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Abstract: For CRM to be implemented, adopted and used effectively, the organizations requires to understand how to implement and 
get maximum benefits from a CRM. This study sort to find out the factors that determine implementation and adoption of CRM through 
a review of other studies in the areas of CRM implementation and adoption. The paper discusses the results of the review in relation to 
factors that determine the adoption of the CRM systems. The study concluded that the main factors affecting CRM adoption are 
environment, People, Objectives and Requirements, processes, technology and Data as the key factors.

Keywords: CRM, Adoption, Environment, People, Processes, Technology, Data

1. Introduction 

Customer Relationship Management (CRM) is defined as 
the holistic process of identifying, attracting, differentiating 
and retaining of customers [3]. Customer Relationship 
Management is also defined as outgrowth of marketing 
concept through an organization’s committing to 

consistently providing high quality experiences to customers 
which leads to improvement of service and customer 
satisfaction as well as increased returns for shareholders [5].
CRM takes many definitions (Pancucci, 2002). It has been 
observed that constant change and technological evolution is 
one of the main factors that drive changes [2]. Due to this 
changes, the CRM concept has come to be viewed as the 
main strategy to develop and maintain long term customer 
relationship [25]. CRM is an integration of business 
processes and the technologies which are adopted to ensure 
that the customer needs are satisfied as they are interacted 
with by the organizations. In order to win the battle in the 
ever increasing competitive economy, companies have 
invested heavily in to implement strategies, tools and 
infrastructure [6]. 

A CRM system provides an organizations with capabilities 
of data warehousing together with the data mining reporting 
tools decision supporting and sales automation[8]. A CRM 
system, a company is able to maintain a centralized 
database of customer information hence reduce duplication 
of data entry and maintenance as well as ensuring that as 
staff leave the organization, they leave customers’ data 

behind [9]The electronic Customer Relationship 
Management (eCRM) ensures an all-round aspects of the 
customer needs by focusing on the customers instead of the 
products or services. CRM provide a critical support to 
business’ sections including services, marketing and sales 
by providing information data and historical profiles of 
customers[10]. Basically, many organizations will use the 
CRM for; customizing and tailoring products to specific 
customers or a group of customers, sharing customer 
information from a central location, reducing cost through 
efficient communication to customer, targeting and 
classifying customers and cross selling among many others. 

Just like in any other implementation, CRM faces many 
challenges and often have many reasons for success or 
failureas is described by various stakeholders involved in 
the whole project. The stakeholders range from the 
employees, management, shareholders and customers 
among many more that are affected directly or indirectly by
CRM usage. This study looks into the factors that contribute 
to either failure or success of CRM implementation and 
adoption.   

2. Theoretical Survey 

2.1 Theories 

2.1.1 Technology Organization environment 
Framework (TOE) 
TOE framework was created by Tornatzky and Fleisher 
(1990). It explains a process by which technology, 
Organization and environment contexts influences a firm 
decision to implements and adopt technological innovation 
[11]. Technological context refers to technologies both 
internal and external that are relevant to the firm and 
includes equipment and processes.  Organization context 
refers to the firm’s characteristics like size, managerial 

structure, amount of slack resources, relationship among 
employees, degree of centralization and formalization as 
well as human resources. The environment context is 
about the structure and size of industry, the competitors, 
regulatory environment as well as macroeconomic [11].
CRM technological innovation adoption fits well into the 
theories of technology adoption. TOE as framework has a 
strong theoretical basis, has potential for application in IS 
innovation domains and has consistent empirical support 
[12].

2.2 Empirical Review 
According to a study by Forsyth with a 700 sample 
companies, the causes of CRM failure were distributed as; 
29% is cause by Organizational change, 22% caused by 
poor CRM skills, 22% caused by Company policies, 20% 
by little understanding of CRM while poor CRM skills 
stood at 6%, concluding that technical skills least affect 
successful implementation of CRM projects [13].
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Organizations have different approaches for CRM with 
some considering it as an IT tool for management while 
others take it as strategy for business management. A
survey by Gartner showed that in 2002, 65% of USA 
companies were intending to initiate CRM projects. 
Europe at the same time, only 3% had fully implemented 
CRM with 17% having initiated and 35% were on about to 
develop concepts to introduce CRM [13]. Despite the 
understanding that about 30 to 50 percent of CRM 
initiatives and projects do not meet the company’s 

objectives with 20% actually damaging customers’ 

relationships, the CRM market was to grow to about $23 
billion by 2005 from $7 Billion in 2007[14]. 

Successful implementation of CRM depends on four 
critical success factors (CSF) namely; CRM readiness 
assessment which is an overview audit of organization in 
terms of self and the other organizations, CRM change 
management which involves organizational strategic and 
cultural changes, CRM Project Management which 
involves forming strategic team for CRM implementation 
and finally the employee engagement which involves the 
employee motivational, support and commitment to the 
CRM project [1]. 

