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On the Use of Customer Relationship Management (CiRNhe Banking Industry: A Qualitative
Cross-Case Analysis between the Banks in Pakistdhe UK

September, 2010

Customer Relationship Managemegi@RM) came into the power when banking institusion
started to become more and more competitive. Thesf@an CRM increased banks’ abilities to
understand their customers’ current needs moraseig@nd also helped them to understand their
customers’ behaviours, such as what they have blotiee past, and what they plan to do in the
future. Such practice further helped banks to daesgrategies based on each customer’s
preferences in order to meet their customers’ delsdXu, et al., 2002). The adoption of the
CRM within the banking industry chiefly dependstha overall adoption of IT culture within the
country. Today, developed countries like the UK angoying innovative technologies, tailored-
made systems, and have a high level of IT matwithiin their banking industry. On the other
hand, developing countries such as Pakistan dreediling with several technological issues and
the biggest one is the lack of IT alignment withmost of their organizations especially within
their banking industry (Kundi and Nawaz, 2006). fEfere, it is essential for researchers to
further investigate the major IT-related problenasefd by the banking industry, especially
problems with the current use of the CRM systenhiwithe banking industry of developing

countries i.e. Pakistan compared to banks in deeel@ountries i.e. UK.

This research has investigated and covered thealbvaperational issues of the CRM system
within the banking industry of both developed amdaloping countries i.e. UK and Pakistan by
using aqualitative case study research approasth two case studies, in which the Pakistani
banking sector is selected as the developing cpdmtrcase study ondor a developed country,
the UK banking sector is selecteda@se study twaFrom the several existing UK and Pakistani
banks, the researcher has selected some leadikg fram the two countries and conducted
several semi-structured interviewsvith different bank employees. Furthermore, theated
interviews’ results from both case studies areyaeal, compared, and discussed using an in-depth
cross-case analysigpproach and uncovered the similarities, diffeesncand several CRM

operational issues within the banking sectors tfi Bakistan and the UK.

12



Declaration

| hereby declare that no portion of the work reddrito in the thesis has been
submitted in support of an application for anotdegree or qualification of this or

any other university or other institute of learning

13



Copyright Statement

The author of this thesis (including any appendied/or schedules to this thesis)
owns certain copyrights or related rights in ite(tfCopyright”) and s/he has given
The University of Manchester certain rights to sseh Copyright, including for

administrative purposes.

Copies of this thesis, either in full or in extmend whether in hard or electronic
copy, may be madenly in accordance with the Copyright, Designs and rRatAct
1988 (as amended) and regulations issued underr, itwbere appropriate, in
accordance with licensing agreements which the &isity has from time to time.

This page must form part of any such copies made.

The ownership of certain Copyright, patents, desigttade marks and other
intellectual property (the “Intellectual PropertygRts™) and any reproductions of
copyright works in the thesis, for example graphsl a@ables (“Reproductions”),
which may be described in this thesis, may notween by the author and may be
owned by third parties. Such Intellectual Propdttghts and Reproductions cannot
and must not be made available for use withoutptin@ written permission of the

owner(s) of the relevant Intellectual Property andeproductions.

Further information on the conditions under whidsctbsures, publications and
commercialisation of this thesis, the Copyright @amy Intellectual Property and/or
Reproductions described in it may take place islae in the University IP Policy

(see http://www.campus.manchester.ac.uk/medialibraryépes/intellectual-

property.pdf, in any relevant Thesis restriction declaratiotsposited in the
University Library, The University Library's regulans (see

http://www.manchester.ac.uk/library/aboutus/redated and in The University’'s

policy on presentation of Theses.

14



List of Abbreviations

ACD:

ANT:

ATM:

Bl:
CBT:
CDl:
CIF:

CMS:
CRM:
CRO:

CSF:
CTl:

DWS:

ERP:
FSA:

HSM:

ISP:
IVR:
KM:

OCS:
PBM:

PBX:
PDA:
PIN:
RM:

RMS:

ROI:
RSI:

SCM:

SFA:

Automatic Call Distribution
Actor-Network Theory
Automated Teller Machine
Business Intelligence
Computer-Based Training
Customer Data Integration
Client Information File
Complaint Management System
Customer Relationship Management
Customer Relationship Officer
Critical Success Factors
Computer Telephony Integration
Democratic Work Structures
Enterprise Resource Planning
Financial Services Authority
Host Security Module

