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Abstract

It is extremely expensive for an organization to question the effectiveness of its customer
relationship management (CRM) systems. The purpose of this study was to gain understanding
of how leadership sponsorship impacts the effectiveness of CRM implementation, deployment,
and daily use in the United States. A mixed-methods research study was conducted using an
electronic survey questionnaire to gather quantitative data and phone interviews to gather
qualitative data. The sample included individuals who were familiar with CRM and worked in
organizations in the United States that had implemented a CRM system no less than 2 years and
no more than 5 years prior to this study. The quantitative findings indicated value in leaders
maintaining a focus on the needs of the customer, encouraging flexibility for employees as they
work through their processes, and keeping current with the culture of technological advances.
The qualitative findings revealed the relationship between leadership sponsorship and effective
usage of CRM is greatly benefited when key leadership positions act at the right times, when
organizations involve the user in the CRM processes, and when leaders find a way to incorporate
CRM into the daily workflow. The findings suggested that the relationship between leadership
sponsorship and CRM effectiveness was stronger when specific leadership positions were
engaged in the appropriate things at the right times.

Keywords: customer relationship management systems, CRM implementation, leadership

focus, organizational effectiveness, organizational performance, leadership sponsorship



Table of Contents

ACKNOWIEAZMENLS. .....eouviieiiieiieeit ettt ettt et e e et eeeebeebeesnseeseesnseesseesnseenseas i
YN 13 2 T SRRSO PRRRP il
LSt OF TADIES ..eeoviieeiiieiie ettt et ettt et e et e st e ebeeesseenseeenseenseeenns vi
Chapter 1 INtrodUCLION .......ocuieiiiiiieeie ettt ettt ettt e eseaeebe e s e ssaeensaeenseens 1
Problem Statement............cooiiiiiiiiiiieieeee e 2
PUrpose Statement...........oovuiiiiiiiiiiiiieie e s s 2
ReSEarch QUESTIONS .....c.uviiiiiieiiie ettt ettt e e e e e e ve e e taeeeaneeeaseeeareeeeens 3
Definition Of KeY TeIMS . .....ccviiiieiiieiieiieeieeieeete ettt st et eee 3
Limitations and Delimitations...........ccueeruierireriienieeitienie ettt sieeeve e enneeeees 4
DiSSEITaAtion OVEIVIEW ....ccuvieiiieiiieiieeieeriieeteesieeeteeseeesreesseesseesaesnseesseessseesaesnseesseennns 5
Chapter 2: Literature REVIEW........c.eeviiiiiieiiieiieeie ettt ettt et et esaeensaeeaneens 6
CRM DETINTEION ...ttt ettt ettt ettt et e esbeeeseeeaseenseeenseenseas 7
The Evolution of CRM SYStEIMS ......ccvieiiiriiiiiieiieeieece ettt 8
CRM Chall@n@eS ......oeeuvieiiieiieeiie ettt ettt ettt stee et et eebeesseeenbeessaesnseenseaenseenseas 8
Acknowledging the CRM INVESTMENL ........ccueeruieiiieriieiiieiieeie et 9
Organizational Benefits Of CRMS.........cccoiiiiiiiiiiiiiiieiiece e 10
CRM REAAINESS ....evvieniiieiiieiie ettt ettt ettt et et e et e sae bt aesbeensaesnseenseessseenseesnseens 10
CRM RISK .ttt sttt ettt 11
Connecting Innovation With CRM in Today’s Business Climate............ccccevcveruennene 11
Organizational Performance and Effectiveness ..........cccccevvvieviieriienieniieenieciecee s 13
Leadership SPONSOISIIP .....cccuviiiiiiiieiieie ettt sae e e ens 14
CONCIUSION ..ottt ettt ettt ettt e et esaae e bt e ssbeeseeenseesseessseenseesnsaens 15
Chapter 3: Research Method and DeSign.........c.cecuveeiieriieniieniieeieeiee e 17
ReSEarch QUESTIONS ......c.uviiiiiiiiiie ettt ettt et e e e et e e e reeeeaseeeeaseeeraeesnaeens 17
HYPOTNESES ...ttt ettt et e et e e saeeabe e seeenbeeseeenseens 18
Methodological Approach and Rationale .............ccceceerieeiiienieeiieniecieeeeeie e 18
POPULALION ... ettt et e et e ebe e aeeenbeeneeenbeens 19
SAMPIE ..ottt ettt ettt e e nb e e taeenbeebeeenbeeneas 20
Operational Definitions of Variables ...........ccoocuieriieiiieniieiiieieeieeeeeveeee e 20
SUIVEY INSIIUMENL ......eiiiiiiieiiiiece ettt et e et eeaaeeseaee s 21
INEOTVICWS ..ttt ettt ettt ettt e et et e et e e sateesseaesbeenseessseenseessseenseennseens 22
Validity and Relability........cccooouiiiiiiiiieiieiieciieee et 23
ReSEArCher’s ROIE ......oouviiiiiiiiecie ettt s 25
INtETVIEW QUESTIONS .....vvieeiiiieciieeeieeeeie e et et e e et e e e taeeeeareeeeateeetseeeaseeesseesnsaeesareeens 26
Quantitative Data COIECHION. ........c..eeeiuiiieiieeciie et e 26
Qualitative Data ColleCtiON. ........cccvieeiiiieeiie ettt et evee e 27

Data ANALYSIS ...oeeiieiiiieiiecie ettt ettt et e e be e teeenbeeneeenbeens 28

v



SUMIMATY ...ttt ettt e ettt e ettt e st e e st e e e et eeeaaeessbeesnsneesnseeas 29
Chapter 4: RESUILS .....cocuiiiiieiecee ettt ettt st e et e e esaeenaeennee e 31
Quantitative Data Collection Procedures.............ccvveevieieiieeciie e 31
QuAantitative RESUILS .......oeiiuiiiiiieecieecee ettt et e eree e 32
SaMPIING RESULILS ....ooiieiiieiieeie ettt et et nees 33
Organizational Performance Results.............ccocuieiiiiiiiinieiiiieiecieeece e 36
Organizational Process and Structure Results ..........cccccveviieiiiiciiinieniieiecieceeene 37
Customer Service RESULLS ........ccuiiiiiiiiiiiieiieie e 38
Leadership RESUILS .....cc.oiiiiiiiieiieeiecieeee ettt ettt st eseae e ens 39
Organizational Culture ReSUltS .........cccoeviiiiiiiiiiiiiecieeeece e 39
TestsS Of HYPONESES ...c.vvieiiiiiiiciiee ettt ettt st esaneens 40
Qualitative Data Collection Procedures..............cccvveeevieeeiiieeeiee e 46
QuAlitative FINAINGS.......ccoviiiiiiiiiiiieciiece ettt ettt te e e sebeeseesane e 48
Leadership Positions With CRM Adoption, Implementation, and Usage................... 49
OVerarching THEMES........c.eevuiieiiieiieeiieeie ettt ettt ste et et e et esebeebeessseeseesnseens 49
SUMIMATY ..ottt ettt e ettt e et e e st e e st e e et ee e st e snseesnsseesaseens 54
Chapter 5: Discussion, Conclusions, and Recommendations............c.ccoeeeeeiieneenieennenne. 55
Evaluation of FINAINGS ........cccuiiiiiiiiiiiieiieciieee ettt s 56
IMplications fOr PraCtiCe.........ccoiiiiieiieiiieiieeie ettt et e e 60
Implications for RESEArCh ...........cooiiiiiiiiiiiiiii e 61
Perspective on Research Study .........oocuieviieiiiiiiiiiiiciieeeee e 62
Recommendations for Future PractiCe...........occeevvieiiieniiiiiieiieeiceieeieee e 64
Recommendations for Further Research............ccccoovieriiiiiiniiiiiiiiccieeeeeeee 67
CONCIUSION ..ttt ettt ettt e et e e s ate e bt e ssbeenseesnseenseessseenseesnsaens 68
RETCIEICES ...ttt ettt ettt et et e e e stbe et e ebeeenbeesaeenseenseeenns 70
APPENAIX AL SUIVEY .ottt ettt e et e st e e beessaesnbeesseeesbeenseeenseenseeenns 78
Appendix B: Consent FOIM .......c.ooooiiiiiiiiiiiieieeiteee ettt 103
Appendix C: Background Information on INterviewee ............cccceevveevienvenieeneenneennen. 106
Appendix D: Coding MAtliX ......c.ceeeiieriierieeiienieeiteesteeieeeteeieesreeaeesaeenseesnseesseessseensnes 107

Appendix E: IRB APPIoval ...c..cooueiiiiiiiiiienieeeeeee e 109



Table 1.

