as this 

will promote a higher rate of retention of most employees. This will go a long way to help in the 

realization of the overall company vision, as front-line employees are the ones who interact most 

with customers. (Thomas, K.O and Karla, L.R., 2006). 

The CRM leader also needs to provide an innovative environment. This should be done in line 

with the overall company structure. After identifying the right innovative initiatives, the leader 

then implements it and encourages all employees to accept it through effective communications. 

(Thomas, K.O and Karla, L.R., 2006). 
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CHAPTER 3 

FRAME OF REFERENCE 
 

In this chapter, we shall develop the research questions based on the literature review and the 

research problem (i.e. gain a deeper understanding of CRM in a transportation company) as 

well as the delimitations of the study. 

 

3.1 RESEARCH QUESTIONS 
 

Based on our research problem stated in chapter 1 (section 1.1) and the literature reviewed in 

chapter 2, we formulate our research questions as follows: 

Research Question 1: 

What are the various levels at which CRM is practiced in a transportation company? 

This question will identify the various levels in the company, at which CRM is practiced. 

Research Question 2: 

How can the implementation process at each of these levels be described? 

This question will seek to determine the process involved in implementing CRM at each level 

stated. 

Research Question 3: 

How can the barriers to CRM implementation in a transportation company be described? 

This question will highlight on the challenges involved in implementing CRM. 

Research Question 4: 

How can the implementation of CRM in STC be enhanced? 
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This question will seek to determine ways of improving CRM implementation. 

3.2 DELIMITATION 
 

This study is delimited by the following: 

• As stated in chapter 2, section 2.5, we have defined CRM for the purpose of this study as a 

set of all processes and technologies used by organisations with the main aim of attracting, 

developing and maintaining profitable customer relationships. We see CRM in this way as a 

mindset or a business philosophy aiming at increasing long-term customer value. 

• Our study focused on the company’s understanding of CRM implementation. The opinion 

of customers will not be taken into consideration. 

• We took the Accra office (Head office) and Takoradi office as source of our interview. 

This is because the two people conducting the research reside in these areas and therefore it 

was possible to get easy access to staff from these offices. Traveling to the other offices of 

Intercity STC across the country was not possible due to the time frame of the research. 

• Our study has also been limited to general concepts of CRM; it did not study a specific 

CRM technology that has been implemented. 

 

3.3 FRAME OF REFERENCE 
 

According to Miles and Huberman (1994), a frame of reference explains, either graphically or in 

narrative form, the main things to be studied, i.e. the key factors, constructs or variables and the 

presumed relationship between them. Consequently, a frame of reference presents the theories 

and models that are most suitable for the research problem and it also describes how the theories 

are related to each other. 

Our first research question focuses on the levels in an organization at which CRM is 

implemented, particularly in the transportation industry.  
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The second research question deals with the implementing process at each of these levels. The 

third question looks at determining the challenges involved in implementing CRM while the 

fourth one seeks to determine better ways of implementing CRM particularly in ISTC.  

 

3.3.1 LEVELS OF CRM IMPLEMENTATION 
 

Theories to best describe this question are looked critically at in order to address the levels of 

CRM implementation in an organization such as Intercity STC. 

“Crmtrends” (http://www.crmtrends.com/crm.html) identifies the following as the levels at 

which a company usually implements CRM; 

• Organisational level 

• Customer facing level 

• Functional level 

 

3.3.1.1 Organisational level 
 

• At this level of the company, the aim is to use the knowledge about customers to make key 

management decisions. 

• This level deals with strategic, effective and efficient use of data in order to provide 

management with good decision-making possibilities (T. Wu, 2003). 

• Customers are segmented and cross and up-selling opportunities identified (M. Limayem, 

2010) 

 

3.3.1.2 Customer facing level 
• These are a set of activities that provide a single view of the customer across all contact 

channels. 
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• Customer Service and Support (CSS) centers answer reports and complaints from 

customers, with the ultimate aim of satisfying customers, thereby saving cost and 

increasing customer loyalty as well as revenue (Gray and Byun, 2001). 

• Customer Service capabilities include Call Center Management, Field Service 

Management and Help Desk Management (Gray and Byun, 2001). 

• Two types of programs normally designed to enhance customer service are Reactive 

Service and Proactive Service (Russell 2001). 

• CSS has now evolved into the “Customer Interaction Center” (CIC), making use of 

multiple channels like web, phone / fax, face-to-face, kiosk, etc. (M. Limayem, 2010). 

