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Executive Summary
CRM has a myriad of definitions.  However, one component that remains the same regardless of the definition is that CRM helps companies reduce cost and increase profitability by keeping their customers satisfied.  Companies need to retain current customers due to the higher cost associated with keeping and attracting new customers- at times, these costs can be as much as five to one.  CRM can be very successful for companies as long as it’s fully understood, clearly communicated and supported by top level managers.  

The CRM market is a billion dollar market which is steadily growing.  In 2004, it has been estimated to reach anywhere between $25 and $30 billion with North America leading the way in CRM spend.  The leading CRM provider is Seibel followed by SAP, Oracle and People Soft.  

There are several critical success factors that a company needs to follow in order to implement the CRM program successfully: strategic planning, architectural design, phased approach, data gathering, organizational commitment and focusing on the customer.
These critical success factors of CRM are followed by best practices recommended for every CRM implementation in order to secure the success of the project. They are:

1. business solution drives technology selection

2. top management active support

3. involvement of knowledgeable users

4. outside expertise to transfer learning

5. implement incrementally 

6. don’t judge solely based on time to budget

7. have a customer oriented focus

While knowing the importance of these best practices and understanding their impact on CRM projects, two cases of CRM implementation were studied and evaluated: United Parcel Service, a global leader in the transportation industry, implemented CRM to automate its sales force and increase its efficiency and Royal Bank of Canada (RBC) Financial Group incorporated CRM in its strategy in order to remain competitive in the Canadian financial market as well as the foreign market.

Some key lessons these two companies clearly understand and are highly recommended to all who wish to successfully implement CRM into their organization are:
· keep focus n the client 

· have a clear vision 

· ensure explicit communication

· identify key stakeholders at the very beginning of the project

· conduct robust Beta tests prior to the project’s roll out

An Introduction to CRM

Customer Relationship Management (CRM) has grown to be a requirement of every company in today’s society.  With the ongoing growth of the internet, technology and growing demands of individual customer needs, CRM is moving to the top priority of every IT executive.  CRM is a very valuable tool for every aspect of a company’s customer interfacing needs whether it is sales, marketing, customer service, or direct customer interaction via web applications.  The increased difficulty of attracting new customers in today’s very competitive environment has had companies focus on the value of retaining existing customers and increasing the value from each customer.  CRM has become an invaluable tool that separates great companies from good companies.

What is CRM?

There are numerous definitions of CRM depending on who you are talking to or what source you are considering.  In reality, CRM can mean many different things to many different companies and its definition depends on how the company is using CRM and what it intends to get out of its CRM application.  One definition from MIS Quarterly Executive stated that 
“CRM, or Customer Relationship Management is a company wide business      

  strategy designed to reduce costs and increase profitability by solidifying 
  customer loyalty.” [4] 
This definition focuses on reducing costs and keeping existing customers which actually go hand in hand.  Retaining customers reduce advertising costs and increase the profit margin per customer.  Likewise, another definition is 
“At its core, CRM is a simple, intuitively appealing concept:  attract new 
  customers, know them well, give them outstanding service, and anticipate  

              their wants and needs.”  [23]  
This definition also stresses the fact that once you have a customer, maintain your focus on that customers needs and ensure their desires are satisfied.  Both definitions seem to describe CRM as a tool in which customer satisfaction is increased, either by some function of the company (sales, marketing, customer service) increasing its capability of providing satisfaction to the end customer or an application directed to the customers themselves.

The roots of CRM are grounded in marketing.  When looking at the history of marketing, there have been three main phases:  mass marketing, target marketing and relationship marketing.  In reality, everything started as relationship marketing as each individual customer needs were focus of each business.  For example, a blacksmith would create exactly what a customer requested in terms of size, dimensions, strength, etc.  Soon after was the invention of the assembly line and mass production.  This low cost method of producing goods created products that were generalized for every consumer.  No longer could each customer request a specific good as the cost of mass production outweighed an individual request.  As a result, target marketing became the companies’ focus as they were still able to mass produce goods but also create products that were slightly more detailed and more focused on a particular set of consumers.  Today, with the technology advancement of the internet, we are falling back to relationship marketing.  The internet provides perfect competition and, in order to remain competitive, companies are again focusing on individual customer needs.  With any single buyer capable of being connected with any single seller, it is again profitable to focus on a certain market of individuals with very tailored needs.  As technology continues to guide companies to target customers, CRM will be a primary need for every company.