In a survey of international companies who had 
implemented CRM to support sales teams it was estimated 
that only 25 percent of 1,337 reported significant 
improvement in performance [15].  A report [16] on ways of 
avoiding failures of CRM, it was found out that CRM had 
the lowest satisfaction score with nineteen percent out of 
245 polled managers having drooped CRM projects 
compared to other management systems in the same survey 
which had nine percent. A study found out that only 30 to 
70 percent of CRM implementations are successful. Clearly 
CRM implementation has not been a success based on the 
research discussions from various researchers and 
organizations [17].

The rate of unsuccessful outcome of CRM is attributed to 
seven ‘sins’. These are; looking at CRM initiative as a 

technology initiative, insufficient appreciation of customer 
lifetime value, lack of customer-centric approach, lack of 
top management support, ignoring change management 
effect, not re-engineering business processes and lastly 
underestimating complexity of data mining and integration 
[18]. This results agrees with the previous researchers 
findings but considers one more critical factor. Many 
organizations have massive data lying in the data centers 
and others in some data warehouses but have never used it 
beyond the original entry that was done when customers 
was introduced to the organization. There are so many 
sources of data that can be used by the organization to 
analyze and understand the customer. The myriad sources of 
data range from supermarkets, business transactions, the 
government and most of all social media. Among many 
failures of CRM is an organizations lack of bigger picture 
by failing to consolidate the data they have on customers 
from various users and systems and combine it with external 
sources like social media. The bigger picture will give users 
a three sixty degree view of customers hence make it easy for 
sales people to up and cross sell 

As per Forrester research, the best practice for successful 
CRM deployment can be summarized as strategy and 
governance, Objectives and processes, Customer data 
management, User adoption and finally technology site.  

3. Discussion 

Environment 
It is important to critically analyze the environment in which 
the company is doing the business. A research or fact finding 
mission should be initiated first before initiating the CRM 
project. Both micro and macro economy environments 
should be studied in order to understand the customers and 
the market including knowing what competitors are offering, 
if the IT infrastructure like internet connectivity is easily 
available. It is also a must to consider regulations and 
legislation especially in relation to data storage and privacy 
of information as well as the government of the day policies 
which may have an indirect effect on CRM usage. The 
availability of suppliers and vendors within reasonable reach 
in terms of time and place need to be considered. Companies 
will definitely need to study and take a stock of the existing 
customer facing systems that will be integrated with CRM.  

People 
People factor is a critical determinant of failure or success of 
CRM project. Right from onset of the project idea, the 
executive and top management have to be involved. David 
like many user based projects, lack of user involvement 
contributes to failure of CRM. The buy in and sponsorship 
of the project by executive will ensure full support and 
funding of the CRM project. The intended users of CRM in 
various sections like Sales, marketing and customer service 
people must buy in the idea. They should be involved right 
from the time of requirement gathering through testing, 
implementation and eventual use of CRM. The right skills 
for the people should be a mixture of business people and 
Information Technology. The vendor selection should be 
done through competitive professional evaluation. This will 
ensure proper project management, competency of 
implementers as well as experience of the implementing 
company. Change management is an integral activity for 
any change being introduced in any organization. CRM 
implementation may be very well implemented technically 
but beyond implementation, it must be cascaded down 
from the management who are the principal sponsors to 
the project or implementers and finally to the users. The 
whole organization must be taken through a change 
process and this may involve organization culture as well 
as business processes change. There should be investment 
in terms of time and finances to take the people through 
this change process and take up of CRM. This factor is 
important as it is likely to address and assist in 
overcoming some adoption or change barriers like 
resistant to change. Managing customer relationships 
involves multiple and complex operations and therefore for 
implementation of CRM to be successful, the organization 
requires to go through significant transformation [19]. 

Objectives and Requirements 
Lack of planning is planning to fail, therefore, an 
organization must adequately plan and assess internal and 
external readiness in terms of budgetary allocation, the 
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status of the competitors in the market, the data and 
systems already available and the target customers. It has 
been observed that lack of strategic planning prior to 
implementation of CRM is the main reason for the CRM 
project failure [4]. In any project, prior preparation and 
acquisition of information is crucial as lack of actionable 
information mostly leads to a failure and CRM project is 
no exception to this failure. This can be avoided by 
ensuring initial proper planning and capturing of user 
requirements and setting objectives. This is in line with the 
study which attributes failure of CRM projects to poor 
design, planning and measurement of the CRM projects 
which is seen in inability to integrate people and business 
processes, unclear goals, selecting inappropriate strategy 
and capturing of wrong customer information. It is of 
paramount importance that the objectives of CRM are 
specifically set and in a manner that is measurable and 
achievable. Strategy should guide the overall objective which 
should in turn inform the CRM objectives whichshould be 
listed and prioritized even before the project begins.The user 
requirements, which should be in line withthe main 
objectives should be clearly gathered in details, documented 
and signed off by all the stakeholders. This should serve as a 
reference for initiation and running of the CRM project and 
will help avoid scope crepe which may end up delaying the 
project which in turn may have impact on cost.   