 

3.3.1.3 Functional level 
 

• These consist of a set of processes designed to execute marketing functions like sales 

force automation or marketing campaign management. 

• Sales Force Automation (SFA) usually provides sales people with reminders of their 

appointments with customers, the ability to manage contacts of their customers as well as 

forecasting abilities (Gray and Byun, 2001). 

• SFA tools have functions such as Content Management, Activity Management, 

Communication Management, Forecasting, Opportunity Management, Order 

Management, Document Management, Sales Analysis and Product configurations 

available for Sales people (Gray and Byun, 2001). 

• The key infrastructure requirements for SFA are mobile synchronization and integrated 

product configuration (M. Limayem, 2010). 

• EMA applications are used to improve marketing efficiency. (M. Limayem, 2010). 
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3.3.2  IMPLEMENTATION OF CRM 

This section will focus on the steps to successfully implement CRM in a firm, as described by 

the European Centre for Total Quality Management (Report No. R-02-01, 2000), in an effort to 

address our second research question. We have chosen this literature because the study was 

conducted in service companies that had implemented CRM. They summarized the following as 

the steps involved in implementing CRM: 

3.3.2.1 Accurately assess the CRM Needs 
• Understand what CRM is all about and define CRM 

• Determine management’s accurate perception of the process 

• Define the market 

• Select an outside consultant as a facilitator 

• Develop an implementation plan in collaboration with consultant 

• Define and document business goals and objectives 

• Define and document existing business processes 

• Involve the appropriate individuals, departments and cross-functional teams 

• Gather tools to analyse collected scalability 

• Meet customer expectations 

 

3.3.2.2     Don’t view CRM as a technology initiative 
 

• Perform Gap analysis 

• Define the technology requirements based on business methodology and priorities 

• Begin with technology changes that have the greatest impact on reaching stated   
company goals 

• Treat CRM as a long-term journey and the business model as an interactive one 
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• Build relationship at every point of contact 

 

3.3.2.3 Understand customer requirements 
 

• Understand the customers’ product/service and support requirement 

• Understand competitors 

• Enhance customer lifetime value 

•        Integrate customers into enterprise strategy 

 

3.3.2.4 Quantify expected returns from CRM 
 

• Monitor customer retention rate 

• Ensure that the planned strategies and expenditures are clearly linked to measurable 
business impacts 

• Leverage measurable results 

 

3.3.2.5 Make CRM an enterprise-wide initiative 
 

• Gain top management support and commitment 

• Assign an executive to be responsible for enterprise business process development, 

enforcement and continuous improvement 

• Plan to include adequate time for testing and multiple pilot sessions 

• Ensure that change management procedures are clearly defined and followed 
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3.3.2.6 Ensure integration across all distribution channels 
 

• Ensure that the re-engineered process integrate from department to department. Pull 

down the existing walls that hinder interdepartmental cooperation. 

• Ensure that each process contribute to achieving company goals and objectives 

• Review the re-engineered process and their integration between departments. 

 

3.3.2.7 Employees will make or break the CRM efforts 
• Leverage employee input on CRM strategy development. 

• Sell IT investments to the board 

 

3.3.2.8 Be willing to change the processes 
 

• Invest in designing and redesigning the business process 

• Clearly define company’s CRM rules of engagement 

 

3.3.2.9 Build the right CRM infrastructure 
 

• Select a technology solution that best fits the company’s methodology with the least 

amount of customization 

 

3.3.2.10 Recognize that CRM is a change effort 
 

• Provide the right environment by integrating employees around customers 

 

 



 55 

3.3.3 BARRIERS TO CRM IMPLEMENTATION 
 

Challenges that organizations face when implementing CRM are discussed in this section. It is a 

fact that a whopping 50% of all CRM projects have failed to meet their expectations (Almotairi, 

2009). The sources we have gathered seek to address the third research question in these main 

dimensions. 

• Strategy 

• Leadership 

 

3.3.3.1 Strategy 
In the area of strategy, these are some barriers to CRM implementation; 

• Improper linking of CRM project to organisation’s higher-level strategies (Nguyen et al, 
2007). 

• Failure in re-engineering business processes (Almotairi, 2009). 

 

3.3.3.2 Leadership 
In terms of leadership, the following barriers 

• Lack of top management support (Nguyen et al, 2001) 

• Ineffective communication of CRM initiatives to employees (Thomas, K.O and Karla, 

L.R., 2006) 

• Poorly resourced management with knowledge of CRM (Nguyen et al, 2001). 