How Does CRM Work and How is it Useful?

A CRM system provides a complete view of all your customer information generated from each customer touch point such as:  sales, marketing, customer service and the web.  In addition to being the “one stop shop”, it also integrates the front office with back office information and can massage data so that it can be viewed in a beneficial way to base important decisions.  Below is an illustration of the CRM system which depicts interaction with the customer touch points and with the back office. [28]
[image: image1]
The driver behind CRM is increasing the customers’ satisfaction.  As a result, increase in customer loyalty leads to an increases in sales volumes.  Companies reach higher revenues with lower costs.  Sales, Marketing and Customer Service are all enhanced by implementing CRM.  Sales are capable of up-selling and cross-selling products more effectively to existing customers.  Also, customer transactions are being closed faster due to the sales staff being able to provide the customer with the information they need in a shorter time period.  Marketing is more efficient as products can be marketed toward the proper customer by understanding customer’s tendencies.  Customer service is enhanced as a comprehensive view of all customer’s information provides a closer relationship with the customer and better understanding of their needs.  By improving the capabilities of these customer touch points, organizations become more and more customer focused.  To summarize, the goals of CRM are:

· Make it easy for customers to do business

· Focus on the end customer

· Redesign front office and examine information flows between the front and back office

· Foster customer loyalty by becoming proactive with customers

· Build in measurable checks and balances to continuously improve [3]
CRM Market

The CRM market is continuing to grow at a very fast rate and some component of CRM can be found in every top corporation.  
“One survey of more than 1,500 companies by The Data Warehousing 
  Institute (TDWI) in 2000 found that 91 percent either have or plan to   

  deploy a CRM solution in the near future.” [29]  
Not only is nearly every company using a CRM solution but also companies are spending more and more each year on CRM.
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(Source:  Aberdeen Group [1])
The entire CRM market spend supports the fact of the ongoing growth of the market.  With the exception of 2002, there is a projected continual increase ranging from 3% to 8%. [2]
[image: image4.emf]$0

$500

$1,000

$1,500

$2,000

$2,500

US$ million

200120022003200420052006

Manufacturing

Financial Services

Retail and Distribution

Business Services

Government and

Education


Among the top major countries, North America is leading the way in CRM spend with about a 50% margin over Europe.  Currently, there are no signs of North America losing this leadership position. [2]
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The following chart shows the breakdown by industry within the US.  Leading the way is manufacturing followed by financial services.  Manufacturing continues to emphasize the importance of direct selling while financial services strongly stress online trading [2]
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The popularity for CRM is constantly increasing.  One reason for its increased popularity is that more and more companies are finding that it is much easier to retain customers than it is to attract new ones.  Not only is it easier but it is also cheaper.  “It costs about five times more to gain a customer than to keep one.  And it is estimated to cost 10 times more to get customers back if they are dissatisfied.” [12] An example of the increased difficulty was found in research of credit card application mailings.  As you can see in the charts below, even though the number of mailings continue to increase, the number of new customers responding is continuing to fall.
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Another reason for its increased popularity is that CRM has become more affordable and the technology is more advanced.  One of the largest problems of CRM implementations in the past is that they have not been easy to use for the end user.  If the end user does not have a good experience than the solution will not be used.  A third reason is the use of CRM in loyalty programs.  Frequent flier miles, hotel points, rewards cards, etc. have all found a place in every consumer’s pocket.  Rewarding loyal customers has been a win-win for both the buyer and seller. [29]
CRM Vendors

CRM has become a very competitive market; however one supplier has continued to be the leader.  Siebel systems, which was only founded in 1993, has held strong with a 21.6% market share in 2002.  Siebel is the world’s leading provider of CRM solutions and a leading provider of applications for business intelligence and standards-based integration.  [28] This is followed by SAP which is slowly gaining market share on Siebel with 12.4%.  Rounding out the top 5 is Oracle with 5.7%, PeopleSoft – 4.9% and Peregrine Systems with a 3.0% market share.  [1]
Success and Failure