Internet Service Provider
Interactive Voice Response
Knowledge Management

One Call Service

Personal Banking Manager
Private Branch Exchange
Personal Digital Assistant
Personal Identification Number
Relationship Marketing

Request Management System
Return on Investment
Repetitive Strain Injury

Supply Chain Management

Sales Force Automation

15



SOP:

Standard Operating Procedures

SPSS: Statistical Package for Social Sciences

STS:
STT:

UAN:
VDU:
WST:

Socio-Technical Systems
Socio-Technical Theory
Universal Access Number
Visual Display Unit

Work Systems Theory

16



Acknowledgements

This research work would not have been possiblehowit the support and
encouragement of my supervigerof. Dr. Trevor Wood-Harperwho gave me the
opportunity to work with him and also introducingerto the area of CRM. | would
also like to thank him for being patient with meahghout my PhD studies and
arranging several discussion based sessions itDihetoral School” which guided

me to pursue my PhD studies in a right direction.

Deep thanks t&rof. Dr. Hanifa Shahfor giving me proper guidance and motivation.
| would also like to thank her for encouraging memork hard. | am always thankful
and | feel honoured to have been guided by suelteated, dedicated, and supportive

people throughout my PhD studies.

| would also like to thank all the participantst@rviewees) who were involved in this
study and who were engaged in the discussions d@hewarea of CRM in the banking

industry.

| can not end without thanking my family especiatly fatherProf. Dr. Abdul Rahim

Malik for encouraging and supporting me throughout mylises He has been an
inspiration to me. | am forever indebted to my p#sdor their understanding, endless
patience, constant encouragement and love wherast most required. | am also
grateful to my brothers and sisters for their laued support. Lastly, thanks to

everyone else who gave me the determination teewaehhis particular dream.

17



This thesis is dedicated to my beloved parentsbrothers, and sisters
for their encouragement, guidance, and support. éyvspecial
dedication to my wife and best friend Fiona, andsag Shahzaman for

their unconditional love, support, and patience.

18



Chapter 1

Introduction

1.1 General Introduction

Today, banks and other financial institutions aealthg with several challenges
including global competition for deposits, loansdaunderwriting fees; increasing
customer demands; shrinking profit margins; andrteéed to keep up with the new
technologies (Gade, 2005). According to Oautl, (2006), banks and several other
financial service providers have realized the ingroze of Customer Relationship

Managemen{CRM) and its potential to help them to acquirevreistomers, retain

existing ones, and maximize their lifetime valuanBs have also realized that CRM
is the only solution to help them to maintain agdarm relationship with their

customers. On the other hand, maintaining relaligsswith customers also requires
strong co-ordination between different departmexttshe bank (such as: IT, sales,

service and support, and marketing departments).

CRM came from the origins and is based on the pies of Relationship Marketing
(RM) which is considered one of the key developrakeateas of modern marketing
and the one which has generated great researchshtever several years (Sheth and
Parvatiyar, 2000). CRM came into the favour in tage 1990’s when banking
institutions started to become more and more compet The focus on CRM
increased banks’ abilities to understand theirausts’ current needs more precisely
and also helped them to understand their custonbefsaviours, such as what they

have done in the past, and what they plan to dinenfuture. Such practice further
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helped banks to design strategies based on eatbners preferences in order to
meet their customers’ demands (Xet, al., 2002). Crosby (2002) explained that
customers’ information is important for banks ar tintelligent use of such

information would create long-term, two-way relasbips with customers. Such

relationships would bring several advantages to Mlamks because long-term
customers are less costly to serve and smoothngmeiationships are less resource
intensive. In general, CRM for banks consists ob frimary tasks, acquisition of

customers, and increased sales to the existingrogss. It is often justified by the

phraseMake the right offer at the right time to the rightstomeHughes, 2010).

Similarly, Karakostaset al, (2005) believed that the successful adoptiomarofiT-
enabled CRM system in the banking industry redsfthe bank’s interaction with its
customers both nationally and globally. The authiomsher argued that CRM is
regarded as a source of competitive advantage sedaenables banks to further
explore and use the obtained knowledge about tlistomers and to foster profitable
and long lasting one-to-one relationships with them

However, Bhaduri (2005) talked about the miscornoegtabout CRM. She argued

that for some banks:

CRM is misunderstood as a fancy sales strategyeqmensive software
product, and even a new method of data collectti®M is none of these; it is
a simple philosophy that places the customersathtart of banks’ business
processes, activities, and culture to improve ausis’ satisfaction of service

and, in turn, it maximizes the profits for the baink

She further suggested that:
A successful CRM strategy aims at understandingnéegls of customers and
integrating them with the bank’s strategy, peopézhnology, and business

process. Therefore, one of the best ways of langchi CRM initiative in
banks is to start with what banks are doing now awdking out what should

20



be done to improve its relationship with its custosn Then and only then, it

should link to an IT solutian

The adoption of CRM within the banking industry efty depends on the overall
adoption of IT culture within the country. Todayweloped countries like the UK are
enjoying innovative technologies, tailored-madeeays, and have a high level of IT
maturity within their organizations, especially it their banking industry. Because
of such a high level of IT maturity, most of the pfojects in their organizations are
well managed. On the other hand, developing caessuch as Pakistan are dealing
with several technological issues and the biggest is the lack of IT alignment
within most of their organizations (Kundi and Nawa@06). Therefore, it is essential
for researchers to further investigate the majorelated problems faced by the
banking industry, especially problems with the eatruse of the CRM system within
the banking industry of developing countries comepato the banks in developed

countries.

To date, most of the CRM related studies have tegdhat CRM has a high adoption
and success rate in the banking industry of deeela@ountries such as the UK, USA,
and Canada, compared with the developing courdties as Pakistan, India and Iran.
These studies have contributed a lot towards tleeess of CRM in the banking
industry of developed countries. Despite the usefsd of these contributions,
however, very limited information is available ometadoption and evaluation of
CRM systems in the banking industry of developingrdries context like Pakistan
(Huma, 2009).

Previous CRM studies have also shown that numeressarchers have separately
discussed the CRM operational issues in the bank@ogors of both developed and
developing countries. Most importantly, not a sengiece of CRM related research
has been conducted to identify the similarities atifferences between CRM

operation in the banking sectors of Pakistan ared Wi, based on an in-depth

comparative analysis. Therefore, this researctogsded on studying and analyzing
the current CRM operational issues within the baglsectors of both developing and

developed countries (i.e. Pakistan and UK) by usimgalitative case study research
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approach withhwo case studiesn which the Pakistani banking sector is selecsd
the developing country farase study ondor a developed country, the UK banking

sector is selected aase study two

In general, the UK retail and commercial bankingtseis dominated by Barclays,
HSBC, Lloyds Banking Group, the Royal Bank of Saotl Group, and the Spanish-
owned Santander; most of these companies operate tman one banking brand in
the UK. The fifth major UK-based bank is Standarba@ered, which operates
primarily in Asia and Africa (Wikipedia, 2010a). &lBank of Englandthe central
bank of the UK, is committed to promoting and maiining monetary and financial
stability as its contribution to a healthy econo(Bgnk of England, 2010). Similarly,
the Financial Services AuthorityFSA), which is an independent non-governmental
body, regulates and monitors the financial serviogsistry in the UK (Wikipedia,
2010b).

Similarly, the Pakistani retail and commercial bagk sector comprises both
domestic and foreign banks; some of the well kndamestic banks are: Habib Bank
Limited (HBL), Muslim Commercial Bank (MCB), UnioBank (UBL) and NIB
Bank; the major operative foreign banks in Pakistaciude The Royal Bank of
Scotland (RBS), Citibank, and HSBC. The performapicéhese banks is monitored
by theState Bank of PakistafsBP) which is the central bank of Pakistan logate
Karachi (the financial capital of Pakistan); itc@ed headquarters is located in the
capital, Islamabad. The State Bank of Pakistandaatkmany aspects of banking to
deal with the changes in economic climate and mdiffe purchasing and buying
powers (Wikipedia, 2010c).

From these several existing UK and Pakistani battks, research focuses on the
selection of some leading banks from the two coesitand conducts seversgmi-
structured interviewswith different bank employees in order to compiete
understand the current CRM operation within the kban sectors of the two
countries. The results from these interviews wiloabe useful in presenting and
analyzing the two case studies and helpful in Iggiing the current CRM

operational issues within the banking sectors efttho countries. Furthermore, the
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obtained results from both case studies will be gan®d and discussed using an in-
depthcross-case analysigpproach in order to uncover the similaritiesfedénces,
and several issues with the CRM operations in #eking sectors of both Pakistan
and the UK.