Table 2.

Table 3.

Table 4.

Table 5.

Table 6.

Table 7.

Table 8.

Table 9.

Table 10.

Table 11.

Table 12.

Table 13.

Table 14.

Table 15.

Table 16.

Vi

List of Tables
REIability StAtiSTICS ..ovvevvieiierieeiieeieeiee ettt et ettt ettt e snbeensaesabeenseeenseennes 24
Length of CRIM AdOPHON ....cocuviiiiieiieiie ettt ettt s eeseesaseesseessseenes 33
FUnction 0f WOTK ......coooriiiiiiiic e 34
S1Z€ Of OTZANIZAtION. ... ..eeitieiiiieiieeie ettt ettt ettt ettt e et essaesbeesaeesseensaesnseeseeans 35
Length of EMPIOYMENT .....c.eiviiiiiiiiiiiiieeieeete ettt 35
Frequency Of CRIM USE .....c..cooiiiiiiiieeiiecie ettt ettt st 36
Organizational Performance Results...........ccccoeviiiiiiiiiiiiieiieeieceeceeeee e 37
Organizations” WOrk ProCESSES .......c.ceviieiiiiriieiiieiiieiieete ettt 37
Customer Needs—Descriptive StatiStiCS ......ccueervierieerieeieerienieeiie e eieesveeieeeeve e 38
Organizational Strate@V..........cccveeiieiieiieeiieeie et see ettt e sbe e e eereenes 41
ValUue PrOPOSIHION . ....ccuiiiiieiieciie ettt ettt ettt ettt e e ebe e teessbeensaesabeenseeenseenees 42
INNOVALION ..ttt ettt ettt et et e bt et esae e b eaee 42
Summation SCOre RESUILS ......ccuiiiiriiiiiiiiieeee e 43
Correlations With Organizational Performance.............ccccoevveviienienciienieniieieeeeenne 44
Correlations With Organizational ProCeSSes.........cccuvevvieriieniienieeiieiieeieeeie e 45
Correlations With CUStOMET SEIVICE ....cecueruririiriiriiiiieieniierieee sttt 46



Chapter 1: Introduction

Customer relationship management (CRM) systems have been growing over the last 30
years as organizations strive to find ways to enhance customer relationships and create
competitive differentiations (Ali, Melewar, & Dennis, 2013). A CRM system can be described
as both a management tool and an approach to business (Llamas-Alonso, Jiménez-Zarco,
Martinez-Ruiz, & Dawson, 2009). CRM systems fall into three categories: operational,
analytical, or collaborative (Soltani & Navimipour, 2016), and they are consistently being
improved and helping organizations gain customer knowledge, improve internal and external
socialization, and support processes to provide learning opportunities (Khodakarami & Chan,
2014). B. Rogers, Stone, and Foss (2008) highlighted that successful CRM systems have proven
to advance sales productivity, reduce costs, improve customer satisfaction, and have some
connection to positive return on investment.

Although challenges with CRM have been investigated surrounding implementation
(Ahearne, Rapp, Mariadoss, & Ganesan, 2012), poor planning (Foss, Stone, & Ekinci, 2008),
organizational culture (Iriana, Buttle, & Ang, 2013), and technological issues (Khlif & Jallouli,
2014), there are limited recent research efforts in the United States to explore the underlying
causes of CRM ineffectiveness. Tangaza, Muhammed, and Bala (2015) reported one of the
challenges in experiencing success with CRM systems starts with flawed implementation efforts.
Large organizational systems deployment success has been shown to depend on technological
and organizational factors (Khodakarami & Chan, 2011), and inconsistencies in strategies and
goals between marketing and technology groups is often a source of the problem (Roh, Ahn, &

Han, 2005).



Problem Statement

The increasing use of CRM systems with the noted lack of effectiveness (Meadows &
Dibb, 2012) in many deployments suggests this is an area worthy of deeper analysis given the
costs and related risks for organizations. The business problem is the high number of
organizations that report disappointment in their CRM investment. Vision and strategy are
components of CRM that are vital to success (Peelen, Van Montfort, Beltman, & Klerkx, 2009).
Soltani and Navimipour (2016) outlined a systematic overview of the existing system techniques
in the field of CRM and suggested further research into the impact of top management support.
Acquiring a manager’s support in the use of CRM is not unique; however, gaining full
management team’s support is less dependable (Jeong-Eun & Morgan, 2017). Gaining more
understanding of the potential intersections between leadership and effective CRM
implementation and deployment could help businesses understand what factors are necessary to
achieve CRM success.
Purpose Statement

The purpose of this study was to gain understanding of how leadership sponsorship may
impact the effectiveness of CRM implementation, deployment, and daily use in the United
States. A mixed-methods approach was used to target organizations in the United States that had
implemented a CRM system no less than 2 years and no more than 5 years prior to this study.
The rationale for this was to ensure recent deployment of the CRM was reviewed, and fewer
studies have been found in the United States than have been documented internationally.
Qualitative data were gathered from interviews targeting 10 experts, and quantitative data were

gathered from surveys administered to more than 100 individuals.



Research Questions

Q1. What is the relationship between leadership sponsorship and the effectiveness of
CRMs?

Q2. How do leaders encourage the value and use of CRM in their organizational culture?
Definition of Key Terms

Customer relationship management (CRM). Rababah, Mohd, and Ibrahim (2011)
lobbied that the all-encompassing definition of CRM should include links between philosophy,
strategy, and technology. They proposed the definition be

the building of a customer-oriented culture by which a strategy is created for acquiring,

enhancing the profitability of, and retaining customers, that is enabled by an information

technology (IT) application; for achieving mutual benefits for both the organization and

the customers. (Rababah et al., 2011, p. 223)

The broad definition of CRM is more than just a system and includes frameworks that
encompass aspects of organizational culture, communication, customer service, and customer
satisfaction (Santos & Isaias, 2016).

CRM implementation. CRM implementation is the actions associated with
incorporating the tools and processes into the fabric of the organizational culture through the
development of CRM organizational learning, business process, customer-centric orientation,
and task-technology fit into a business setting (Raman, Wittmann, & Rauseo, 2006).

Customer loyalty. Customer loyalty is a customer’s behavioral and attitudinal activities
that portray a commitment to the company through relationship with a brand, which is not
affected under normal circumstances (Stanisavljevi¢, 2017).

Leadership competencies. Battilana, Gilmartin, Sengul, Pache, and Alexander (2010)

identified leadership competencies as a manager’s or a leader’s effectiveness at person- and task-



oriented behaviors, along with the likelihood the leader will incorporate organizational change.
For the purpose of this study, leadership competencies included the combination of aptitudes,
skills, experience, and behaviors that contribute to success in performance in a business setting.

Leadership sponsorship. The influence of the leadership position is a critical component
of the success of organizational culture (Schein, 2010). The term “leadership sponsorship” is
used to incorporate a combination of variables that work in conjunction with performance
efforts, including management tactics, leadership competencies, implementation influences, and
organizational cultural dynamics.

Organizational culture. Schein (2010) defined organizational culture as the pattern of
basic assumptions that a group invents, discovers, or develops while learning to cope with
internal or external problems.

Organizational effectiveness. Although effectiveness has been defined in various broad
terms, the basic definition of organizational effectiveness is often connected to the
accomplishment of goals, system resources, and processes (G. Ashraf & Kadir, 2012).