CRM is another example where there is some difficulty in determining the true success of a solution.  With no standard guidelines to measure as each implementation is different, it is merely an opinion, to some degree, whether a project was a success.  In addition, the definition of success may be quite different from one user to the other.  In one example, “Some 80% of the responding marketing, customer-service and sales execs at 96 companies characterize their organizations’ CRM efforts as very successful or somewhat successful.”[30] On the other hand, other research states, “Fifty-five percent of all customer relationship management (CRM) programs fail, according to Stamford, Conn.-based Gartner Inc.”[13] In response to this wide range of opinions here are some of the keys to success and reasons for failure.

Similar to many IT implementations CRM contains many of the similar keys to success.  First and foremost, there must be top management commitment.  Top management needs to show the importance of the project and ensure the right amount of attention and time is focused on the project.  Secondly, project teams must have representatives from all departments.  This is especially important to the departments that will actually be using the solution.  Next, there must be a project champion that will take charge of the project and facilitate communication through the life of the project.  A sometimes difficult task is to enable company data to be shared enterprise-wide.  Some organizations are stingy with their information.  However it is vital that all information can be accessed for the CRM solution.  Finally, vision and communication are very important to a successful CRM implementation.  You must know where you want to get at the beginning of the project and be sure that vision is communicated to everyone involved.

However, there are also some common reasons why some CRM projects fail.  The most frequent problem is not understanding the needs of the end user.  The vision must be targeted to what benefits the end user the most.  This can be alleviated by ensuring the end users’ involvement in the planning stage.  Also, if there is not adequate training for the end user the project may end up as a failure.  The solution needs to be integrated easily into the processes of the end user.  If they have to open a manual every time they want to do something, the usage of the solution will quickly deteriorate.  Another common problem, especially at the executive level, is viewing CRM as an IT project rather than as a business strategy.  It is not beneficial to implement a solution just to implement it.  There must be a vision and strategy of what the solution will do for the company.  Finally, many times it is very time consuming and costly to attempt to integrate the different data sources to a single system.  The most expensive hurdle in an IT project is underestimating the complexity of integrating various systems.

Two case studies were researched and studied in order to present the impact CRM can have on a company and its customers.  The fist case study presents a CRM implementation at United Parcel Service.  A world leader in shipping industry, United Parcel Service implemented CRM in order to automate its sales force and enhance its productivity.  The second case study presents Royal Bank of Canada (RBC) Financial Group’s decision in incorporating CRM into their corporate strategy.  RBC’s vision is to remain a competitive force to other Canadian financial institutions as well as other foreign competitors.  
A Closer Look at CRM in the Shipping Industry:  United Parcel Service
The following paragraphs describe a CRM implementation (i.e. UPS TEAMS) at United Parcel Service (UPS).  More specifically, theses paragraphs cover the following:

· UPS Background

· Decision to Implement CRM

· Time and budget 

· Challenges 

· Advantages

· Lessons Learned 

UPS Background

UPS is the world’s largest package delivery company.  This leading global provider of specialized transportation and logistics services was founded on August 28, 1907 in Seattle, Washington and has its headquarters in Atlanta, Georgia.  In 2003, UPS brought in $33.5 billion in revenue.  With the help of its 337,000 employees across the globe, UPS delivers 13.6 million packages and documents per day to 7.9 million daily customers across more than 200 countries and territories in the world. [8]
UPS is mostly known for its ground service package deliveries mainly because its customers relate the “Brown Truck” to the brown ground packages it delivers.  What most people do not recognize is that UPS offers an array of domestic and international shipping services (See Fig 1 and Fig 2) [9]  
Figure 1.  UPS Domestic Service                        Figure 2.  UPS International Service
[image: image8.png]COMMUNICATION CHANNELS
Marketing, Service, Support & Sales Calls