1.2 Why the Banking Industry is Selected for CRM Reselar

The banking industry was selected for CRM reseamtause, in general, banks are
more advanced in terms of technology adoption thany other organizations. One
of the reasons is that other organizations do rstally require the level of
information from their customers which banks donks keeps a lot of in-depth
information about their customers. Therefore, tiRMCsystem currently used in
banks needs to be more robust to be able to handle sensitive information about
different types of customers. Secondly, in theenirenvironment where technologies
are rapidly improving, banks have to be up-to-datéerms of technology, while

keeping efficient employees which creates a coripetadvantage over rivals.

Similarly, the banking industry had an early leadCiRM adoption as its transactions
are essentially IT-based and contain valuable mébion about their customers
(Karakostaset al, 2005). Moreover, in banks, CRM aims to co-ortenal business
processes that deal with customers and involves ctiikection, collation, and
interpretation of customers’ data in order to defpatterns of buying behaviour that
can be used to support effective marketing prograsmthaudon and Laudon, 2000;
Karakostaset al., 2005).

On the other hand, customers these days are abdkingpfor ease and a secure
environment. Having CRM properly operative in baakso allows customers to trust
their respective banks in terms of their financiztters. Moreover, CRM allows
technological capabilities in banks that attracivrsusinesses as well as building
relationships with the customers. If CRM were nsedi by banks, people would
hesitate to use the banks and would not manage fthances through the banking
industry as CRM is a useful strategy which allovenls to maintain a strong
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relationship with their customers. Therefore, thaking industry has been selected to

conduct the CRM research.

1.3 Research Aims and Objectives

Ideally, in the banking industry, the CRM systemuied as an IT-based strategy
which helps banks to learn more about their custehmeeds and behaviours. Using
such information gathered from the customers, béniiser design several marketing
strategies in order to develop stronger relatigmshivith their customers. By
considering this focus of CRM in banks, the maijeotive of this research is focused
on studying and analyzing the current operatiossties of CRM within the banking
sectors of Pakistan and the UK based on an in-dap#s-case analysiapproach to
uncover the similarities and differences of the CBpérations in the banking sectors

of the two countries.

Moreover, the current research is based omuliple case studgpproach using two
case studies in which the Pakistani banking seistselected as the developing
country forcase study ondor developed country context, the UK bankingtsecs
selected asase study twoThe other aims and objectives of this study ardireed

below. This research focuses on the following:

» To study and discuss multiple contact channelsh(sagz branch banking,
phone banking etc.,) which are mostly offered byksain Pakistan and the

UK to interact with the customers.

» To explain and discuss several components of CREl geveral CRM
software packages) that are mostly used in bankiseofwo countries, and to
design a taxonomy in order to categorize these €BMponents based on the
four major operational areas in a bank, i.e. (i)rikééing, (ii) Sales, (iii)

Service and Support, and (iv) IT and IS.
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To study and discuss several research theoriesatbahostly used in a social
science research project to analyze the reseanclin@js. Also, to select a
social theory that can be relevant and helpfulrtalyze the findings of this
study. Furthermore, using the ideas and the degwigiples of the selected
social theory, to propose suggestions to the bankakistan and the UK in

order to improve the use of CRM system.

To study and discuss the existing CRM models ansetect an appropriate
CRM model (i.e. the CRM model particularly desigriedbanks) that can be
used as a frame of reference for this study. Alsing the components of the
selected model, to further analyze and discusgdhelts obtained from the

two case studies.

To study research methodologies and research giratérom the existing
literature and to select a research methodology siretegy that is more
suitable to conduct this study. Also, from the &lde data collection
techniques, to select appropriate techniques tlmtldvhelp to gather data

from the selected banks of Pakistan and the UK.

To select some of the Pakistani and UK banks ierotal present the two case
studies. Similarly, to approach these banks foa @atlection and also study

as well as analyze their current CRM operation.

To study several data analysis techniques whichnaostly used for the
gualitative case study research, and to seleantist suitable one which helps

to analyze the results gathered from different bank
To compare the analysis results in order to uncdher similarities and
differences in the overall CRM operation betweea tanking sectors of

Pakistan and the UK.

Finally, to discuss the challenges and issues ®RM adoption within the
banking industry of Pakistan and the UK.
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Furthermore, this study comprises three major rekeguestions which are presented

in the following section.

1.4 Research Questions

» Research Question :1What are the similarities and differences in CRM

operation between the banking sectors of Pakistdrttee UK?

» Research Question:2How would the design principles of socio-technical
theory benefit the banking industry while using kst technologies (CRM)

in the increasingly changing work environment?