• Unclear focus about what the CRM vision is within the entire management team 

(European Centre for Total Quality Management, 2002) 
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3.4 EMERGED FRAME OF REFERENCE 
 

In the diagram below, we present our frame of reference showing the levels of the company at 

which CRM is practiced (research question one), the implementation process (research question 

two), the barriers (research question three) to the implementation of CRM and the exploration of 

ways of improvement (research question four).  
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Figure 3.1 Emerged Frame of Reference for this study 
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CHAPTER 4 

RESEARCH METHODOLOGY 
 

4.1 RESEARCH PURPOSE 
 

It is agreed by many researchers that three research purposes, that is exploratory, explanatory, 

and descriptive can be combined in one study. In this study, we shall apply both the Exploratory 

and Descriptive purposes. 

Since the knowledge about CRM implementation is limited, fragmented and scarce, our study is 

meant to increase our knowledge about CRM and implementation factors through exploration. 

By exploring, we shall be able to determine how CRM is practiced at each level of the 

considered service company. We hope to determine the factors influencing CRM implementation 

as well as evaluate the barriers. 

Our study is also descriptive because we shall study past events as well as present ones within 

the literature, with the main aim of describing the characteristics of the population that is the 

transport industry of Ghana. The population we seek to address is the transport sector. We seek 

to find answers to who, what, when, where and how questions relating to CRM implementation 

in Service Companies. 

 

4.2 RESEARCH APPROACH 
 

Many researchers agree on the combination of inductive and deductive approaches, it is possible 

depending on the focus of the study (Sullivan T.J. 2001; Cooper and Schindler 2003, Saunders et 

al. 2007). In this study, we have carefully selected existing theories and compared them with 

empirical findings. Therefore, our study is deductive. 
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4.3 RESEARCH STRATEGY 
 

The strategy that we choose to employ is a case study, since: 

1. CRM implementation is a contemporary event over which we have no control 

2. We will gain a deeper understanding of a process (CRM implementation) 

3. The ‘case’ to study is a particular company, which is faced with the event of implementing 

CRM. 

4. The experiences and benefits of implementing CRM by this company will be compared with 

existing theory in order to draw conclusions and make recommendations to enhance CRM in 

the company and more generally in the transport industry in Ghana. 

 

4.4 DATA COLLECTION 
 

Our sources of data were both primary and secondary data. Secondary data include documents, 

archival records and artifacts from the literature. 

Our primary data source has been face-to-face interviews with knowledgeable and well-

resourced personnel of the organization, after we have submitted interview guides prepared out 

of theory way ahead before the interview date. 

We have decided to rely on the interview guide developed by (Thomas and Karla, 2006) for the 

interviews we conducted (see Appendices 1 and 2). An initial short version (appendix 1) was 

sent to key staff of the company ahead of the interview date. This helped them prepare the actual 

interview, which was conducted by us, using the expanded version (appendix 2).  

 

We interviewed two people, one from each of the branches that we used as cases. The Head of 

Business Development, Marketing and Public Relations at the head office, Ms. Gabriella D. 

Tetteh, And Mr. Sagoe, the senior technical officer who was acting as the manager at the 

Takoradi branch at the time.  
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Since we anticipated collecting qualitative data, we used the pattern matching technique. 

Collected data has been compared with previous studies or theories as presented in our literature 

review. The data analysis will be the object of next chapter.  



 61 

CHAPTER 5 

PRESENTATION OF THE COLLECTED DATA 
 

In this chapter, we present a brief overview of the selected company (Intercity STC), followed by 

the data collected during our interviews. The information will follow the structure of the 

research questions. 

 

 

According to the official website of the company (www.stcghana.com), Intercity STC Ltd 

(ISTC) is a nationwide provider of scheduled intercity bus transportation services in Ghana and 

the West Africa Sub-Region. ISTC provides package Express Services, Charter Bus Services, 

Vehicle Valuation services, Training and Consultancy Services, and in many terminals, park and 

ride services. ISTC believes that it is uniquely positioned to serve a broad and growing market. 

Vision: 

ISTC’s vision is to be the leader in the road transport industry in Ghana and in the Economic 

Community of West African States (ECOWAS) sub-region. 
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Mission:  

The mission of ISTC is to consistently and profitably deliver safe, comfortable and reliable road 

transport and allied services, using highly motivated and competent workforce, and state-of- the-

art facilities to meet the aspirations of all. 