@ =7

Markating
ROl

_______CRMSystem __ ____

Rosourco
Contor

CRM Software

.
|

Customer Database

(open industry standard)
Webntra Extean

2002 Sisnna Solutions, Inc. Al rights reserved.




[image: image9.wmf]X

Customer

-

Oriented Focus

X

Don

’

t Judge Success 

Solely Based on Time to 

Budget

X

Implement Incrementally

X

Buy

-

in Outside Expertise 

to Transfer Learning

X

Involve Knowledgeable 

Users

X

Secure Top Management 

ACTIVE Support

X

Business Solutions Drive 

Technology Selection

NO

YES

Best Project 

Management 

Practices

X

Customer

-

Oriented Focus

X

Don

’

t Judge Success 

Solely Based on Time to 

Budget

X

Implement Incrementally

X

Buy

-

in Outside Expertise 

to Transfer Learning

X

Involve Knowledgeable 

Users

X

Secure Top Management 

ACTIVE Support

X

Business Solutions Drive 

Technology Selection

NO

YES

Best Project 

Management 

Practices


UPS’s Chief Information Officer and senior vice president is Ken Lacy.  Mr. Lacy reports directly to UPS’s Chairman and CEO, Mike Eskew. Mr. Lacy held several finance and accounting positions, including controller at both the district and region levels.  He became CIO in 1997 and since then he has been responsible for all UPS information systems development, operations and support functions.  He also chairs the UPS Information Technology Governance Committee, which oversees the direction of UPS technology and aligns it with the company’s business vision and strategy.  Under Ken Lacy’s leadership, UPS invests more than $1 billion a year on its technology infrastructure and employs 4,700 technology employees.  UPS has two datacenters in Mahwah, New Jersey and Atlanta, Georgia, 14 mainframes, 6100 servers and 120,000 computers.  UPS’s website, www.ups.com, receives 115 millions hits and 9.1 million tracking requests per day [6].
As the global provider in transportation and logistic services, UPS received numerous businesses, technology, diversity, community, and other prestigious accolades.  However, for the purpose of this topic, only UPS’s technology awards will be described.  In 2004, UPS received the 2004 AXIEM for Absolute Excellence in Electronic Media.  The UPS Technology Synchronized CD received AXIEM’s greatest honor, the COPPER AXIEM, for a national interactive media submission in the public relations category. The AXIEM AWARDS are the international awards program created to honor those who produce the very best in all forms of electronic media. [5] In previous years, UPS received several accolades as testimony to its dedication to the continuous improvement of its technology: 

· “Most Innovative Company” for the technological advancements of its Worldport global air hub in Louisville, KY, 2003 [5]
· Computerworld ranks UPS 20 in 100 Best Places to work in IT, 2003 [7]
· Winters Corp Top Ten Grand Prize Winner, 2003 [7]
· CIO 20/20 Vision Award, 2002 [7]
· CIO 100 Enterprise Integration Award, 2002 [7]
· Computerworld Premier 100 IT Leaders, 2002 [7]
Decision to Implement CRM 
The current way of conducting business could not keep pace with the continual growth of UPS’ business and other sales applications.  As a result, the decision was made to investigate technologies that could support UPS’ current and long-term needs.   Exploring the possibilities of a customer relationship management package soon became a top priority as UPS’s previous sales system, LINK, had insufficient functionality and hadn’t been significantly updated since 1999 [21]
The UPS TEAMS CRM Implementation resolved the shortcomings of LINK as it:

· Sends data to and receives information from several UPS systems 

· Can be used across the entire UPS sales enterprise to establish one coordinated sales effort: 
· Domestic
· International
· Core UPS (i.e. Drivers, etc.)
· Additional business units 
· UPS e-Commerce
· UPS Supply Chain Solutions
· UPS Capital
· Has the flexibility to support enhancements, such as wireless capability [22]
UPS TEAMS was developed in 2004 by Seibel company, a recognized global leader in sales force technology.  UPS TEAMS is considered the next generation in UPS sales force automation (a technique of using software to automate the business tasks of sales) and a total enterprise account management system.  UPS TEAMS provides integrated tools to help the sales force do its job more effectively and efficiently.  In addition, it also supports account management with increased capabilities for planning and documenting sales calls [21].  
Time and Budget 

Michael Carey was the Project Manager for the implementation of UPS TEAMS.  He was interviewed for the purpose of this research on October 2004.  According to Mr. Carey, the implementation of UPS TEAMS was a success.  The project was delivered on time and it was on budget (Mr. Carey was not at liberty to discuss the specific details concerning the budget).  A Beta Test was done in May of 2004 in Central Pennsylvania, Sweden and Austria and the project roll out took place between June 15th and September 17th the same year in entire United States, Sweden and Austria.  Future UPS TEAMS releases will cover additional countries and the rest of UPS’s sales force business units [10].  