Organizational performance. Organizational performance is a measure of the status of
an organization assessed by analyzing the outcomes and executions of employees that result
from management directives and decisions (Musibau, Cho, Ekanem, & Ojochide. 2016).
Limitations and Delimitations

Limitations are the constraints outside the researcher’s control, whereas delimitations are
put into place to narrow the focus on a specific problem (Terrell, 2016). A heavier focus of
CRM study has been developed in countries such as Taiwan, Malaysia, and China. Overall, the
study did not include internationally centered companies; rather, the target market was
organizations centered in the United States. The value of leadership in the decision to adopt and

implement CRM solutions has been actively researched (Mahmood & Chianda, 2013). The



study focus was not on one sole component of the CRM process but rather on every piece, from
the decision of investment through current-day usage. I also focused on companies with a recent
history (2 to 5 years) of CRM adoption, implementation, and usage. Using a mixed-methods
approach, I targeted CRM experts who had familiarity with and frequently used a CRM system.
Dissertation Overview

Chapter 1 provided an overview and background for the study and emphasized
inconsistent success results from trends in adopting CRM solutions in the marketplace. Iriana et
al. (2013) reported that in 2012 businesses lost over $10 billion in CRM investment, with failure
rates well over 70%. Simmons (2015) conveyed that analysts expect companies worldwide to
crest over $22 billion in investment in CRM systems by 2017, while heavy failure rates continue
to persist. Realizing these issues, an outline was developed that included a detailed purpose of
the study along with specific research questions, definitions of key terms, and limitations and
delimitations of the study. The context of this chapter described potential benefits in acquiring
more understanding of the overlapping segments associated with organizational culture and
leadership competencies in businesses that have recently implemented and deployed CRM
systems. Schein (2010) posited that leaders play a critical role in organizational culture as they
work to bring down the anxieties of a group. A mixed-methods approach was used to investigate
how leadership sponsorship may be involved in the effectiveness of CRM systems in the United

States.



Chapter 2: Literature Review

The purpose of this study was to gain an understanding of how leadership sponsorship
may impact the effectiveness of CRM implementation, deployment, and daily use in the United
States. Traditional CRM systems are commercial strategies that utilize technologies to connect
directly or indirectly with customers, with the goal of managing their interfaces, dealings, and
relations (Rad, Ghorabi, Rafiee, & Rad, 2015). Descriptions of CRM have included
conceptualized processes that contain technology, strategic oversight, communication, and
efforts to target opportunities for growth (Constantinescu, 2016). Ahearne et al. (2012) posited
that CRM is more than a simple technology application to improve sales, services, and
marketing. A CRM system is an integration of technological process management strategies that
capitalizes on relationships for the good of the entire organization. Research has shown steady
growth in companies that see the value in investment in customer relationship strategies over the
last few decades (Saldanha, Mithas, & Krishnan, 2017). However, large numbers of CRM
adopters have reported their implementation and overall adoption to be less than successful
(Thakur, Summey, & Balasubramanian, 2006). Braganza, Stebbings, and Ngosi (2013)
emphasized the value in continuing to research CRM systems due to the significant investment
and frequency of reports of redundancy by the time of launch.

Ahearne et al. (2012) acknowledged the fact that though the discussion of the importance
of leadership involvement—from a top-down approach—has been popular in the press for at
least a decade, the press is largely inattentive to the viewpoint of contemporary CRM research.
A review of the literature on barriers to and enablers of effective CRM implementation led
toward answers on how leadership sponsorship is intertwined. The path of the literature review
offered a broad description of CRM and allowed some overview of the current evolution of

CRM in business. It also provided some of the organizational benefits in utilizing a CRM,



offered some of the risks surrounding CRM investment, connected the impact of innovation and
leadership in today’s business climate, and more precisely, allowed for intersections where
CRM, performance, and leadership sponsorship were intertwined with business effectiveness.
CRM Definition

CRM is a complex field of study that incorporates technology, analysis, and e-commerce
capabilities into the management of customer relationships (Wali & Wright, 2016). CRM
systems can provide operational, analytical or collaborative applications for the organization that
successfully adopts them (Shihab, Sukrisna, & Hidayanto, 2015). The three pillars that make up
the basic foundation of CRM are the organization, technology, and personnel (Raab, 2008).
Tuleu (2015) included the goal of maximizing the value of a relationship portfolio through an
evolving progression of initiation, maintenance, and termination in the core meaning of CRM.
The traditional social model of CRM has outcomes associated with customer retention,
involvement, engagement, management, information, and infrastructure (Nitcu, Tileaga, &
Ionescu, 2014). Payne and Frow (2005) united technology solutions and relationship marketing
into the definition, with the goal of creating profitable long-term relationships with customers
and stakeholders. Overall, CRM demands an integration of processes, people, operations, and
marketing capabilities in order to manage customer relationships by coordinating efforts
surrounding IT (Becker, Greve, & Albers, 2010). A CRM system is a strategic approach to the
management of customer relationships for the creation and improvement of shareholder value
(Payne, 2006). There is agreement in the literature that CRM is complex, but there is a common
theme that systems and customer focus are at the core. The fusion of CRM is found in the focus
of the customer within organizational culture, communication, service, and satisfaction (Santos

& Isaias, 2016).



The Evolution of CRM Systems

The evolution of CRM systems has been led by business, IT, and marketing needs at
different points in the history of the effort (Rad et al., 2015). The business sector developed the
CRM concept in the 1990s as a more effective way to manage customer relationships (Soltani &
Navimipour, 2016). A foundation of the development of CRM was grounded in relationship
marketing theory, which focused on the idea that the development of relationships with
customers is the best way to gain loyalty and retain more business (Nyadzayo & Khajehzadeh,
2016).

Innovative modifications and broader adoption of CRM continue to expand both globally
and technologically (Kumar, Sunder, & Ramaseshan, 2011). Branches of CRM, such as
electronic CRM (Jamali, Mehrabadi, & Pouri, 2017; Lam, Cheung, & Mei Mei, 2013), social
CRM (Shokohyar, Tavallaee, & Karamatnia, 2016), and mobile CRM (Negahban, Kim, &
Changsu, 2016), are examples of these innovations, and they increasingly are receiving research
attraction (Charoensukmongkol & Sasatanun, 2017). Different forms of social media are
branching out to be new designs of CRM in today’s modern era (Nitcu et al., 2014). Although
the documented use of CRM has occurred most often in developed countries, technology
advancements and ever-changing business climates have resulted in increased adoption of CRM
on a global scale (Kumar et al., 2011). The progression of CRM continues, and the difficulties
associated with CRM investments have been well recorded.

CRM Challenges

Struggles are frequently experienced after the launch of CRM systems due to reports that
they can become inflexible and unresponsive to ever-changing work environments (Braganza et
al., 2013). Research has shown that many companies are dissatisfied with the CRM solutions

and have little understanding of the potential impact of the tools in which they have placed their



investment (Seung Hyun & Mukhopadhyay, 2011). Krasnikov, Jayachandran, and Kumar
(2009) cited as a frequent cause for CRM implementation failure a lack of goal clarity and
overall commitment to the investment. Ahearne et al. (2012) contended that the role of
salespeople and the influence of CRM-related outcomes have not received enough research
attention and have been a portion of the reason many companies do not see a good return on
CRM investments. This idea of a bottom-up approach is not one frequently cited in the research
associated with CRM implementation, thus constituting another potential challenge in finding
full CRM success. Additional cited roadblocks include the fit with CRM strategy and
organizational strategy, intraorganizational and interorganizational cooperation and coordination,
and general acceptance of daily users and management (Bohling et al., 2006). The numerous
challenges associated with CRM system implementation and use are all at least indirectly
connected with leadership sponsorship and create a strong connection with the research
questions.
Acknowledging the CRM Investment