Key corporate objectives: 

 

On the basis of its vision and mission, the Company has set for itself the following objectives: 

• To protect and promote shareholder value.  

• To ensure the highest standards of services to clients.  

• To attain market leadership in the road transport business in Ghana and the ECOWAS 

Sub-region. 

• To recruit and maintain competent, well-motivated and satisfied work force. 

Intercity STC has full stations, satellite stations or agencies at the following places in Ghana and 

West Africa: 

Accra (Kaneshie), Tudu, Achimota, Sotrec (Mallam Junction), Tema, Kumasi (Adum), 

Konongo, Cape Coast, Takoradi, Tarkwa, Aflao, Ho, Hohoe, Kpando, Dormaa Ahenkro, 

Berekum, Sunyani, Tamale, Bole, Bolga, Paga, Navrongo, Wa, Abidjan (Cote d’Ivoire), Lome 

(Togo), Ouagadougou (Burkina Faso), Zabre (Burkina Faso) and Cotonou (Benin).(ibid) 

 

5.1 CRM at Intercity STC 
 

Accra Branch 
 
According to the Marketing Manager at STC, they started practicing CRM about ten years ago. 

Their understanding of using CRM is the use of computers to sell tickets and allied services. This 

process involves the customer walking to a counter to purchase a ticket to board a bus. Locally 
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developed software generates the ticket number electronically, after the customer details have 

been taken (Name, Telephone number and Contact details of any family member to be contacted 

in case of any accident that would occur during the travel). The buying of tickets could be made 

in advance before the actual date of the journey. This process, as explained by the manager, 

enabled the company to keep a database of both first time users and existing customers. Since the 

software is networked between all their branches, customer information is made available at all 

these branches in real time. 

The manager explained that both management and staff of the company have been involved in 

the implementation of CRM. Managers of the various departments basically interact with 

customer data to enable them determine which areas of the country are their services most 

patronized. These equip them with the right knowledge to help them decide on where to dedicate 

most of their buses and also take the necessary measures to improve upon their services in low 

patronage areas. The junior staffs involved in the CRM process are the counter clerks who 

interact with the customer during the ticket purchasing process. They are also the first line of 

contact with the company when a customer has a complaint. Other junior staffs involved are the 

drivers of the buses. They, at any point of a journey represent the company. STC also operate a 

call center, where customers can call in to make enquiries and also make complaints. Thus CRM 

is practiced at both the organizational level and customer facing level. 

The major obstacle in the implementation of CRM at STC, as explained by the marketing 

manager, is staff resistance. She explained that it was a difficult challenge as the junior staffs 

were resisting the introduction of computers to facilitate efficient service delivery, with the 

opinion that it was a management decision to lay them off. 

The manager identified growth in business, process efficiency, reduction in fraud and 

management of risk as the key performance indicators the company set at the initial stage of 

CRM implementation. 

She also identified cost reduction and improved customer satisfaction as some benefits they have 

realized in implementing CRM.  
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In terms of time spent in implementing CRM, the manager explained that they have spent a little 

over ten years, whereas in monetary terms, she didn’t mention a specific figure, but only said it is 

in hundreds of thousands of Ghana Cedis. 

In conclusion, the manager rated CRM at ISTC as excellent in comparison with industry players, 

but satisfactory in comparison with world standards. 

 

Takoradi Branch 
 

The manager at the branch who is also the senior technical officer, Mr. Sagoe made various 

remarks with regards to the questions we asked him. He stated that CRM was introduced to his 

company in 2002 when the company was known as Vanef.  

The introduction of CRM did not go on positively as intended since most workers were laid off 

and the remaining ones were not made to understand the core benefits it would have on the 

company and the customers. CRM he said is only visible at the three following main posts at the 

branch: the helpdesk operators, sales attendants and operational staff (ticketing staff and loading 

staff). 

The customers’ preferences regarding service have not been put into context yet. They basically 

focused on CRM as a technology and not a process. 

The introduction of CRM at the Takoradi branch sought to address the following objectives as 

stated by the manager during the interview. 

• To enhance the image of the company. 

• To be at par with competitors in the transportation industry in Ghana. 

• To satisfy service quality needs of customers. 

• To make work easier for employees and efficient. 

• To increase net revenue by reducing cost of operations. 
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With the issue of strategy the manager was not able to mention any strategies they have put in 

place. 

