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Abstract:

Because of existing risk and high unreliability in
customer relationship management projects, it is
necessary to reduce the risk before implementing
the project by proper planning, to take advantage
of it the best. So a proper investment should be
done by knowing current situation of CRM,
determining the distance between these two
situations and the way of reaching to optimum
situation. Hence, in this paper, to determine a
comprehensive model which helps in this respect,
the most important factors and indexes extracted
from studying literature and various internal and
external models, and after asking experts opinions
about form of prototype and problem solving
between them, these factors being polled (by
Delphi method) from 20 CRM experts in Iran to
make sure about preliminary extraction. After
collecting this questionnaire’s data and statistic
analysis using SPSS, all factors and indexes were
approved. Finally, priority of factors and indexes
also determined using average statistics.

Keywords: Customer relationship management,
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1. Introduction

Along with today's market in which consumer has
being able and uses technology and he can enter a
dynamic conversation — a conversation which
customers have in control — and deal with
manufactures, organizations have to accept that the
costumer is turning to a partner in creating value.
Customer relationship management is totally a
process of designing an organization around its
customers in a way that increases mutual value of

organization and customer in  customer
relationship context. From organization point of
view, this value consists of improved amount of
customer retaining and income increase, while
more efficiency and expense control, so most of
them are trying in long term to raise customer's
Loyalty. Some of them try to compete by
implementing principles to raise customer's
loyalty in long term, some of them end their
compete by implementing relationship marketing
using strategic “customer relationship
management” applicable programs and based on
technology on their own benefit [1]. Although
implementing E-CRM may have many benefits
both for them and customers, but many of them
spend high expenses for fast implementing before
developing an effective strategy of ECRM and
precise study about preparing the organization to
implement ECRM, so in most cases the results will
not be satisfactory. It is estimated in recent study
that 70% of these ....... finally faces failure and
these are totally neglected complexities of CRM
[3]. Hence a series of conditions, situations,
challenges lead to final success or failure in
implementing customer relationship management.
In recent conditions that Sanat-o-Madan Bank has
been privatized, competition between Sanat-O-
Madan Bank of Iran, second operator (Irancell) in
mobile phone, third operator and other competitors
will be more meaningful in the future. Also the
aim of capital owners is having more benefit and
share of market. On the other hand, customers may
be attracted to a Sanat-o-Madan Bank operator or
leave an operator with different motivations which
these factors may be dissatisfaction of quality or
proper service in previous operator. It is estimated
that mobile operators lose averagely about 2.2% of
their customers monthly. Expense of attracting a



new customer is usually much higher than
retaining current customer. Also existing
subscribers are less sensitive to prices so cause to
make more cash flow and benefit and their
satisfaction and loyalty also cause to introduce
other people to receive service from this operator
[20]. So assessing readiness to implement
electronic customer relationship management have
special place in Sanat-o-Madan bank

2. Research history

In this paper, we provide a comprehensive model
by studying researches about constitutional
success factors, provided frameworks, assessing
models of preparing for implementing customer
relationship management in external and internal
researches and other researches in realm of
problem.

2.1 constitutional success factors to implement
customer relationship management:

Constitutional  success factors (CSF) are
specialties, conditions or variables which may
have considerable effect on success that compete
in a special industry, if supported and managed
correctly [23]. To evaluate CRM maturity, Gartner
research institution has studied eight different
industries to collect a model, and constitutional
success factors are consist of perspective
(leadership, market success, value suggestion),
CRM strategy (goals, market section, effective
dealing), dealing with valuable customer (realizing
necessities, controlling expectations, satisfaction
against competition, applying feedbacks, customer
relationship), organizational participation (culture
and structure, customer understanding, high-
powered individuals, reward and encourager,
internal relationships, partners and suppliers)
process (customer life cycle, knowledge
management), CRM information (data, analyze,
market  research),  technology  (applicable
programs, CRM architecture), CRM indexes
(value, hold, satisfaction, loyalty and customer
services expenses) which in fact involve structural,
cultural, human resources and leadership,
knowledge management, strategy, processes,
evaluate and technology standards factors [5].
Dziugas M.& V .Kirsi considered leadership
factors (organizational commitments,
organizational excellent management leadership,
protecting organizational excellent management),