Challenges
Mr. Carey mentioned coordination and training as the two main challenges with the implementation of UPS TEAMS.  The first challenge, coordination, encompassed aligning the arrival of new Laptops, new Sales Applications, new Operating System, new wireless cards, and new training documents.  Previous to this implementation, the laptops that were being used by the UPS sales force did not have enough memory to support the new Seibel application.  In addition, these laptops didn’t have wireless capabilities, which was essential to the continued success of UPS.  Therefore, coordinating the schedules of the sales force (who had to satisfy their customer commitments) along with coordinating the arrival of the new hardware and software, along with providing enough technical support to perform the installations, required a substantial effort. [10]
Training was the second challenge.  Gathering the right training resources (e.g. ability to speak multiple languages, etc.), coordinating the trainers, and scheduling employees for training classes were extremely difficult due to UPS’s enormous number of sales employees and its presence in other countries. [10]
Advantages of UPS TEAMS
Mr. Carey mentioned six advantages to UPS TEAMS which eliminate unnecessary duplicate effort and increase the sales force’s efficiency in the day-to-day tasks.  These advantages are discussed in more detail:  

· Efficient Home Page 

· Interactive Calendar 

· Robust Opportunities functionality
· Custom & Standard Queries

· Data Synchronization

· Collaborative Selling [10]
Advantages – Efficient Home Page

The UPS TEAMS home page provides a quick look at the daily calendar (situated on the right side of the home page screen), SLIM Leads and opportunities (See Fig 3) 
Figure 3. UPS TEAMS Home Page
[image: image10.png]5.01 489

1990 1991 1992 1993 1994 1995 1996 1997 1998 1999 2000 2001 2002




My Calendar - The advantage of having the daily calendar as part of the UPS TEAMS is that it does not require the salesperson to keep track of sales appointments in a different application, such as Microsoft Outlook.  This saves the salesperson a lot of time and energy as he or she can quickly access the calendar from UPS TEAMS.  This capability was not employed by Link, the previous UPS sales system. 
My Opportunities - My Opportunities area allows quick access to SLIM Leads and opportunities.  SLIM leads are sales leads which are inputted by drivers into their DIAD boards and automatically transfer to UPS TEAMS.  These leads show up on the left hand side of the home page screen.  With Link, the salesperson was required to access the UPS’s intranet in order to gain access to these leads.  Opportunities are sales prospects that the salesperson has identified and are important each salesperson business plan.  My Opportunities area lists up to ten rows of SLIM leads and opportunities listed in order of phase (positioned, pending, promised, producing) and then targeted producing date.  This feature helps prioritize time and keeps the salesperson focused on accounts that may need attention.   The list can also be customized by product and average daily revenue which allows the salesperson a quick view at his or her largest opportunities. 
Advantages – Interactive Calendar
The UPS TEAMS calendar functions are similar to Microsoft Outlook functions (See Fig 4) 
Figure 4 UPS TEAMS Calendar
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Calendar - UPS TEAMS enables the salesperson to display and print the calendar in daily, weekly and monthly views.  This calendar is automatically integrated with the Activities tab therefore it eliminates the salesperson having to enter appointments in one area and activities in another.  If an appointment is updated through the UPS TEAMS calendar, the Activities list is updated.  Likewise, if an appointment is changed through the Activities list, the calendar will be automatically updated. 
Query – Query dropdown menu allows salesperson to query for different calendar activities.  Both custom and standard queries are accessible from this menu.  This query dropdown menu is available from every tab within the UPS Teams application, with the exception of the Home tab.
Advantages – Robust Opportunities functionality