Some other aspects the manager touched on were the area of certain developments they hope to 

begin within the implementation of CRM, which he stated as being: 

• Orientation of staff to understand the importance of CRM 

• Upgrading and introduction of new technology into their automated operations gradually.  

In terms of performance indicators, at the initial stage they started monitoring the trend in 

revenue, whether it was moving upwards or downwards and also customer acquisition and 

retention shifts, that is the time it takes to acquire new customers and to make them loyal. In 

other words, changes in those figures depicted a positive effort or a negative one. He also 

indicated that random surveys were conducted to check the trends; suggestion boxes were also 

put at vantage places to seek views from customers and workers.  

Some other aspects the manager touched on were the area of certain developments they hope to 

begin within the implementation of CRM, which he stated as being: 

• Orientation of staff to understand the importance of CRM 

• Upgrading of technology and introduction of new ones 

Stating figures or being specific as to how much the company has invested so far was not 

answered by the interviewee. 
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CHAPTER 6 

ANALYSIS 
 

This chapter presents an analysis of the collected data. The data will be compared with the 
theories presented in the frame of reference and some support theories, all derived from the 
literature review. We follow the same structure as the research questions and research problem. 

 

6.1 WITHIN CASE ANALYSIS 
 

6.1.1 What are the various levels at which CRM is practiced in a transportation company? 
 

The results of our interviews revealed that CRM is practiced at both the organizational level and 

customer facing level. At the organizational level, top management interacts with customer data, 

so as to be able to make key management decisions. For example, with the data on the rate of 

ticket purchase, management is able to determine which areas of their operations realize the most 

sales and which one the least. With this knowledge, they are to reschedule their buses to 

accommodate for the high demand at those areas with high-ticket purchase. Also, they are able to 

further investigate to find out the reasons why some areas record low-ticket purchase, and take 

the necessary measures to curtail this. 

By means of collected data from the purchase of ticket and customer feedback, management has 

introduced innovative ways of purchasing tickets, to make the process convenient for customers. 

The new ways introduced are online ticket booking, where the customers can conveniently book 

a ticket on the company website. The customer can also book a ticket through their “book by 

phone” service, where a customer can call certain numbers and have his or her ticket booked.  

Helpdesk operators, sales attendants and ticketing and loading staff are involved in CRM at the 

customer facing level. After the help desk operators serve a customer with a ticket, sales 

attendants guide the customer to be able to locate the exact position of the bus they are traveling 
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in. At the boarding stage of the process, the customer is assisted by loading staff who weigh the 

luggage of the customer and then tag them appropriately. Their luggage is then loaded into the 

booth of the bus. At the destination station of the journey, the loading staff further assists 

customers in offloading their luggage and also ensures that each customer gets his or her right 

luggage by means of inspecting the tags to make sure they correspond with the customer ticket. 

This is done to prevent customers taking possession of another passenger’s luggage.  

6.1.2 How can the implementation process at these levels be described? 
 

With reference to section 3.3.2 on implementation of CRM, and the results of our interviews, we 

position STC on each of these steps as follows: 

 

1. Accurately assess the CRM needs. 

STC, before implementing CRM, identified some benefits they hoped to derive from 

implementing it. They clearly stated their objectives prior to implementing. Some of these 

objectives included increasing net revenue by reducing operational cost; satisfying service 

quality needs of customers; enhancing the image of the company and to be at par with 

competitors in the transportation industry of Ghana. Some performance indicators that were also 

set include growth in business, increase in process efficiency and reduction in fraud. 

Comparing the above to our frame of reference, we have seen that STC’s assessment of their 

CRM needs was satisfactory. Their only short come was that they did not define the market. 

 

2. Don’t view CRM as a technology 

In this step of the implementation process, ISTC fell short. Their view of CRM was technology 

centered, in that they perceived it to be the use of computers, running specialized software to 

help them keep customer data through the sale of tickets and communicating within themselves 

as a company. 
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3. Understand customer requirements 

Customer requirements is not a corporate issue that ISTC looks at based on the interactions we 

had with the two managers. Also with the type of services they provide to their customers, there 

are no customer differentiations, which means that all customers are treated equally according to 

the company’s ethics of operations. Customers are not treated based on what they require but 

what the company has to offer. 

 

4. Quantify expected returns from CRM 

Both branch managers were reluctant to give or mention any figures with regards to the question 

we posed on revenue (actual and expected). This means that to quantify expected returns from 

CRM in our positions would be null and void, but we can boldly say not much has been realized 

since the company is really struggling at this time to keep up.   