» Research Question:3Vhat are the challenges and issues from CRM aalopti
in the banking industry of Pakistan and the UK?

1.5 Ouitline of the Research Approach and Data Analysis

Traditionally, in social science research, two aesk approaches are available
through which a research work can be conducted, quantitative research and
gualitative research. A quantitative approach efulsf the requirements of research
are to gather statistical data and to analyze slatd using mathematical modelling
tools such as SPSS. Similarly, in gathering andyaimg the data that does not
require any statistical results (i.e. the studyavers the social aspects in a research

topic), a qualitative research approach would lppsettive.

From the two available research approaches, atgtndi research approach is
selected for the purpose of this study as the otimesearch does not require any
guantitative data such as calculations, exact t®snumbers, and anything that is
measurable; this research is highly focused onystgdand analyzing the current
CRM strategy and its operation in the banking gscif both developing and
developed countries (i.e. Pakistan and UK). Hetlee qualitative research approach

fulfils the requirements and is selected for therent research.
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Similarly, an interpretive case study approade chosen as a research strategy
because this allows the researcher to conduct m&xe and in-depth research of an
organization (i.e. the banking industry in our gadéoreover, since the purpose of
this research is to study and analyze the curr@M ©peration in the banking sectors
of two different countries (i.e. Pakistan and UK)nultiple-case studieapproach is
suitable as it covers the two different cases (i)eCRM operation in the banking
sector of Pakistan asase study onand (i) CRM operation in the banking sector of
UK ascase study twoYin (2009, p.60) proposed the benefits of mudtipase studies

over a single case study as:

The multiple-case studies are preferred over sHoglee designs because the
conclusions arising from the multiple cases areallgumore powerful than

those coming out from a single case alone.

The data collection techniques that fall under rindtiple case study approach are
selected for this research. The interview technigumnsidered as the main source of
data collection as it helps acquiring relevant infation about the research area of
CRM by having conversation with various banks’ atils. Moreover, thesemi-
structured interviewstyle is used because it provides more insigltt ihé research
topic, allowing researchers to gather answers gosttecific interview questions on
one hand, and on the other hand, the researchegatier additional information
from the interviewees that could be relevant anedu®r the write-up at the later

stage.

Furthermore, from several available data analysthrtiques, a&ross-case analysis
technique seems relevant for this study as iteslidor comparing at least two case
studies in a more structured way. Yin (2009, p.1&63 Creswell (2007, p.163)
proposed that: “with cross-case analysis technigsi@g at least two cases, the
analysis is likely to be easier and the findingslddbe more robust”. Therefore, a

cross-case analysis technique is used to analgzesllts of this study.
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1.6 Original Contributions

This thesis has made contributions in the fieldindbrmation systems (IS) and
particularly in the area of customer relationshipnagement (CRM). This study
should be considered the first of its kind to badiacted in the banking sectors of
both Pakistan and the UK in terms of their currepération of the CRM system.
Another important contribution of this study is thi& has revealed the cultural
differences in terms of CRM adoption within the biaig sectors of Pakistan and the
UK because it emphasizes finding the similaritied differences in CRM operation

between the banking sectors of the two countries.

The other contributions of this study are:

» Multiple contact channels that are mostly offergdblanks in Pakistan and the
UK to their customers were studied and thoroughigsented. Mostly in
banks, CRM is operational at these contact chanbedéch banking, phone
banking, ATM, and internet banking. Also, sever®N components that are
mostly used in banks were explained and discusgsese CRM components
were presented based on the designed taxonomy imogtaseveral
components of CRM that are mostly used in four majerational areas of a
bank: (i) Marketing, (ii) Sales, (iii) Service aGdipport, and (iv) IT and IS.

» Several CRM models (previously designed and prapésenumerous CRM
researchers) were presented and discussed andRiilen@del was selected
and its components were thoroughly discussed. Madel was designed by
Liu (2007) and was patrticularly designed for batikview the overall CRM
activities within the banks. The model was used dsame of reference and
using the four different components of the modwed, iesults obtained from the
two case studies were thoroughly analyzed and s®cli Furthermore, some
suggestions were also proposed using the compordntse same CRM

model.
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» Several research theories were discussed that safell for social science
research, and socio-technical theory was seleatedntlyze the research
findings and propose suggestions. The theory wlastee because it provides
a comprehensive and structured view of how differ@gpartments should
work within the bank (i.e. the social system) whilesing different
technologies such as CRM, ERP, and SCM (i.e. tlhnieal system).
Similarly, using the design principles of the theahe researcher answered
one of the research questions by proposing seberafits of the theory for

the banking industry. These are:

0 The idea of job design/re-design,

o0 The idea of providing training to the bank emplm/em the new
technologies (i.e. CRM),

o The idea of employees’ job satisfaction that wolithg customers’
satisfaction,

0 The idea of health and safety, and employees’stdated issues.

» Research methodologies and research strategies th@meughly presented
and the qualitative case study approach was sdlest¢his approach allowed
the researcher to conduct an extensive and in-dgptty of an organization
(i.e. the banking industry). Furthermore, the npldticase studies approach
was selected as this research comprises two cadest CRM operation in
the banking sector of Pakistan @sse study oneand CRM operation in the
banking sector of the UK asase study twoAlso, several semi-structured
interviews were conducted with different UK and B&ni banks in order to

present and analyze the two case studies.

» Several data analysis techniques were discussedaatrdss-case analysis
technique was selected and the obtained resultstfie two case studies were
analyzed using this technique. A cross-case arsalgshnique was selected as
this technique was found ideal for comparing theaimed results from the two

case studies in a more structured way.
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» The results gathered for the two case studies firstgoresented and analyzed
separately in each case study in the form of téferdnt themes using a
within-case analysis approach. Similarly, theseltegthemes) from both case
studies were further compared using the cross-easdysis approach to
uncover their similarities and differences in termf the overall CRM

operation between the banking sectors of Pakistdritee UK.

» The challenges and issues of CRM adoption withen ianking industry of
Pakistan and the UK were thoroughly discussed. Sofrthe major issues

presented in this study are:

o Political and Governmental Issues,
o Technological Issues, and

o Cultural Issues.

1.7 Structure of the Thesis

This thesis presents the research work based ooutient use of CRM within the
banking industry of Pakistan and the UK using theligative case study research
approach with two case studies. In order to stheydverall CRM operation within
the banking industry of the two countries, a semietured interviews style was
selected and used as the main source of data timtieSimilarly, the data analysis in
this study was performed using the cross-case sisalchnique to analyze the results
more precisely.

Chapter 2provides the background to the current reseanchthé first part, the

chapter presents some basic definitions and cosmceptcustomer relationship
management (CRM) and its development in the bankmystry. Secondly, the

chapter presents different types of CRM and it Aigblights the importance of CRM
within the banking industry. Similarly, some of theajor problems with the current
use of CRM in the banking industry of Pakistan dhd UK are presented. The
chapter presents discussions about multiple cowcteaninels that are mostly offered
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by CRM-enabled banks; and a taxonomy of several @BMponents that are mostly
used in different departments of any CRM-enableakb@t the end of the chapter,
we discuss some of the major vendors of CRM anul @lesent the success stories of
CRM in some of the renowned banks.

Chapter 3presents a theoretical framework which introdutesideal CRM model
that was previously proposed by Liu (2007). The elod specifically designed for
banks, containing a complete view of the overallMC&ctivities and projects all the
functional areas of CRM within a bank. The selec@®M model will be used in this
study as a frame of reference and will also be tsethalyze and discuss the obtained
results more accurately. The chapter also cont@msverview of research theories
that are useful for social science research andethsons for using a social theory in
this study. It introduces socio-technical theoryttes main theory that would be used
in this study to analyze the research findings wandld help to propose suggestions
for the banking sector in order to improve the aB€RM system. The chapter also
contains discussions about several other sociakigeethat were initially considered

for the purpose of current research.

Chapter 4provides the research methodology adopted bydbkearcher to conduct
this study. It starts with some discussions abloaitavailable research approaches that
are mostly used in social sciences, geantitative and qualitative research. The
background information about these research appesaand several research
strategies that fall under both quantitative andlitptive research are thoroughly
presented. Then, the chapter presents the thresarobs paradigms or research
philosophies, i.epositivistic interpretive andcritical research that are generally used
in IS research. Similarly, from the available reshastrategies, the chapter presents
some discussions about selecting thse studyapproach and particularipultiple-
case studypproach for this research. Finally, a completedption of the available
data collection techniques is presented and theigges that are useful for multiple-

case study research are also highlighted.