The increasing improvements in technology allow today’s consumer improved ability to
get accurate competitive pricing advantage with comparative product specifications (Lostakova,
2009). CRM technologies are used to track and measure customers’ actions to remain relevant to
their needs (Krishnan, Groza, Peterson, & Fredericks, 2014). Seung Hyun and Mukhopadhyay
(2011) reported companies typically spend an average of $5,000 per user in a CRM solution.
Still, companies benefit by investing in methods whereby they can constantly review the details
associated with their customer profile and quickly distinguish between what customers think they
want and what they may really need (Constantinescu, 2016). CRM solutions have been proven
to measure customer desires effectively; however, organizations are still challenged to measure

overall CRM performance consistently (Isfahani, Haddad, Roghanian, & Rezayi, 2014). The
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reality is, as with most investments, though companies are increasingly spending great amounts
on CRM solutions, the data have not always been consistent in showing businesses benefits
through customer management improvements (Starkey & Woodcock, 2002). The investment of
CRM leads to the risks and benefits.
Organizational Benefits of CRMs

Simon, Van Den Driest, and Wilms (2016) suggested organizations that deliver a superior
experience have a true customer obsession, maximize insights and analytics through an engine
that fits the company culture, and are more likely to profit from the benefits of a customer-
centric business model. Customer knowledge is acquired by organizations through effective
CRM systems (Khodakarami & Chan, 2014). Customer trust is earned by businesses that display
ethical marketing practices, and when this trust is earned, it leads to higher customer satisfaction,
loyalty, and competitive advantage (Madhani, 2016). Ja-Shen, Yen, Li, and Ching (2009)
advised that in an ideal environment to find CRM successes, organizational climate holds a
combination of effective relationship marketing, customer-focused IT, and customer-focused
organizational climate. The CRM system helps organizations maximize customer loyalty by
carefully analyzing the touch points of individual customers through a process that sharpens
customer communication and personal interaction (Suma Bala & Suma Bala, 2014).
CRM Readiness

Shokohyar et al. (2016) provided research that breaks down organizational readiness for
CRM solutions through a review of organizational, technological, human, and environmental
variables. Krishnan et al. (2014) posited that the efficient use of CRM is a moving target
dependent upon the different phases in a customer’s life cycle. Toma (2016) proposed that a
CRM system not only helps retain customer satisfaction and competitive advantage but also can

be a catalyst to improve overall company performance. Businesses that truly understand the
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needs of the customer and apply these findings through the delivery of high-end service acquire
an advantage over their competition (Venugopal & Priya, 2015). At a minimum, the application
of a CRM system addresses three essential business activities: sales, marketing, and services
(Toma, 2016). However, leadership sponsorship and CRM feedback are variables that have not
been heavily reviewed or studied in this effort.
CRM Risk

Many studies have shown CRM to be unsuccessful, at least in part, as a result of the
organization’s lack of consideration of the selling context where the CRM is implemented
(Ahearne et al., 2012). In fact, the implementation of CRM entails high organizational risk
(Krasnikov et al., 2009). Raman et al. (2006) reported implementation failures are often tied to a
lack of strategic planning or a breakdown in integrating the technology effectively with day-to-
day sales processes. Successful implementation and CRM sustainability are much more likely to
be achieved when top management communicates the value in the strategic direction and steers
naysayers away from thinking the CRM will only be a fad (Becker et al., 2010). When
organizations have higher technical competence and increased levels of management
commitment, they typically report greater benefits in CRM investment (Khlif & Jallouli, 2014).
Foss et al. (2008) reported consistently high failure rates of CRM implementation in businesses.
Although the risks are high, companies that are willing to take chances toward innovating change
are likely to be the ones to differentiate themselves from the competition (E. Rogers, 2003).
Connecting Innovation With CRM in Today’s Business Climate

Sustainability and growth require businesses to use innovation to gain competitive
advantage (Ilsever & Ilsever, 2016). To stay competitive in today’s cutthroat marketplace, it is
advantageous for organizations to focus on increasing customer service and satisfaction

(Peerayuth & Pakamon, 2017). E. Rogers (2003) noted the exchange of technical information in
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the face of uncertainty is what drives the innovation development process. Saldanha et al. (2017)
posited that in recent years, the traditional model for making business decisions and
organizational changes has shifted from a focus of internal factors, such as organizational
resources, to a focus on external factors, such as customer behavior. E. Rogers defined
innovativeness as the degree to which a unit is able to adopt a new idea relatively earlier than
other members of a system. Information technology (IT) capabilities are an invaluable
component to the relationship between innovative organizations and their customers (Saldanha et
al., 2017).

Sahin (2006) confirmed that when an innovation is compatible with the needs of an
organization, then the rate of adoption is likely to increase, and the level of uncertainty will
decrease. Organizational change is constant, and to achieve effective performance, multiple
leaders should strive toward leadership flexibility and adaptation in a cooperative and cohesive
effort if they hope to achieve effective performance (Yukl, 2008). Organizations that wish to
maintain or develop a customer focus should be motivated to research the needs of the customer
and their expectations toward innovative and creative improvements (Kitapci & Comez, 2016).
Other examples of innovation changes include how business decisions are being construed from
the ever-changing world related to the social construction of technology (Rad et al., 2015).
Battor and Battor (2010) broadcasted a direct relationship between innovation, CRM, and
organizational performance. Innovation is more likely to flourish when leaders encourage
knowledge sharing within teams and highlight shared values along with communal goals (Jiang,
Gu, & Wang, 2015). Effectiveness in organizations is influenced by employee attitudes and
dynamics surrounding organizational culture (Gregory, Harris, Armenakis, & Shook, 2009).
Transactional and laissez-faire leaders are less likely to help organizations travel down an

innovative road toward positive change (Ilsever & Ilsever, 2016). F. Ashraf and Khan (2013)
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emphasized innovation as a key variable for organizations that sought effectiveness and
performance.
Organizational Performance and Effectiveness

Industry differences, specific measures, and length of time are only some of the
challenges that researchers and analysts struggle with when seeking to discern why some
organizations perform better than others (Jamrog, Vickers, Overholt, & Morrison, 2008).
Showing the performance of CRM systems is also complicated and challenging, and the mere
investment and implementation of a system will not ensure improved organizational performance
(H. Kim & Kim, 2009). Due to the intricate nature of the overlap of CRM constructs, it is
important to instill numerous measurements to appraise its performance (Keramati & Shapouri,
2016). Becker et al. (2010) contended that the summary of CRM performance is either tied to
technology and organizational implementations and management and employee support, or it is
tied to a combination of both. Keramati and Shapouri (2016) proposed, “Organizational capital,
human capital, customer retention process, customer perceived value, and customer expansion
process” as the primary variables to influence CRM performance (p. 236). The literature
promotes the measurement of organizational performance to include key performance indicators
such as revenue growth, market share, profitability, and customer satisfaction (Jamrog et al.,
2008).

Performance is frequently associated with organizational effectiveness and is a critical
variable when analyzing organizations on the whole (Cho, 2007). Performance and effectiveness
are not equivalent; however, the measures of performance should be viewed as a significant
criterion to impact effectiveness in the business setting (G. Ashraf & Kadir, 2012).
Organizational effectiveness is a challenging metric to measure and is most often assessed in

aggregate analyses of multiple outcomes (Cho, 2007). The measure of the effectiveness of an
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organization is reliant upon the ability of the organization to perform (F. Ashraf & Khan, 2013).
Cho (2007) described the measurement of effectiveness as multidimensional, requiring numerous
variables of significance to communicate the outcomes. Operational effectiveness is strongly
hindered when organizations fail to identify key performance indicators (Kuhfahl, Sehlke, Sones,
& Howard, 2018). Organizational culture traits, such as consistency in systems and procedures,
having clarity of purpose and direction, and sharing a sense of responsibility, are all strongly
linked to organizational effectiveness (Casida, 2008). Organizational effectiveness and process
improvements are driven by performance indicators, which provide operational, strategic, and
tactical insights managers and leaders utilize in decision making (Kuhfahl et al., 2018). A CRM
system’s effectiveness should be measured through a framework that is centered on performance
measurement because such metrics remove ambiguity and disagreement, provide clarity for
intended accomplishment, allow continued evaluation of goal progress, and speed the pace and
probability of goal achievement (J. Kim, Suh, & Hwang, 2003). Comparing effectiveness and
leadership sponsorship through the analysis of defined performance indicators could be an eye-
opening outcome for businesses that desire competitive advantage.
Leadership Sponsorship

Effectiveness is dependent upon performance variables, which are highly influenced from
the decisions and actions of the organization’s leaders (Yukl, 2008). Senn, Thoma, and Yip
(2013) pinpointed leadership as a key ingredient for customer-centric enterprise. Organizational
leaders possess the power to impact the development of the organizational culture through their
influence upon organizational design and human resource functions, such as staffing and the
controlling of performance (Harrison & Shirom, 1999). The leader is able to take on different

roles, depending on the need, and to fluctuate inside and outside of team. Gazi and Alam (2014)
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found that great contribution to the growth of an organization is all but certain to follow when
leaders create, support, and promote innovation in their employees.