 

5. Make CRM an enterprise-wide initiative 

Based on our questions posed to the managers, CRM was not an enterprise-wide initiative. This 

was because most workers were not willing to accept it since they felt they were going to lose 

their jobs. This we see as a flaw since the workers have to be made to understand what CRM is 

all about thus making everyone aware of the initiative. 

 

6. Ensure integration across all distribution channels 

An effort has been made to this effect, but much has to be done. What we realized was that, 

ticketing seems to be their main concern and that all other channels regarding customer 

satisfaction have been ignored, thus integration has not been fully met. 
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7. Employees will make or break the CRM efforts 

The main issue here is in relation with making CRM an enterprise wide initiative. If that is 

compromised, then the employees tend to break the efforts to make CRM work. Based on that, it 

can be said that the employees at ISTC did not work to make the CRM efforts work. 

 

8. Be willing to change the process 

Upon interviewing the managers at both branches, we came to the realization that the CRM 

process as started then has not seen any changes but the authorities are willing to change some 

but  put most of the blame on leadership and financial constraints. 

 

9. Build the right CRM infrastructure 

ISTC to some extent has put in a number of infrastructural efforts in implementing CRM. For a 

start, they have been using customized software in the issuing of tickets, through which some 

customer data are also collected. In recent times, they have positioned themselves on the Internet 

by the developing a website that provides a lot of information about their routes and schedules. 

On this web platform also, customers are able to book tickets online. Once the booking is made, 

a place is reserved for the customer. He or she makes payment on the day of travel, before 

boarding the bus. Online payment abilities are not yet available.  

In terms of infrastructure, ISTC is above average as compared to other local competitors. 

10. Recognize that CRM is a change effort  

CRM in corporate entities is not meant to be static approach or process, it changes based on the 

needs and requirements of the customer at a particular time. Since ISTC understands CRM in a 

different way there has not been any effort to change. 
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6.1.3 How can the barriers to CRM implementation be described? 
 

We position STC in relation to the barriers outlined in section 3.3.3.  

 

1. Strategy 

According to (Bellenger et al. 2004) a strategy is an overall plan for deploying resources to 

establish a favorable position. To efficiently deploy these resources, an organization needs to 

build an efficient team of personnel to handle this task. Members of this team usually comprises 

people from Sales, Marketing, Customer Support, Customer Service, Management, IT, Finance 

departments, as well as an external or outsourced individual who is experienced in planning and 

implementing CRM solutions (R. Lombardo, 2007). In the case of ISTC this is not the case, all 

decisions come from the overall managing director (M.D). 

Through our interview, both managers could not state clearly any strategies that have been 

followed in their ten years of implementing CRM. However, there have been some initial 

performance indicators that were set prior to implementation. These include growth in business 

in terms of revenue generation, reduction in fraud and enhancing the efficiency of the processes. 

However, the managers could not explain how they measure this efficiency. This is yearly 

reviewed to determine the extent of progress. This, in a way forms part of their strategy. 

 

2. Leadership 

According to (H. Nguyen et al., 2007), most CRM initiatives fail because of leadership. The 

leaders of most CRM initiatives are most often than not, functional heads who are poorly 

resourced when it comes to knowledge of CRM.  

Our interviews revealed the above to be true. With the exception of the Marketing Manager who 

was interviewed, most of the other leaders had little or no knowledge about CRM. With this kind 
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of resource personnel in the forefront of CRM implementation, not much will be realized, as we 

observed in the case of ISTC. Most concepts of CRM like customization, collaboration have not 

been fully exploited, due to poorly resourced personnel. 

In line with the three very important aspects of leadership that must be considered by leaders 

implementing CRM, which are technology, organizational environment and atmosphere of 

innovation, we found the following; 

In terms of technology, leaders must ensure that the whole of the organization is constantly 

resourced with current information technology to enable front-line employees function 

efficiently in this new management concept called CRM. With ISTC, our interviews showed that 

each office had at least one computer that was operated by at least one computer literate. They 

also have a fairly equipped ICT department that is responsible for maintaining the software that 

was used. This department is also responsible for providing Internet service to all offices both 

within and across branches. ICT training is also occasionally organized for employees to upgrade 

their skills in Information Technology. 

With regard to providing a right organizational environment, it is ideal that leadership identifies 

a vision and mission, which is communicated to front-line employees. In the case of ISTC, a 

companywide vision and mission is in place, but that for CRM implementation is not there. This 

largely contributed to the resistance from employees at the initial stage.  