Opportunities in UPS TEAMS are used to record the potential to sell UPS services to a new customer or to expand the portfolio of UPS services to a current customer. (See Fig 5) 
Figure 5 UPS TEAMS Opportunities
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Form Fields – Within the “Products” form field, UPS TEAMS allows the salesperson to identify multiple products to a single opportunity or account.  Similarly, the “Market Initiative” form field allows the salesperson to associate multiple marketing initiatives to a single opportunity or account.
Advantages – Standard & Custom Queries
A query is a method of requesting information.  For convenience, a pre-defined set of standard queries were created to aid the salesperson in performing their duties.  For custom queries, UPS TEAMS uses the criteria the salesperson specifies in the query to filter data and return only the information requested.  Queries are extremely versatile and can be used in a variety of ways such as:

· Find accounts that are in the same geographic area 

· Uncover accounts or opportunities that need immediate focus

· Check on opportunities that are included in a specific marketing initiative

· Check for daily activities and customer contact time

Advantages – Data Synchronization
The former system, Link, required the salesperson to remember to manually initiate the exchange of data daily in order to send changes from the laptop and receive up-to-date information from the UPS mainframe.  In addition, the exchange process required up to three days for those changes to be seen by the salesperson. With UPS TEAMS, data synchronization occurs automatically and instantaneously each time the UPS TEAMS system is accessed and/or connected to the local area network (LAN).  
Advantages – Collaborative Selling
UPS TEAMS provides information for all of the salespeople associated with a particular opportunity or account.  It allows the salesperson to see the activities of other sales team members (i.e. International Account Executive, e-Commerce Sales Account Executive, etc.) and facilitates communication between everyone on the sales team.  However, only those team members given administrative rights to the account by the main account executive can access the particular opportunity or account.  This collaborative selling feature enables a cohesive, unified sales effort and contributes to sales success.  
Lessons Learned
Mr. Carey also mentioned three main lessons UPS has learned during this implementation:

1. Identify the key stakeholders who touch the application directly and/or indirectly at the very beginning of the project 
2. Gain buy-in from these key stakeholders that that their input and support is critical to the overall success of the project 
3. More robust Beta Test to include the daily user who is familiar the most with advantages and disadvantages of LINK in order to eliminate some of the systems; missed functionality: 
· Duplicate data entry still required on some screens (i.e. Time & date of activities, etc.)

· Non-optimal Account Name retrieval

· Account search capability is ‘exact match’

· Insufficient back-end integration

· Appropriate databases not synched [10]
Overall, UPS TEAMS was a success at UPS.  Even though some areas of opportunities for improvement still exist, this application was much needed as it provides better functionality and integration in comparison to the previous UPS sales system.  Some of the best project management practices in the IS industry have been thoroughly implemented by UPS and others have not. (See Fig 6) [11]
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Figure 6.  Best Project Management Practices 

The Standish Group CHAOS Report includes three classifications describing different levels of success that can be applied to the UPS TEAMS CRM implementation.  These classifications include:
· Type I: Success: on time, on budget, promised functionality 
· Type II: Challenged: over-budget, over-time and or missing functionality 
· Type III: Failed: Severely impaired projects; cancelled projects [11]
The UPS TEAMS CRM implementation is best described as meeting the Type I classification.  It’s categorized as successful as it was on time, on budget and provided promised functionality. 
A Closer Look at CRM in the Banking Industry:  Royal Bank of Canada (RBC) Financial Group
Company Overview
RBC is Canada’s largest financial institution with over 700 products, 60,000 employees, and 270 billion in assets.  There are 1,300 retail branches in more than 30 countries, serving more than 12 million personal and commercial banking clients. RBC has over 4,500 ATMs, more than 87,000 point of sale terminals and well-developed telephone and Internet banking programs [15].

RBC has five main lines of business, which includes personal and commercial banking, wealth management, insurance, corporate and investment banking, securities custody and transaction processing [25].  In Canada, RBC ranks number one in areas such as wealth management with a leading full-service brokerage operation, mutual funds and securities underwriting. In the United States, more than 2 million clients use RBC Financial Group’s personal and commercial banking, mortgage origination, insurance, brokerage, and corporate and investment banking services. Globally, RBC has a major presence in transaction processing and its retail networks extend into the Caribbean and the Bahamas [31].