The business world has become increasingly competitive, demanding higher levels of
organizational change, and effective leadership helps organizations combat the challenges that
come with constant change (Pauliené, 2017). Positive outcomes are promoted when leaders are
able to incorporate the right behaviors into a working organization (Watkins, 2014). Battor and
Battor (2010) supported the perspective that companies with leaders who develop close
relationships with their customers have a stronger ability to innovate and encounter goal success.
Mitra (2013) found that leadership efforts are directly connected with positive organizational
transformation, and that communication practices, processes, and concepts are key aspects to
leadership effectiveness. Leadership principles and CRM efforts are connected with such
practices.

The functions of sales, marketing, service, and support all make up the root of what CRM
is about (Nitcu et al., 2014). Leaders have a huge impact on the effectiveness and knowledge
management of innovative changes in their organizations (Hai Nam & Mohamed, 2011).

Critical thinking skills are needed for leaders to make decisions on complex issues in the best
interest of an organization (Wilder, 2016). Leadership behaviors impact productivity, job
satisfaction, employee outcomes, and overall company performance (Gazi & Alam, 2014).
Conclusion

This literature review contained a background and introduction to CRM and the potential
overlaps of the comment of leadership sponsorship. CRM is one of the fastest-growing practices
in corporate environments today due to the potential ability of a CRM to increase profitability by
providing companies with information that engages the right customers at the right times (Raman

et al., 2006). Studies showed retention of customers and overall organization profits are
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entangled with the adoption of CRM systems (Nitcu et al., 2014). Many organizations find
implementation and effective use of CRM a challenge when balancing the benefit of the
investment (Krasnikov et al., 2009). Two key components to the success of a modern
organization are knowing the customer and knowing what the organization represents (Raab,
2008). Organizational learning is a positive influence on effectiveness and performance in
organizational culture (Meutia, 2017). Effectiveness is assessed through realization of the
benefits, successes, and achievements of the specified enterprise goals (Petro & Gardiner, 2015).
CRM solutions are an innovative tool staged to help organizations become more competitive,
and basic customer needs should guide the strategic direction and implementation procedures of
any company’s CRM investments (Smith, 2011). Overall, the literature review described some
of the research on CRMs, offering a broad CRM description; the evolution of CRM; some of the
challenges, risks, and benefits for organizations to capitalize on; and an overview of how
performance and leadership sponsorship impact business effectiveness. The next step was to

acquire fresh data from CRM users and subject matter experts through mixed-methods research.
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Chapter 3: Research Method and Design

Mixed-methods studies are an integration of quantitative and qualitative approaches to
the study process (Ivankova, 2015). The purpose of this study was to gain understanding of how
leadership sponsorship impacts the effectiveness of CRM implementation, deployment, and daily
use in the United States. With the research questions, I sought to find intersections between
leadership sponsorship and the effectiveness of CRM implementation, deployment, and daily
use. There was value in getting feedback from individuals who had recent experience with CRM
systems, as they had recently been involved in the adoption and implementation process. The
mixed-methods approach was appropriate for this study because it provided multiple avenues of
feedback from these users and experts. Mixed-methods approaches have the ability to produce
more rigorous and consistent conclusions (Ivankova, 2015). The strategy for the research
included an overview of the methodological approach and rationale, the population, the sample,
the quantitative operational definitions of variables, the methods for establishing trustworthiness,
the specific materials and instruments, the ethical considerations, and the assumptions for both
the quantitative and qualitative research.
Research Questions

Q1. What is the relationship between leadership sponsorship and the effectiveness of
CRMs?

Q2. How do leaders encourage the value and use of CRM in their organizational culture?

The first research question was addressed using both quantitative and qualitative
methods. Using quantitative analysis, I looked at both descriptive and inferential statistics from
an administered survey instrument, including the three hypothesis tests detailed in the next
section. In the qualitative analysis, I used interviews with the CRM experts to address Q1 from

another perspective. The second research question was addressed using the qualitative
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interviews. This approach allowed for a more in-depth look into the culture of the CRM experts,
providing a comprehensive avenue to understand ways the users were encouraged or discouraged
in the use of the CRM systems.

Hypotheses

I hypothesized that there was a significant correlation between CRM effectiveness and
leadership sponsorship. The quantitative data collected from the CRM users were used to assess
effectiveness through the dependent variables: organizational performance, organizational
processes, and customer service. Leadership sponsorship was assessed through measures
associated with leadership competencies, management tactics, implementation influences, and
organizational culture dynamics. Pearson’s correlation coefficient was used to test the
relationship between CRM effectiveness and leadership sponsorship. The specific three
hypotheses were as follows:

H1. There is a significant correlation between organizational performance and the four
leadership sponsorship variables of leadership competencies, management tactics,
implementation influences, and culture dynamics.

H2. There is a significant correlation between organizational processes and the four
leadership sponsorship variables of leadership competencies, management tactics,
implementation influences, and culture dynamics.

H3. There is a significant correlation between customer service and the four leadership
sponsorship variables of leadership competencies, management tactics, implementation
influences, and culture dynamics.

Methodological Approach and Rationale
Creswell and Plano Clark (2007) contended the mixed-methods approach is the best

approach to provide understanding of a research problem rather than using quantitative or
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qualitative alone. For this study, the mixed-methods research approach was a fruitful
methodology to assess CRM and leadership sponsorship in an organizational context. Two
specific benefits that came from the approach in this study were (a) allowing for multiple
avenues to gain information from respondents and (b) providing two approaches to dissecting the
complexities of leadership sponsorship and its involvement with CRM effectiveness. Maxwell
and Loomis (2003) contended that researchers should consider the connection of the study’s
purposes, conceptual framework, research questions, methods, and validity during the design of a
mixed-methods research study. Leadership sponsorship is a complex feature of organizational
culture, and providing qualitative or quantitative research alone would have narrowed the scope
of the research.

A fixed mixed-method design is a mixed-methods study using quantitative and
qualitative methods in a planned research effort (Creswell & Plano Clark, 2007). Customer
loyalty and business performance are two primary indicators against which the quality of CRM
can be measured (Ja-Shen et al., 2009). Assessing either of these indicators could have been
difficult if qualitative or quantitative research were the only chosen methods. Molina-Azorin and
Loépez-Gamero (2016) proposed the application of the mixed-methods approach to be an asset
that can broaden the stock of methods and help hone a researcher’s methodological skills. For
the reasons mentioned, I utilized a mixed-methods approach in this study.