Another barrier that was mentioned during the interview was resistance of staff to change. This 

greatly hindered their progress in the initial stage of implementation. The mere introduction of 

computers at help desks posts and in offices alone put fear in some employees, especially those 

with little or no computer literacy. Their fear was that, this measure was put in place to make 

them redundant. It took great effort from management to explain to employees about the new 

change, which when finally accepted, made work easier. 
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6.1.4 How can the implementation of CRM in ISTC be enhanced? 
 

From the results of our interviews, we make the following recommendations to help improve 

CRM implementation in ISTC; 

• ISTC should do a total evaluation of the implementation so far. This will enable them come 

up with new and improved implementation strategies. The following should be 

considered during this process; 

 A clearly defined strategy should be captured 

 Well-resourced personnel in the area of CRM implementation should be 

included in this process 

 The strategy should be efficiently communicated to all employees and 

stakeholders 

 As per collected data, customized services should be offered to certain 

customers. For example, through the information collected on the frequency of 

travels by a particular passenger, he or she can be contacted ahead of time to 

propose the reservation of a ticket. This will make the customer feel valued, and 

thus go a long way to increase trust in the company. Also a regular customer can 

be offered goodies like serving drinks and food during the journey or even 

offering a ticket for free due to their regular patronage. 

 In the current state of ISTC, all customers are offered the same services. There 

is no customer differentiation. To improve upon this, we suggest that customers 

should be segregated based on the information collected. This will help them 

provide similar services to certain group of customers at certain times. The 

segregation could be based for instance on the travel frequency (frequent travelers 

would benefit of some privileges like discounts or reminders of schedules or 

booking priority, etc.)  
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 Care should be taken not to view CRM as only technology. 
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CHAPTER 7 

CONCLUSION AND RECOMMENDATIONS 
 

In this final chapter of our thesis, we make some recommendations for policy implication for 
management and practitioners, based on the empirical findings. This will be followed by 
implications for theory and future research. 

 

7.1 IMPLICATIONS FOR MANAGEMENT / PRACTITIONERS 
 

The purpose of this study was to attain a better understanding of the implementation of CRM in 

the transportation industry through the case of a transportation company in Ghana, with 

particular reference to the levels of implementation and the barriers to CRM implementation. 

Our findings will be of benefit to the case company and other transportation companies who 

have implemented or in the process of implementing CRM. 

First of all, our findings revealed that CRM implementation at ISTC is seen at only the 

organizational and customer facing level. The functional level was not utilized in the process. 

Thus, marketing functions like Sales Force Automation (SFA) were not utilized. In this regard, 

we advise that the functional level should be made use of in any CRM implementation in this 

industry, since it provides powerful marketing functions like SFA. 

We also found out that in the implementation process at each of these levels (with reference to 

6.1.2), ISTC  

• Viewed CRM as a technology 

• Didn’t understand their customer requirements 

• Didn’t make CRM an enterprise-wide initiative  

• Continuously run the same processes from year to year without review and subsequent 
changes 
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Thus we suggest a complete review of their processes by following the steps mentioned in 

section 3.3.2. It is also advisable for any company in this industry to follow these steps. 

One major barrier to CRM implementation at ISTC was found to be the resistance of staff to 

change. Due to the inefficient communication of CRM initiatives by management to 

employees, most employees saw CRM as a move to lay them off. 

The non-existence of a clear strategy was also seen as a barrier to implementing CRM. 

Last but not least, the lack of leadership was also identified as a barrier, since most of the 

leaders involved in the implementation process had little or no knowledge about CRM.  

 

However, ISTC had a good strategy by setting up some performance indicators prior to CRM 

implementation. Some of these were growth in business, increase in process efficiency and 

reduction in fraud. Although this seemed a good strategy, it did not link to the organizations’ 

high-level vision. Their strategy was also found to be stagnant; they failed to re-engineer 

their business processes. In terms of leadership, we found that although there was support 

from top management for the implementation, these managers were poorly resourced in 

terms of the knowledge of CRM. There was also ineffective communication of CRM 

initiatives to employees. Thus we suggest that, an outside consultant with very high level of 

experience in implementing CRM be engaged. With his or her experience, the consultant will 

be able to study their current business processes so as to enable them re-engineer them 

efficiently. Proper communication of CRM initiatives from management to employees 

should be enforced. 