The RBC Personal Banking Division makes up 54% of RBC Financial Group’s net income. Personal banking claims 1300 branches, 4800 ABM’s, 1.4 million online customers and 300 offices around the world.  This is the division where RBC noticed that they were losing money.  For example, one of RBC’s common personal banking packages was unprofitable on ninety percent of its accounts.  In addition to this non-profitability, a change in the Canadian banking industry led RBC to explore areas where they could improve their business practices [15].

Reason for a Change 
During the 1990’s the entire financial industry was changing.  Prior to the 1990’s the six major Canadian banks enjoyed a “friendly competition.”  However, with the onset of internet banking and the lowering of domestic protections in Canada, the oligopoly once enjoyed was coming to an end and the competition increasing exponentially.  Internet banking providers such as ING were able to offer high interest rates for checking accounts due to their lack of physical infrastructure and maintenance costs.  With the lowering of domestic protections, Canadian banks now faced competition from foreign banks [15]. With the rising competition, the main question for RBC now was how to stay competitive? 

RBC had for along time used profile information about their customers and the products and services they used and the CRM program was the driving force but they had to take it further. Data is good, but they did not have the technology systems to take the data and translate into truly valuable information that the company could use to take action. As the competition came in the market became more sophisticated, the need for a more integrated, one-to-one CRM strategy became apparent [17].

A 1997 study conducted to find customer perceptions of Canadian financial institutions revealed that not only did bank customers want modern services such as around-the-clock call centers and ATMs, but they also wanted to feel “understood” and “valued” in their banking relationships. Customer intimacy was what the customers valued most from their financial institution [15]. This means that the bank knows them, knows what they need, knows what they want, and recognizes who they are. This finding identified new goals and an area for RBC to differentiate itself from other banking institutions and maintain its competitive edge. 

Previously, financial institutions were proficient at providing the factors that were of low value to the customer, such as convenient hours, ATM access, and internet banking.  Conversely, the factors that were most important to the customer, such as customer intimacy, were not being satisfied by the financial institutions [15]. So RBC determined that in order to differentiate themselves from other financial institutions they would need to focus on these factors, which are of high importance to the client.

CRM at RBC
RBC knew they had to focus their efforts on the customer through customer relationship management (CRM). RBC’s CRM vision was to bring together in one place a view of all contacts, transactions, accounts, and interactions with each customer [15]. Because personal banking was the largest and most profitable division, the most consideration was given to how to capitalize on the personal banking market while finding ways to implement CRM.  Having identified CRM as their strategy, RBC needed to add positions, reorganize their corporate structure and enhance their technology.

The first change was the addition of the Vice President of Marketing and Information Management who reported to Senior Vice President of Marketing, who reported to the directly to the CEO.  Rich McLaughlin filled this position.  McLaughlin’s responsibilities included CRM infrastructure, information management, alliance marketing, internet banking and privacy.  McLaughlin was brought on to be a change agent for the introduction of CRM.  Much of the success of the project was attributed to McLaughlin [15].

With a their new focus on CRM, RBC shifted away from marketing to broad client segments; instead, it began integrating customer information, sales processes and enterprise information in order to develop one-to-one client dialogues and highly targeted CRM campaigns [31].  Prior to this CRM project, the organization was aligned by product but now with the increased focus on customer needs the organization also became segment structured.  Within the segment structure there are 3 primary customer segments further divided into 9 segments [20].  The Key market is primarily clients holding only a single product. RBC’s goal is to capture customer loyalty at this point so they can eventually move into Growth markets.  Growth market customers are in the borrowing stage of their life and this group accounts for largest revenues of all of the markets.  The goal with this market is to retain and grow these relationships.  The third stage is Prime Markets.  This consists of older customers looking toward retirement.  RBC’s primary focus is to grow client’s investments prior to their retirement years.  With these clients RBC’s goal is to provide trusted services and referral to specialized resources [15]. 

To accomplish CRM integration into business practices, RBC needed better technology infrastructure to support its new CRM strategy.  Thefore, RBC added Teradata Value Analyzer to its existing Teradata-based data warehouse [31].  This gave the company access to accurate and continuous information about individual client value. The company used the resulting information to streamline important decisions, such as when and how to develop new pricing and marketing strategies and how to identify new and better business opportunities [15].