Processes 
Organizations often view CRM as an IT which eventually 
according to leads to failure of CRM projects [18]. In
order to adopt new ways of interacting with customers, 
firms may require to align some of organization aspect like 
employee training, strategy, business processes and 
strategies with the CRM system [19].A CRM 
implementation will mostly lead to organization an 
adjustment in the way an organization runs its operations 
in order to have asuccessful CRM implementation and 
later a smooth running of the same. The three stage cycle 
that a CRM implementation should follow are; Integration, 
Analysis and finally the Action. The initial stage of 
integration is all about preparation and taking stock of the 
company’s systems and centralizing customer data that 

will require to be integrated with CRM. CRM system 
projects are usually initiatives that involve entire 
organization [22]. The systems especially customer facing or 
front office need to be integrated and this will mostly involve 
change of business processes and may even lead to business 
processes and procedures to be reviewed. This requires the 
organizations to be ready to re-engineer their processes and 
this must be planned since the resources required in terms of 
people, time and expertise may be huge and costly.The other 
processes to observe is the project management. There 
should be skilled and experienced people to manage both the 
program and the projects within the CRM initiative even if it 
means outsourcing if skills are not available within. The right 
project methodology should be adopted and followed right 
from the project contracting, selecting of project team 
members and project execution. It is a must that the 
executive be the sponsor of the project if it has to succeed. 
The third and final stage is where strategic decisions are 
made and at this level the business processes and or 
organization structures may be adjusted or changed 
completely. The change should be well planned 

communicated and cascaded to all the stakeholders 
especially staff who are directly affected by the change. At
the time of contracting and implementation, the right Service 
Level Agreements (SLAs) should be set between the vendors 
of CRM and the company. The information and Information 
Systems policies and procedures is a must change during 
CRM implementation. It is important for organization to
institutionalize change management within and without the 
organization and at the same time ensure proper execution of 
the change. 

Technology 
The technological component is a must observe for any 
CRM system implementation. The right application system 
should be evaluated prior to purchase. The organization may 
choose to develop a CRM system internally but it is highly 
recommended that instead of recreating the wheel, they 
check for any that have stood the test of time and implement 
rapidly so as to begin reaping benefits from the on-set. An 
already existing and in use system may help with shortening 
the integration and testing as it may already have the 
standard integrators in place. The correct structure, sizing 
and specification of platform should be implemented 
inconjunction with the vendors of both hardware and the 
CRM application. The availability of support for both the 
implementation and post implementation should be put in 
place to ensure adoption. The CRM application should be 
ready to integrate easily in a standard way companies 
surrounding systems like Enterprise Resource program 
(ERP), Data warehouse, accounting and Transaction 
systems.  

The Data 
This is one area that most companies assume that will be 
available by default and hence no preparation may be 
required. On the contrary, this area is the most critical for 
CRM to be effective. The company must have the entire 
customer data kept in a way that it is easily available to the 
CRM system.The data becomes a critical input for the 
analytical stage of CRM implementation. Emphasis has been 
put that analytics is a critical phase to CRM implementation 
and if ignored, the customers may never know that the 
company ever exists [24]. The CRM analytics supports 
companies in analyzing customers’ behaviors to get their 

buying patterns and then discover casual relationships 
[24].There are many waysof ensuring that the data is 
available and one is to have all customer data from different 
company systems or individuals consolidated at one location 
in form of data warehouse or some kind of Master data file 
or integrate the CRM on a real time basis. It is also important 
to have policies and data handling and storage reviewed in 
line with the systems integrated and implemented. There is 
need for organizations to take advantage of big data and use 
the analytics capabilities of CRM to mine customer data, 
analyze the data and use the information to target, segment, 
upsell and cross sell to the customers. 

4. Conclusion 

Customer Relationship Management (CRM) system plays a 
significant role in an organization as it helps shape and build 
a smooth relationship between an organization and its 
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customers. Most companies have CRM in their Core 
Strategy as they aim at giving the best service to the ever 
demanding customers in order to remain competitive in this 
challenging and highly competitive economy. It is in the 
interest of every companies to fully implement the CRM 
systems and reap the benefits in terms of return on asset 
(ROA), improved customer service, efficient in operations 
among other myriad of benefits that come with it.With a 
successful CRM, companies are able to enhance customer 
satisfaction, enable cross and up-selling by providing real 
time customer data in a single view to the users. A CRM 
system does not only enable organizations provide tailored 
solutions and drive sales but also facilitates online training 
for customers and employees. This is turn ensures that the 
customer is happy, retained and hencefuture business with 
the customer can be assured. The most important factors to 
consider for a successful CRM implementation 
are;environment in which the company is operating, People, 
Objectives and Requirements, processes, technology and 
Data. If these factors are carefully considered by the 
organizations intending to use CRM, then, theyare assured of 
a successful implementation and return on their investment.  
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