 

7.2 IMPLICATIONS FOR THEORY 
 

Achieving a deeper understanding of the implementation of CRM in a transportation company in 

general and ISTC in particular, was the main aim of this study. Investigating and analyzing the 
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levels at which CRM is practiced, the process of implementation of CRM at these levels, the 

barriers to CRM implementation and exploring ways of improvement formed the basis of this 

research work.  

These should hopefully contribute to previous theory and research. 

Previous theory and research have stated that companies cannot derive the desired benefits from 

implementation without a well-defined strategy, this study though confirming this theory, have 

discovered that firms can achieve some level of benefits even without a well-defined strategy. 

The findings in this study will also contribute to already existing theory by its practical nature of 

testing what previous research and theories have established, on the implementation of CRM. 

Lastly, this study will contribute to scarce theory on CRM implementation process particularly in 

the transport industry in Ghana and ISTC in particular.  

 

7.3 IMPLICATIONS FOR FURTHER RESEARCH 
 

In this work, our focus was on the implementation of CRM in a transport company, with 

emphasis on the levels of implementation, implementation process, barriers to implementation 

and ways of improvement. Further research can be directed towards the implementation process 

with respect to the customer perspective. Indeed, this study was purely from the company’s 

perspective, without taking that of the customer into account.  

Secondly, it will be advisable for future researchers to consider interviewing some other staff 

members of the organization, rather than only managers, as some of the questions are based on 

opinions and not facts. Thus many opinions from different perspectives will be gathered. 

Finally, another possible extension of this work would be considering other transport companies 

in Ghana and in neighboring countries and identifying common trends and differences with 

respect to CRM implementation. 
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APPENDIX 1: INTERVIEW GUIDE 
 

The interview focused on questions related to the major reasons for CRM implementation, 

components/elements of CRM, major CRM implementation factors and its benefits. The 

interview guide below has been developed relying on the one proposed by (Thomas and Karla, 

2006). 

1. When did your company start to implement customer relationship management? 

a. Can you describe the process from start until today? 

b. Who was involved / whom has been affected and how? 

c. What other aspects of the company were affected and how? 

d. Is CRM present at the following levels and how? 

o The Organizational level 

o The Customer facing level 

o The Functional level 

2. Why did your company decide to implement CRM (Reasons for implementation)? 

3. Can you give us an example of major obstacles that you faced during the implementation of 

CRM? 

4. What benefits were assumed to be derived from CRM when you first decided to implement 

it? 

5. Did you set up any performance indicators at the initial stage of CRM implementation? 

6. If yes, what are they? 

7. What benefits have you seen so far, both for your company and the customer? 

8. What would you improve within CRM implementation in your company? 
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9. Can you give us an idea of how much your company has invested in the implementation of 

CRM (time and monetary costs)? 

10. On a scale of 1-5 (5 being excellent), can you rate your overall satisfaction with CRM in your 

company. 

 

APPENDIX 2: EXPANDED INTERVIEW GUIDE 
 

11. When did your company start to implement Customer Relationship Management? 

a. Can you describe the process from start until today? 

b. Who was/were involved and who have been affected? 

c. What other aspects of the company were affected? 

d. Is CRM present at the following levels and how? 

o The Organizational level 

o The Customer facing level 

o The Functional level 

• Do you consider people, process and technology to be important components of CRM in 

your company? 

• Can you give us an example of how these components changed when CRM was first 

implemented in your company? 

• What do you consider a good mix of these components? (In percentage terms) 

• Do you consider leadership, strategy and integration as important factors to be 

considered? 
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• Can you give us some examples of how they have been considered in your company 

when implementing CRM? Which of these factors (leadership, strategy and integration) 

do you consider to be more important to the implementation of CRM and why? 

12. Why did your company decide to implement CRM (Reasons for implementation)? 

13. Can you give us an example of major obstacles that you faced during the implementation of 

CRM? 

14. What benefits were assumed to be derived from CRM when you first decided to implement it 

15. Did you set up any performance indicators at the initial stage of CRM implementation? 

16. If yes, what are they? 

17. What benefits have you seen so far, both for your company and the customer? Customer 

value? - Customer satisfaction? (Internal/external customer) Retention-Loyalty? (Rate) 

18. What would you improve within CRM implementation in your company? 

19. Can you give us an idea of how much your company has invested in the implementation of 

CRM (In terms of time and monetary costs)? 

20. On a scale of 1-5 (5 being excellent), can you rate your overall satisfaction with CRM in your 

company? 
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