Population

The targeted population of this study came from organizations spanning the United States
that have deployed a CRM system in the last 2 to 5 years. The respondents were business
professionals currently employed at one of these organizations who had frequent involvement

with a newly adopted CRM system.
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Sample

The target population included employees associated with companies that have some role
in the use or deployment of the CRM system. The goal was to identify a random sample and get
a response from at least 100 individuals who have incorporated a CRM system into their
operations. Ivankova (2015) acknowledged a need for the data collection portion of the plan to
incorporate the stakeholders’ role in the data collection process. To find a specific and
randomized group of individuals to participate in the survey, I decided that additional
professional help would be beneficial to ensure a broad enough sample was identified. Qualtrics
was the web-based survey tool I chose to classify individuals across the nation who utilize a
CRM system at their organization. The quantitative goal was to acquire survey results from at
least one person from 100 individual companies, and 105 were accomplished. The qualitative
goal was to get 10 individuals to volunteer to be interviewed. I utilized my social media
network, specifically LinkedIn, to identify this targeted sample. Each of the volunteers chosen
had firsthand involvement with a CRM system in their work and could be considered an expert
in their organization based on their familiarity and usage of the system.
Operational Definitions of Variables

Jamrog et al. (2008) charted specific elements of organizational success through a 2007
performance survey commissioned by the American Management Association. For the
quantitative portion of the research, my first step was to gain permission to utilize the vetted
survey instrument. The chosen survey instrument was unique in that it combined the outcomes
of perceived company performance with specific variables connected to portions of the study.
The goal of the quantitative portion of the study was to communicate clearly and to administer a
survey which has already been well vetted and approved. Through the survey outcomes, I

sought to place the respondents’ answers on a high-performance versus low-performance scale
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by analyzing these organizational variables: leadership, process and structure, culture, and
customer focus. Jamrog et al. (2008) described each of the variables in the following manner.

Performance. The makeup of an organization’s performance can be witnessed in the
organization’s revenue growth, market share, profitability, customer satisfaction, and overall
market execution (Jamrog et al., 2008).

Leadership. Leadership is the efforts set forth by an organization to strategically manage
people to reach certain behaviors. The operational definition relays that leadership practices in
high-performing organizations consistently show clarity on goals and performance expectations,
immediate supervisor understanding of employee strengths, and employee faith that their
behavior makes a difference to the organization (Jamrog et al., 2008).

Process and structure. Process and structure are the securing of work processes,
policies, and procedures to support and accomplish company strategies. These may be grouped
into four categories: information access, technology, performance measures, and customer focus
(Jamrog et al., 2008).

Culture. The drivers of behavior are deeply embedded in the culture that the vast
majority of employees understand and adhere to (Jamrog et al., 2008).

Customer focus. Customer focus is the way a company treats its customer, including the
infrastructure and processes available to the staff to support customer-centric efforts (Jamrog et
al., 2008).

Survey Instrument

Jamrog et al. (2008) incorporated a survey of 1,369 volunteers, and highly qualified
researchers worked together to finalize and review the literature. Each metric utilized a Likert
scale of measurement from 1 (very strongly disagree) to 7 (very strongly agree). 1 was in direct

contact with Mr. Jamrog and multiple members of his group throughout the process. I chose this
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instrument in large part due to the strong focus on performance, leadership, and customer focus.
The survey was administered through an online questionnaire. The specific details of the full
survey are shown in Appendix A.
Interviews

The data collection survey was the first step in gathering information on the connections
between leadership sponsorship and CRM effectiveness. Ivankova (2015) noted the most
common sources for data collection are one-on-one interviews, focus group interviews, and
naturalistic observations. I used personalized, one-on-one phone interviews for the qualitative
portion of the data collection. The interviews provided a way to dive deeper into the
personalized experiences, problems, and successes of the CRM experience. The advantage of a
phone interaction with the participant was that it allowed for a more intimate manner of
collecting information from the CRM system users. Patton (2015) proclaimed the benefits for
using a standardized open-ended interview include having the instrument used in the evaluation
available, interviewers maintaining a more consistent means of interviewing, using time more
efficiently due to a higher level of focus, and more easily analyzing the readily available
information. All these reasons were advantageous for this study. Patton suggested qualitative
inquiry should always be clear, singular, open-ended, and neutral. The time frame occurred over
a 3-month period, and each of the interviews was recorded in order to later translate the
information into written form. I identified each of the 10 participants through LinkedIn contacts.
Focusing on interviewing business professionals who worked for organizations that had adopted
CRM systems in the last few years and who were directly connected with these systems added

interpersonal value to the research.
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Validity and Reliability

The quality of the information received is heavily reliant upon the abilities of the
interviewer and the truthfulness of the participant (Patton, 2015). This instrument has been
frequently commissioned by the American Management Association and thereby offers
consistent depth and stability of method of measurement for this study. The plan was to ensure
numerous steps to safeguard the research was trustworthy and rigorous. As previously
mentioned, I utilized the survey responses from 105 individuals who had familiarity with and
frequently used CRM systems. However, an additional 19 surveys were received that were not
completed in full and were not used in the research.

The first thing in the survey process was, prior to every interview, I received the signed
consent form the participants of the purpose of the study and assured them their responses were
confidential. Additionally, the instrument had validity based on previous use by the American
Management Association showing credibility in the tool itself. An example of the consent form
is provided at the beginning of the survey in Appendix A.

Six of the seven variables created from the survey instrument were summation scores
generated from survey questions that were applicable to the six variables of organizational
performance, organizational processes, customer service, leadership competencies, management
tactics, and organizational culture dynamics. The seventh variable of implementation influences
consisted of one survey question, so it was not a summative score. In order to test for reliability
for the six summation scores, I calculated Cronbach’s alpha, and the results are summarized in
Table 1. All alpha values indicated strong internal consistency, supporting strong reliability with

these six variables.
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Table 1
Reliability Statistics
Variable Cronbach’s alpha Number of survey items

Organizational performance 0.900 5
Organizational processes 0.920 4
Customer service 0.894 6
Leadership competencies 0.906 6
Management tactics 0.861 2
Organizational culture dynamics 0.928 8

The next step was to identify the interview participants and acquire their consent. Extra
effort was placed in preparation of the interview and in work toward instilling the most
trustworthy process possible. Patton (2015) designated the art of developing and asking the
question as the stimulus that helps provoke the response from the interviewee. Improving on the
trustworthiness, my interviewing efforts mainly relied on an improvement in preparation and
with basic communication tactics. Amankwaa (2016) emphasized trustworthiness in qualitative
interviewing to include peer debriefing to gain credibility, journaling to attain transferability,
inquiry auditing to achieve dependability, and triangulation to accomplish confirmability. This
effort included vetting the respondents through email, social media research, and verbally by
phone to confirm they fit the profile and understood what was being asked of them. Before
every interview, I received the signed interview consent form from each volunteer. An example
of the interview consent form is provided in Appendix B.

The interview questions were designed to answer the research questions in an unbiased
way while acquiring data to compare and contrast. I found it beneficial to (a) spend extra time
honing the interview questions and practicing interviewing skills, (b) enlisting a few library

volunteers to check and double-check the work, and (c) addressing the American Psychological
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Association ethical principles for IRB approval and appropriate informed consent letters. One
final strategy I used was the incorporation of triangulation. Patton (2015) promoted the benefits
of combining methods, data sources, observation, and theories to attempt to get past intrinsic bias
that comes from singular efforts. It was helpful to take that amount of time to be thorough and
promote high credibility and rigorous strategies. Rigorous techniques included diverse fieldwork
observations and systematic analysis strategies (Patton, 2015). This was only a portion of my
role. The interview process was methodical and thorough: (a) I took detailed notes during the
interview, (b) I provided in-depth questioning to get detailed responses, (c) I recorded the
interview to review the information again and again, and (d) I connected all the details of the
interviews from various sources—IT specialists and salespersons—at multiple organizations to
improve validity of the information as a whole.
Researcher’s Role

Having used different forms of CRM in my daily work routines over the last 10 years, |
am an experienced user of CRM systems. However, [ had no personal knowledge of the targeted
individuals to be interviewed and thus had no conflict of interest throughout the process. My
perception was CRM is a valuable tool, but the implementation efforts for most adopters are
riddled with challenges from the top leadership down. My role in this qualitative study was to be
a tool that connected the recorded information (Fink, 2000). My predisposition toward CRM
adoption, implementation, and successful usage was that leadership sponsorship holds a higher
spot of influence than organizations usually allow.