Chapter 5covers the first stage of data analyswithin-case analysjsin which the

two main case studies of current research are a@bampresented in the form of
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several themes. These themes contain the resuit$eofiews, which are thoroughly
analyzed and discussed for each theme. The chalgtepresents several other data
analysis techniques that are useful for interpeeti@se study research. These analysis
techniques have been proposed by numerous quaitedsearchers in their work.
Upon considering the pros and cons of these teubkmiga cross-case analysis
technique was selected for this research as thpsoaph specifically applies to the
analysis of multiple cases and this techniquede aleal for comparing two different

case studies in a more structured way.

Chapter 6presents the second stage of data analysiss-case analysig which the
analysis results from the first stage in each cstsely are further presented and
compared to identify the similarities and differeadn CRM operation between the
two case studies. The chapter also presents smuasdions of the results by using
the components of an ideal CRM model (proposedfesnae of reference in chapter
3) in order to discuss these results more accyreédeime suggestions are proposed by
the researcher using the best practices of the GR&benefits of the socio-technical
theory for the banking industry are also descrilbedhe last part, the chapter covers
some challenges and issues from CRM adoption withen banking industry of
Pakistan and the UK.

Chapter 7summarizes the research chapter by chapter. T$teséction summarizes
the discussions from each chapter, and also pesleatresearch limitations and the
theoretical, methodological, and practical contiifms of this study. In the second
section of the chapter, the researcher recommesndeat future tasks within the

current research area.
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1.8 Research Design

Research Aims
and Objectives,
Problem Area,
and Scope

Literature

Research Questions

Review

A 4

A 4

RQ1: What are the similarities and
differences in CRM operation between
the banking sectors of Pakistan and th
UK?

v

v

RQ2: How would the design principles
of socio-technical theory benefit the

banking industry while using the latest

technologies (CRM) in the increasingly

changing work environmer

A 4

RQZ What are the challenges and
issues from CRM adoption in the
banking industry of Pakistan and the
UK?

Which Social Theory is suitable to
analyse research findings and
proposing suggestions for this stud

The ideas of Socio-technica
theory, its design principles,

P and its benefits for the
banking industry.

Research Research Data Data
Paradigm Strategy Collection Analysis
Multiple Case
e Study
Approach
O Interviews
c
Qo Case Study:
;f-;' CRM
= Operations in
é the Banking
- Sector of
% Pakistal Observations Within- Cross-
> 3 > »| Case Data [—®| Case Data
P Analysis Analysis
=
<
D
>
% Case Study : Archival
o CRM Record
QD Operations in
% the Banking
Sector of UK
1
Providing Answers to the Research
Theoretical Framework Questions. Discuss results using the
components of an ideal CRM model
< »| Proposed CRM model used [«

as a frame of reference

Figure 1.1: Research Design: The Overall Plan famdTicting the Study
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Chapter 2

Background

This chapter provides an overview of CRM through exttensive review of the
literature. The chapter starts with some basic eptscabout CRM and its importance
for the banking industry. Some discussions basetth@rcurrent operation of CRM in
the banking industry of both developed and develpgountries i.e. UK and Pakistan
are presented and the major problems associatadivetcurrent use of CRM are also
highlighted in this chapter. Similarly, multiple rdact channels that are mostly
offered by banks are also discussed. Moreover, doase the views of several
researchers, the chapter presents a taxonomy efa&¥RM components (i.e. CRM
software and packages) that are mostly used iaerdift departments of an ideal CRM
enabled bank. These CRM components are mostly uséour major operational
areas of a bank i.e. (i) marketing, (ii) sales) ervice and support, and (iv) IT and
IS. Furthermore, some well known vendors of CRM Mbanks i.e. SAP, Oracle’s
Siebel Systems, and Salesforce are thoroughly skecli Finally, the chapter provides
the best practices of CRM in some of the renowraatks.

2.1 Customer

Imhoff et al, (2001) defines customer as:

A party who is involved with the acquisition of tbempany’s goods and
services, and who is also of interest to the orgainon.
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In the above definition, party or customers careibieer individuals or organizations.
Customers can also be loose group of individualsep together as a membership
organization such as the Civil Aviation Authori§AA) in the UK (Jiang, 2003). The
author also described the list of some customezstygased on the above definition,

such as:

Agent
Beneficiary

Bill payer
Consumer
Competitor
Employee
Guarantor
Household
Prospect
Referral source

YV V.V V V V V V V VYV V

Supplier

This definition is too broad, but in the contextoofrrent research, we mean customer
as aBank Client