Benefits of CRM
As a result of their CRM implementation, RBC was able to stay competitive by satisfying the customer needs and create efficiencies and save money.   After the CRM implementation, RBC was able to generate $1 billion in revenue while decreasing operating expenses by another $1 billion [22]. 

The focus of CRM on customer needs ensures that the right products and offers are made available at the right time.  The CRM software allowed for more efficient use of customer data for customized marketing, levels of service, and product design and pricing.  Since CRM implementation in 1998, RBC has seen double-digit growth in net income [17].

Another efficiency created through RBC’s CRM implementation was the ability to generate sales leads. Prior to CRM, every branch had a different way of generating sales leads.  They were of low quality and not consistent.  Since they centralized this function the sales leads became more accurate, they were centrally generated, and made accessible to everyone [15]. 
The most advantageous benefit of CRM for RBC was their ability to identify their clients and what their clients want or need. Before CRM, all clients were labeled either A, B, or C depending upon how profitable they were [15]. This labeling was vague and not beneficial.  This identified how profitable they had been to the institution up to a certain point.  After CRM, clients were classified into categories and RBC could now focus on customers that were currently profitable as well as those who had the potential to become as such.  RBC recognizes that they must maintain a relationship with both.  These segments were a change from the older product oriented structure. It was more focused on the customer.  Instead of multiple sales people offering products to the same customer, the new segment structure along with CRM could evaluate the customers’ needs and offer products to fill those specific needs. RBC’s clients are grouped into categories based on criteria such as channel preferences and current and potential profitability. Within those categories, clients are further sorted into thousands of micro-segments, for which separate strategies are developed and tested. The strategy generated dramatic increases in direct marketing campaign return rates [20].

CRM and the Future at RBC
In the near future RBC hopes to be able to use information about customers’ preferences to design packages of services at certain points in their life. This is what RBC refers to Preference and Choice [15].   Ideally, they want to be able to recognize the same person across all five lines of business (investment banking, wealth management, insurance, and retail banking) to ensure consistency of the client experience.

Critical Success Factors to RBC’s Success
Factors that were critical to the success of RBC’s CRM implementation can also be generalized to other companies planning on implementing a CRM project.  First, always keep the client front and center.  This ensures that you stay on target and attain the goals planned ahead of time.  Second, the change must be managed with a clear vision and explicit communication.  Generally speaking if a company has a vision but no clear communication about that vision, the project will fail.  All employees must be aware of the changes taking place in their organization so they can adapt in order to provide their clients the best possible service.  RBC started out with a clear vision of what they hoped CRM would do for them and they integrated this vision into the organization in terms of the overall business strategy [18].  Aligning the organization with this vision was also a critical success factor.  Finally, any organization implementing an IT project must continually reevaluate, test, learn, and improve upon strategies and use feedback to fine tune their CRM strategy.  

Conclusion

In the past years, CRM has become an acronym most companies recognize and understand.  As companies comprehend that their success depends heavily on their customers’ satisfaction, CRM becomes more and more attractive to all kinds of companies across all kinds of industries.  Even though there is no one single concrete definition of CRM, one thing is certain about its driving force: making more revenue and profit by putting customers first.  As Gartner Group Senior Analyst stated, CRM: 

“It's a business strategy that puts the customer at the heart of your company. 

  Imagine what your company would look like if your customer could 

 redesign it to suit himself. That is the company you need to be." [14]

CRM can be successful only if it is carried out and implemented correctly.  As showed earlier in the case studies, companies are strongly encouraged to use the seven best practices when implementing CRM:
1. allow business solution to drive technology selection

2. secure top management active support

3. involve knowledgeable users

4. hire outside expertise to transfer learning

5. implement incrementally 

6. don’t judge solely based on time to budget

7. have a customer oriented focus

Successfully implementing CRM can lead to an automated sales force with increased efficiency and team selling as seen at UPS and to a competitive force by satisfying customers and saving money as seen at RBC.  CRM is the support all companies, regardless size, need in order to remain competitive and keep their most important asset coming back for more: the customer.  
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