internal  marketing (giving encourages to
employees, training and retraining employees),
knowledge management (customer related
knowledge, knowledge related to market portions,
competitors  related knowledge), privatize,
customer oriented technical interaction,
conforming work process with information
technology structure), system integrity (integrating
duties such as marketing, sale and services to
customer, conforming data integrating system,
experiences comparable to offline management of
customer relationship, integrating with other paths
of customer relationship management), change in
structure/ culture (sense of customer service,
customer oriented organizational culture, customer
oriented marketing strategies) which in fact refers
to strategy, leadership, human resources,
knowledge management, privatizing process and
integrating processes, technology integration,
structure and culture factors and also assumes
supporting working strategies by information
technology strategies one of the strategy indexes
[7]. This strategic alignment is referred to proper
and on time using of information and in balance
with strategies, goals and business needs.
Implemented researches in strategic alignment
context show a positive and effective relation
between competitive strategies, information
technology and organizational function [1]. Kerns
and Lederer mentioned commercial program
alignment with informational systems
programming as bilateral [2]. Lindgreen addresses
strategy factors (brand strategy, customer strategy,
customer dealing strategy and value creation
strategy), CRM process and integrating it with
other business processes, customers’ knowledge
management and  organizational  culture,
organizational structure, technology, creating
CRM skills in human resources and defining
weights to assess these skills periodically [6]. In
internal researches in this respect, Omidvaran
presented knowledge management (attracting
information, knowledge application), technology
(data gathering tools, data analyzing tools, offline

organizational  interaction  tools, internal
interactions), senior  manager,  personnel
(motivation and training), service
individualization,  systems  integration  in
organization (integrating different parts of
organization, customers data integration in
organization, customer relationship channels



integration) as important factors in implementing
CRM in Iran’s hospitality industry [3]. In his
maturity model, Khanlary has stated strategy
(viewpoint, customer strategy, value creation
strategy, interaction strategy), culture (customer
oriented culture, change culture, participation
culture, learning culture), structure (team work,
flexible structure, dealing with customer standard,
no hint), human resource (training, employment,
rewarding, employees satisfactions), knowledge

management (creating knowledge, knowledge
application, sharing knowledge, revising and
improving knowledge), change management

(leadership, management commitment, employees
participation, project control, risk management),
process  (customer development, problems
management, targeting, welcoming, familiarity,
process integrity), measurement (market share and
competitive situation measurement, profit increase
measurement, loyalty measurement, customer
satisfaction measurement), technology (technology
integration, industrial and mineral CRM,
participatory CRM, analytical CRM, information
management) as constitutional factors of success
in managing customer relationship [4]. Proper
information with quality is one of the
constitutional infrastructures for CRM [21]. This
information should have integration, reliance
versatility and comprehensive view about
customer and information management strategy is
also considerable as a strategic factor [1]. Hence,
information management may also be referred as a
strategic index.

2.2 Provided frameworks to
customer relationship management
Romano considers three levels for her frame work
before designing; consist of goals and strategy,
competitive  analyze, individuals (changing
individuals, knowing, training, education,
participate, rewarding for employees), job rotation,
technology and integrating it with existing
technology, level during designing consist of
participation and coordinate designing, software
development requirements and data and
information requirements, improving human
factors and using multipurpose teams, realizing
and simplification organizational processes and
procedures and the next level consist of collecting
feedback of users, creating credit, developing long
term  plans, increasing and  repetitive

implement

implementation, improving organizational
problems, recreating relations, assigning a system
consultant) [8]. In internal researches, Poshne has
known strategy, processes, individuals, technology
and indexes factors to measure activities as
elements of provided framework to manage
customer relationship [5] and competitors analyze
as one of the strategy factor indexes. Also, it is
mentioned in other researches that competitors and
organization situation in related industry are
effective on editing customer relationship
management strategy. So by exploiting these key
factors, a proper edit of strategy can be achieved to
provide services in service organizations [6] [10].

2.3 Models of assessing readiness to implement
customer relationship management

Daiche introduces a check list with 26 criterions in
assessing readiness context which has no special
category and mentions factor of leadership to
commitment, support and protection of senior
manager, tendency to exploit new technology,
familiarizing  with  dimensions of  senior
management project. Since he has mentioned,
manager of organization should understand CRM
concept and benefits of its implementing. Need to
application CRM in organization should be
considered and for each project related to CRM in
organization, there should be organization
protection (manager or investor) [11]. Jotla et all,
provided a model which has two aspects: 1-
indentifying components (may consist of total,
partial, fundamental and basic, organizational,
cultural, technological and or human components)
and related enabling (consist of knowledge, trust
and technology management) and 2- criterions to
assess the function (holding, satisfaction, customer
profit and getting) and also this model has
regarded role of government in respect of
developing situations, laws, trust and lawfulness of
applying electronic business in ECRM [12]. Aker
and Madambi engages to thinking dimension
(strategy and senior management, structure,
planning) cultural dimension (culture, interactions
with beneficiaries, work dominant knowledge) and
technological dimension (CRM  applicable
program, organization IT capabilities, knowledge
management). This model has also considered
understanding technology by stockholders and
dynamism and their involvement and has
addressed viewpoints based on employees trust