Hashimov (2015) reasoned that as a part of the interview process, the researcher should
begin by selecting the interview participants and then spend due time preparing for the interview.
It was a valuable usage of time to practice my interviewing techniques to accomplish a consistent

means of data collection. An overview of the efforts can be summarized in five steps: (a) utilize
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connections through social media contacts and groups to identify organizations to target that
have been involved with a CRM system and are in the United States, (b) research the candidates
to ensure they worked for the organization they said they worked for, (c) ask if they would be
willing to volunteer for the interview portion of the research, (d) acquire their informed consent,
and (e) schedule a time for the interviews to take place.
Interview Questions

The interview questions for the qualitative portion of the research effort were adopted
from the study accomplished on CRM systems by Khodakarami and Chan (2014). The key
variables I desired to gain information on through the interviews included the following: What is
the participant’s role in the organization and in using the CRM system? Which CRM system is
used? In what manner of frequency is the tool used? The list of questions I asked are listed in
Appendix C.
Quantitative Data Collection

A benefit of quantitative data is how it can be used to produce comparison and statistical
aggregation of data by measuring the reactions of many people to a smaller set of questions
(Patton, 2015). The first approach to this research project was to collect quantitative data.
Patton (2015) described quantitative data as systematic, succinct, and presented in a short space.
To gather the data, a modification of the questionnaire developed by Jamrog et al. (2008) was
administered to CRM users at organizations that have implemented a CRM system within not
less than 2 years and not more than 5 years. It was important to identify a sample size that met
the criteria to make the information worthwhile. The sample profile was an employee who
works for a company located in the United States that had in the last few years adopted a CRM
solution and who had some familiarity with and frequently used the CRM system. They were

recruited by use of the web-based tool, Qualtrics, and vetted through some specific questions to
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ensure they were a fit. The quantitative questions were deployed through an online-created
questionnaire in their web system with a Likert scale from 1 to 7. As previously noted, an
estimated 100 targeted individuals from different organizations were pursued for gathering the
quantitative data portion of the research.
Qualitative Data Collection

Qualitative data are often used to summarize, add depth to, and highlight the case studies
of data performance of quantitative studies (Patton, 2015). The qualitative section of this
research study was collected via in-depth phone interviews with CRM subject matter experts.
The target market for the interviews was individuals employed at different businesses who had
experience with the adoption and implementation of a CRM solution. Qualitative data are
descriptive, telling a story that effectively captures the experience of the targeted person in his or
her own words (Patton, 2015). The interviews provided a good amount of insight into what
connects leadership sponsorship with the effective aspects of CRM implementation and
deployment. A sample size of 10 CRM subject matter experts was targeted for the interviews.

Ivanoka (2015) projected that mixed-methods research questions should be clear,
relevant, researchable, and support the integration of both qualitative and quantitative methods of
the study. Saldana (2011) suggested utilizing efficient technology (e.g., recorders) to gather the
information from the interview. The qualitative questions were asked in an in-depth, one-on-one
phone interview scheme. The steps for the data collection were to identify the participants,
contact them to request interviews, research the contacts to ensure they were a fit, schedule a
time to phone them for the interviews, document the interviews by recording them via the iPad,

conduct the phone interviews, and transcribe the interviews before stepping toward any analysis.
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Data Analysis

The first step of the data analysis should be to develop a coding scheme for the data
(Patton, 2015). The specific data being collected were received from a detailed web-based email
survey and additional details from interpersonal phone interviews. Ivankova (2015) described
the data analysis portion as action that involves the initial preparation of the data in each study
strand with preliminary exploration of the data that address the study purpose and research
questions. This required thematic coding and frequent passes through the gathered data. A
benefit to quantitative data is that they can be used to produce comparison and statistical
aggregation of data by measuring the reactions of many people to a smaller set of questions
(Patton, 2015). Performance, leadership, strategy, process and structure, values and beliefs, and
customer focus were all worthy of analysis as efforts were made to analyze CRM user
experiences. Patton (2015) described quantitative data as systematic, succinct, and able to be
presented in a short space.

The qualitative analysis approach I used was a constant comparative method with coding
to help identify key categories to be analyzed. Each of the times I conducted a coding pass, more
information was found and connected. Qualitative codes involved the capturing of the variables
within the research that, when gathered together in certain categories, produced a pattern that
facilitated a broader analysis of their connection (Hashimov, 2015). The coding practice process
was extremely time intensive. Ivankova (2015) identified emergent codes, predetermined codes,
and the combination of the two as the three types of codes used by practitioner-researchers in the
coding process. Patton (2015) encouraged researchers to start coding by looking for regularities
in the data and deeply reviewing the information over and over. A summative content analysis
involves the identification of keywords often derived from the interest of the researcher (Hsieh &

Shannon, 2005).
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The CRM research efforts uncovered themes and subjects that were common in the data.
Topic, or thematic, coding is a common type of coding that describes a specific topic (Ryan &
Bernard, 2003). Leadership sponsorship, performance indicators, and the processes associated
with CRM usage were key themes searched in the data. Other coding efforts and techniques
were also accomplished, such as summative analysis and labeling. Key techniques to sort out
themes and codes included a search of the transcript for word repetitions and metaphors or
analogies (Ryan & Bernard, 2003).
Assumptions

Terrell (2016) described assumptions as something believed to be true but without
complete verification. The central assumption for the current study was that those working for
the organizations had some opinion on the CRM solutions of which their company had invested.
I assumed targeting individuals involved with the CRM system ensured the individuals
interviewed knew of the investment and had a general idea of how it was being used. The
interviews were an especially valuable connection for information directly associated with CRM
effectiveness. The entire study centered on CRM and leadership sponsorship, and those chosen
to participate had clear knowledge of the CRM and how it fit into their work world.
Summary

The emphasis of the methods and procedures was to explain the methodology and
produce evidence that the study was grounded and sound (Ivankova, 2015). A mixed-methods
approach helped to build a basis for the research intersections surrounding CRM effectiveness
and leadership sponsorship. The two primary methods for data collection for the research efforts
were surveys and interviews. The data collection success was heavily reliant upon a detailed and
thorough plan. Data were collected from the quantitative survey and a qualitative phone

interview. CRM experts were the targeted participants, and it was a requirement they be
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currently involved with CRM solutions. The types of data collected were feedback from
individuals who had intimate knowledge of CRM systems in their organization of employment.

Patton (2015) labeled the purpose of qualitative interviewing as a means for capturing the
specific views, terminality, judgements, and complexities of the interviewee’s personal
perceptions and experiences. Patton also insisted the interviewer develop written guidelines that
encourage and ease the tension by explaining roles and boundaries at the start of every interview.
The plan included details of who would be targeted to participate, the collection instruments to
be utilized, and specific measures to ensure trustworthiness and rigor. The targeted companies
were domiciled in the United States and directly connected with CRM system adoption,
implementation, and usage.

Mixed-methods approaches are often considered an advantageous approach to research
due to the researcher’s ability to produce more rigorous and consistent conclusions (Ivankova,
2015). A great advantage was the validity and depth the mixed-methods data provided me.
However, a large challenge was the time and effort that went into acquiring both types of
research data successfully. I gathered data on how CRM has penetrated organizational culture,
and I actively reviewed the impact of leadership sponsorship at the identified organizations. This
review included an overview of the methodological approach and rationale, the research

materials and protocols, the plan for data collection, and the plan for data analysis.
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Chapter 4: Results

The purpose of this study was to gain understanding of how leadership sponsorship
impacts the effectiveness of CRM implementation, deployment, and daily use in the United
States. I used a mixed-methods approach to collect and analyze data from individuals who had
adopted and implemented a CRM in the last 2 to 5 years. I designed the study to answer the
following research questions:

Q1. What is the relationship between leadership sponsorship and the effectiveness of
CRMs?