among cultural factor [13]. Fotohi poor; has
provided the most important factors influencing
electronic CRM readiness inter firm markets
consist of strategy (customer focus, financial and
economical advantage, competitive advantages),
culture (organization culture, investors
acceptance), management of changing sale force
(sale force leadership, multi function of sale force,
training sale force), customer and customer
knowledge (customer information process, country
technological readiness, information technology
skills and experiences), business structure
(organizational structure, business procedure,
continues improve) factors which are tested on
five none Iranian ....and also it is mentioned in
this model that investors cultural situation
(understanding and accepting technology) may
have an effective role in ECRM success [9].
Samimi Omleshi has provided developed model of
Acrodampi in researches inside country which has
added the customers to CRM beneficiaries and
knows understand and involve and skill of
customers and stockholders of CRM readiness
measurement factors [8]. Hosseini has considered
customer (loyalty, satisfaction and targeting of
customer, quality of services, customer
knowledge), employees (rewarding system,
recruitment, satisfaction, participation, skill of
employees), processes (team work, cross
functional activity, procedures, decentralize,
merging processes), strategy (viewpoint, customer
strategy, relationship strategy, value creation
strategy, managers commitment), technology (ultra
structure, merging technology, information
management, knowledge management), culture
(customer focus, flexibility culture, coordination
culture, learning culture) factors for his model [7].
Farzane considers culture (changeability culture,
collaborate culture, learning culture, customer
oriented culture), strategy (view point, customer
strategy, value making strategy), organizational
structure (team structure, horizontal relationship,
manner of dealing with customer, decentralize),

human resource (proper reward, employment,
customers satisfaction and training), technology
(technology infrastructure, technology integrity,
knowledge management, information
management), process ( targeting on customers,
familiarizing with customers, organization services
and products quality, information management

integrity), control and measurement (measuring

customer importance, measuring customer loyalty,
measuring customer satisfaction, planning and
controlling project, support, commitment and
involvement of senior management) [9] factors as
readiness assessing factors to implement CRM in
Iranian organizations.

Ali Azari has introduced more comprehensive
indexes than other researches in relation with
function assessing and measuring factors which
are consist of: measuring existing factors in
financial realm (increase in organization sale
amount, increase in organization profitability
amount, decrease in marketing and selling
expenses), measuring factors in marketing realm
(customer satisfaction and loyalty rate, customer
attraction rate, increase in customers re-buying,
increase in ultra selling and short selling, increase
in stock market), measuring existing factors in
realm of internal indexes (measuring success in
implementing and controlling project or system
conformance with characteristics, improve in
organization knowledge about customer, increase
in profitability of sale force, accessing project
targets, CRM system acceptance rate by
employees and customers [10].

2.4 Organization readiness assessing criterions
to implementation:

According to realm of application, in factor
selection, Iranian models are used. Because this
models has been localized by researchers
previously. To achieve whole factors stated of six
proposed model in research history, factors
extracted which were repeated at least in three
models. Repetition of some of factors in existing
models in assessing realm is a sign of their high
importance.

Since role of senior management has been bold by
privatizing Sanat-o- Madan bank organization, and
according to provincial Sanat-o-Mandan bank
organizational structure, we considered leadership
factor as an independent factor.



Table 1. Studying previous models

Row factors Farzane | Omleshi | Omidvaran | Khanlari | Poshne | Hosseini
1 Human resource * * * * *
2 Process * * * *
3 Culture * * *
4 Strategy * * * *
5 Technology * * * * *
6 Structure * *
7 Knowledge management * * * *
8 Controland measure * * *
9 Change management *
10 Senior management and | * * * *
leadership
Finally conceptual model achieves which is
mentioned as follows. targeting on customers).
6. Individuals’ factor: (training employees,

1. Leadership factor: (familiarizing with project
dimensions, support, commitment and protection
of senior management, tendency of exploiting new
technology, leadership.

2. Strategy factor: (value creating strategy,
interaction  strategy, defining view point,
information management strategy, analyzing
competitors, customer strategy, strategic
alignment).

3. Technology factor: (  technology, technology
integrity, technology readiness of country and
government).

4. Culture factor: adaptable culture with change,
flexibility culture, cooperation and knowledge
multiplexing culture, learning culture of accepting
investors, trust oriented culture, understanding and
accepting customers).