Q2. How do leaders encourage the value and use of CRM in their organizational culture?

In this chapter, I report the results of the analysis of the quantitative data acquired from
the web-based survey questionnaire and the qualitative data acquired from the CRM expert
interviews. The organization of the chapter includes a summary of the quantitative data
collection procedures, an analysis of the survey results, a summary of the qualitative data
collection procedures, an analysis of the interview results, an overview of the general themes of
the data related to each research question, and a summary of the chapter.
Quantitative Data Collection Procedures

I collected the quantitative data through portions of a survey questionnaire that were
originally vetted by Jamrog et al. (2008) in their 2007 research effort commissioned by the
American Management Association. I chose this survey due to the combination and cross-
sections of variables associated with higher-performing organizations that seek to learn about
organizational leadership and customer satisfaction. The survey questionnaire has a high focus
on measuring the perceived performance of the volunteer’s organization over time. The target
population of the sample was individuals working at an organization that had adopted a CRM

system in the last 2 to 5 years and who directly worked with a CRM with some frequency.
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Feedback surrounding the following variables was the primary target of the survey:
process and structure, leadership, culture, and customer focus. I distributed the surveys utilizing
the web-based survey tool Qualtrics (www.qualtrics.com). This tool is specialized to find a
diverse and broad sample size. A screening criterion was enforced through qualification
questioning to ensure the respondents fit the desired sample. The process included the
respondents answering what specific CRM system they were using, the length of time they had
used it, and what role they played in the CRM adoption. The target population of participants in
the study were individuals who lived in the United States, frequently used a CRM tool, and
worked for an institution that had adopted that tool in the last 2 to 5 years.

Quantitative Results

The administered questionnaire consisted of 21 questions. For each set of questions, the
percentage for each response was tallied, along with the mean, standard deviation, and variance.
Thirteen of the survey questions used a Likert-type scale with seven answer choices: 1 (very
strongly disagree), 2 (strongly disagree), 3 (somewhat disagree), 4 (sometimes agree and
sometimes disagree), 5 (somewhat agree), 6 (strongly agree), or 7 (very strongly agree). Over
100 subquestions were collected from the 13 primary Likert scale questions. A total of 105
respondents completed the survey in full. All confirmed they lived and worked in the United
States, and the sampling of responses came from 33 different states and Washington, DC.

I began calculation of the quantitative results began after the 105 responses were
received. The survey analysis results section offers (a) an overview of the survey sampling, (b)
detailed results of the noted organizational variables (organizational performance, organizational
process and structure, customer service, organizational leadership, and organizational culture),

and (c) tests of the hypotheses.
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Sampling Results

My goal was to acquire a broad sample of individuals who had familiarity with and
frequently used a CRM system that had been adopted by their organization in the past 2 to 5
years. It was also important to find a diverse group of individuals who were associated with
different-sized organizations, worked in different job functions, had varying tenures in their
current role, and lived and worked in the United States. Tables 2 through 6 show the
respondents’ CRM familiarity and usage and display a more thorough breakdown of details
describing the specifics of the sample.

Table 2 reports the requirement that the volunteer work for an organization that adopted a
CRM tool in the past 2 to 5 years. This question was used to filter respondents. If they answered
0—1 years or Other, then their survey example was not issued as complete and thereby not used
in the research effort. The overview of the length of CRM adoption showed the majority (n =

29) at 3 years and the least (n = 20) at 4 years.

Table 2
Length of CRM Adoption
Years n

0-1 0
2 28
3 29
4 20
5 28
Other 0

Total respondents 105
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Next, it was necessary to get responses from different work areas. Table 3 provides the
data that displayed the specific work function of the CRM user. More respondents worked in
systems/IT, marketing/sales, or senior management than the other job functions. The function of
work-type results showed the least (n = 6) worked in other positions, and the majority (n = 28)

worked in systems/IT.

Table 3
Function of Work
Function n

Finance/accounting 13
Senior management 24
Marketing/sales 20
Systems/IT 28
Human resources 14
Other 6
Total respondents 105

Table 4 provides a picture of the different sizes of organizations that were represented in
the study. A balanced view of organization size was represented in the study. The breakdown of
organizations shows the majority (n = 29) worked at organizations with between 101 and 500
employees, and the least (n = 14) worked at organizations with 1,000 or more employees.

Table 5 provides the length of employment of the respondent. The information was
gathered by asking the following question: “How long have you been employed with your
current organization?” The majority of respondents reported working for their organization
between 2 and 10 years. The breakdown of tenure of employment shows that 4 respondents had
the shortest tenure at less than 1 year or over 20 years, and 38 respondents had the longest tenure

at 5 to 10 years.
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Appendix C: Background Information on Interviewee

Name:

Organization Name:
Size of Organization:
Type of Organization:
Tenure at Organization:

CRM Adoption date:

A

10.

What CRM system do you use, and what is the story of how you came to your
organization?

On a daily basis, how often do you use CRM systems?
Which tools do you use?
For what purposes do you use each system?

How do you use CRM systems to interact with customers/other employees in your
organization?

When you come up with new ideas and suggestions, do you share them with others?
How? Are there any systems or applications (e.g., discussion forum on the intranet)
available for that purpose?

Do you share your customer experiences with others? How? Are there any systems or
applications (e.g., discussion forum on intranet) available for that purpose?

In your opinion, what are the strengths and weaknesses of your organization’s current
CRM systems in regard to customer knowledge creation opportunities, analytical
capabilities, collaborative capabilities and operational capabilities?

Are there any barriers to more effective use of the systems (e.g., technical barriers,
cultural barriers, lack of skills)?

Is there anything else you would like to share about the leadership, adoption,
implementation, or use of CRM systems at your place of work?

Leadership follow-up questions:
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Appendix D: Coding Matrix

Q: What is the relationship between leadership sponsorship and the effectiveness of CRM?

Theme

Category

Evidence

Involved leadership
positions

Successful adoption and
implementation actions

CEO / C-suite

Sales/marketing
manager

IT manager

CRM manager

Mandate of usage
from C-suite

Involve the CRM
users in the
implementation

“The CEO made the final decision and
approved the final verdict agreeing to pay
for the CRM.”

“The director of sales manages the sales
team making sure they use the CRM system
so that the sales reports are prepared and
analyzed.”

“The IT manager was involved initially, but
there was some hesitation as they were
involved in the previous CRM. They helped
set some of it up in the first year, but now it
is ‘her baby’ and they only go in to shut
down the account of those that leave the
organization.”

“I work for a large technology company and
I am the senior CRM administrator. My role
is to manage the CRM system and help
different departments implement usage in
their assigned area.”

“As relates to leadership, if they don’t use it,
it won’t be adopted, and people will fall
back into their old habits. A mandate is
necessary. It isn’t a matter of being forced,
but it is important to set the standard.”

“The system was successfully launched
largely because it was built based on the
request of the users themselves and how
they interacted with the customers. The
focus was on the employees even more than
the managers, and this helped penetrate the
culture. What ended up happening was
certain divisions that were not immediately
listed to adopt Salesforce, started witnessing
the successes that were occurring and
wanted to use it as well before they were
approached with it in their specific area.”




108

Theme

Category

Evidence

Barriers to effective
usage

Assign specific
owner

Previous
unsuccessful
implementation
efforts

CRM is not cohesive
with other
organizational
systems

Cultural change

“In the long run, I know that having a
position like mine (one that has the specific
duty of managing the CRM platform), and
this position is pushed from the key leaders
of the organization is a plus.”

“The main barrier was that the rollout of
Salesforce occurred once before I arrived.
The new CEO also heard quite a bit of
pushback on it even before the mandate. I
think it was imperative that he hire someone
specifically tasked with the job of
implementing it because, in talking with
others, there was no real leader to help get it
going when the initial rollout failed, and we
went with other things.”

“The main barrier is that it doesn’t speak to
the other systems we use at our
organization.”

“Reluctance and unfamiliarity. People are
busy and don’t want to take the effort to
learn the new system.”
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