5. Process factor: (customer problems
management, services quality, familiarizing with
customer, organization processes integrity,
customer development, welcoming customer,

employees’ satisfaction, employing high powered
employees, employees’  skill, employees’
participation, proper rewarding system).

7. Measure and control factor: (measuring factors
existing in marketing, planning and control project
realm, measuring existing factors in the realm of
financial, risk management, measuring existing
factors in the realm of internal indexes).

8. Structure factor: (flexible structure, team
structure,  horizontal  relationship  easiness,
procedure and standard of encounter with

customer, decentralize).

9. Knowledge management factor: (knowledge
creation, applying customer knowledge, revising
and updating customer knowledge, sharing
customer knowledge)

3. Proposed model

Following provides proposed model of electronic
customer relationship management in banking
system.
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Figure 1- proposed model of electronic customer relationship management in Sanat-o-Madan bank

5. Discussion and results analyzing

Results of analyzing this research may be provided
as follows:

First step for successful CRM implementation is
the previous level before implementing, consist of
commitment and support of senior manager and
leader that addresses required changes in human
resource, technology and processes by determining
strategies [16]. And surely, all troubles of CRM
project are somehow results of weak management
or ineffective leadership [11]. An obvious and
distinct strategy is recognized as necessary part of
successful implementing CRM projects [17, 19].
Making viewpoint is to draw commercial situation
distinguishing the targets and having explicit
targets causes forming a communication system,
upgrade and leading along making a strategy

should distinguish targets of editing and using
resources which use to deal with customers [5].

Rest of the strategy indexes are in second priority,
but score of this index had also high importance in
consensus viewpoint of experts. Measuring index
priority of factors in marketing realm has also
obtained proportion to other measuring factor
indexes. Since this index distinguishes [4,6,10]
[19] on the other hand, based on Pareto law which
says 20% of customers make 80% of profitability
and 5% increase in expense of customer retention
turns into 25% or more increase in profitability
[11] and customer satisfaction, giving value to
customer leads to customer loyalty and as a result,
increase in profitability. Hence, retaining long
term relation with customer has turned to a




necessity [10]. About indexes of process factor, it
can be said that based on Swedish satisfaction
index model, mechanism of investigating
complaints in an organization, may cause increase
in customer's loyalty of that organization by
proper function [12] and based on according to
Salomon and Muir, one of the strategies of
creating positive loyalty in ECRM is on time
investigating the complains [11]. Service quality
has also effect on customers satisfaction and
decrease in complains [13]. Also to develop
customer, familiarizing with customer is needed
first [20]. Hence these three indexes of process are
in first priority. Of course, other indexes are
confirmed by experts with high importance. All
knowledge management indexes are in second
priority. Following analyze may be used in
analyzing human resources, culture, structure
factors.

To change structure of economical institutions,
social organizations and firms, it is inevitable to
seek help of reengineering. Reengineering will be
successful under strong protection of senior
management and utilizing forces related to process
and proper training to all practitioners, and
considering cultural issues and human resources of
organization is the most effective factor of
successful redesigning. Building internal culture is
affected by external culture of society and is
changeable slowly. According to acculturation of
organization and employees stimulation to basic
changes, structure transition program should be
done [15] [16]. In addition to improving
knowledge and skills of personnel, training,
increases  stimulation and commitment of
employees and decreases their resistance [against
change] [4]. On the other hand, IT has strong role
in organizations and Iran as far as it is claimed that
enforcement of reengineering project is not
possible without IT [14]. During research on
specialties of Iranian culture for organizational
transformation, it is specified that there is
resistance against change in Iranian culture, in case
of certain transformation at first, but in continue
efficiency of team will be high, and in case of
having support, participation in change will be
done [19]. The best offer to reduce resistance is
participating employees in process of change [16].
According to study of Mohahad Almotaiery, 2009;
in 17 previous research about consensus factors of

CRM success, addressed abundance percentage of
success factors in articles were as follows: 80%
senior management support, 67% technology
factors, 47% strategy factors, 47% culture factor,
40% human resource factor, 40% data
management, 33% control factor, 27% structure
factor, 27% involvement and participation
percentage of customers [15]. In present research
also priorities in these three factors are human
resource, culture and structure respectively.

Conclusion

In this research, the most important factors
obtained at first were human resource, process,
culture, strategy, technology, structure, knowledge
management, control and measurement and
leadership, from a study to provide a model to
assess readiness of implement customer
relationship management in Sanat-o-Madan Bank
of Iran.
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