2.2 Customer Relationship Management (CRM)

Customer Relationship Management (CRM) is definedmany ways by many

researchers. For instance, Dyche’ (2002, p.4)srbbok defines CRM as:
The infrastructure that enables the delineationantl increase in customer
value, and the correct means by which to motivateable customers to

remain loyal - indeed, to buy again

According to Jiang (2003), providing customers vatood experience however and

whenever they choose to contact the organizatiora ikey part of managing
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relationships with them. Similarly, as seen in Bizalv and Brash (2001), Ovum (an
independent research and consulting company) defiogstomer relationship

management (CRM) as:

A management approach which enables organizationdentify, attract and
increase retention of profitable customers by mamggelationships with

them

However, CRM definition that best suits the currezgearch in the banking industry

context was defined by Ling and Yen (2001) as:

CRM comprises a set of processes and enablingnsystepporting a business
strategy to build long term, profitable relationphiwith specific customers.
The key objective of CRM is to enhance customeatievthrough better
understanding of each individual customer’s neeaus referencegling and
Yen, 2001).

2.3 The Origins of CRM
(Relationship Marketing)

CRM came from the origins and is based on the pies of Relationship Marketing
(RM) which is considered one of the key developrakateas of modern marketing
and the one which has generated great researchshtever several years (Sheth and
Parvatiyar, 2000). Back in the early 90’s, relasioip marketing was embraced as a
way for marketing departments to get to know tleeistomers more intimately by
understanding their preferences and thus increatiegodds of retaining them
(Dyche’, 2002, p.25). Peppers and Rogers (1993)thieir work highlighted
relationship marketing asane-to-onemarketing approach which was later discussed

by Dyche’ (2002, p.25) in his book. The originattaars argued that in coming years:

...you will not be trying to sell a single producti@any customers as possible.

Instead, you will be trying to sell a single cusemnas many products as
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possible over a long period of time, and acrosted#ht product lines. To do
this, you will need to concentrate on building weqrelationships with

individual customers on a one-to-one bg$isppers and Rogers, 1993).

Brodieet al, (1997) referred relationship marketing aseav paradignmand according
to the authors, relationship marketing has emeifgech a number of streams of
research. The first stream examines marketing faoservice context (Berry, 1983,
1995; Gronroos, 1990); while the second streamd®eswon the inter-organizational
exchange relationships (Hakansson, 1982; Ford, ;1B9§er, et al, 1987; Wilson,
1995). Similarly, the third stream is based ondhannels literature, e.g. development
of effective and efficient channel relationshipsugBell and Ortmeyer, 1995). The
fourth stream of research examines network relaligs (e.g. Axelsson and Easton,
1992; Johanson and Mattsson, 1985, 1988). The eigpimathis case is on industrial

markets and the sets of relationships that cormattiple organizations.

The fifth stream of research underlying thew paradigmof relationship marketing
stems from the strategic management literature, afdws on recent
conceptualizations about the role of relationshipthe value chains (Normann and
Ramirez, 1993). Finally, the sixth stream draws tbha information technology
literature and examines the strategic impact thétrmation technology has on the
relationships within organizations and between wizgions (Scott Morton, 1991).
The authors further explained that drawing theseasts of research together
provides the basis for theew paradigmargument which views marketing as an
integrative activity involving personnel from acsothe organization, with emphasis

on facilitating, building and maintaining relatidmgs over time.

Osarenkhoe and Bennani (2007) in their paper dsstlsthat in early days,
relationship marketing’s aim was to acquire infotima about their customers’
preferences and information which was stored bymthe their databases. This
evolved into one-to-one marketingvhich implies that through interaction and

processing, companies will create more customifiedsoto their customers.
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The relationship marketing’s one-to-one approacttiwtvas very popular throughout
the 90’s was then replaced with a new approach knasCustomer Relationship
Managemen{CRM). CRM was developed in order to secure andaga these one-
to-one relationships and to create a profitable kmgi-term relationship with the
customers. Today, CRM is the dominant strategy had generally been used
(Reynolds, 2002).

2.4 Evolution of CRM

CRM was born around 1997 as a means of redefiniieg dustomer company
relationship through computer-based tools. The nea behind CRM was that with
the help of latest technology, every customer-cargpateraction can be recorded
which allows the company to proactively provide thest customer service possible
while creating a large database (data warehouseystbmer preferences that can be
reviewed by sales, marketing, and management psto8uch customer data can

then be used to reduce costs and to improve emplpseductivity (Bergeron, 2002,
p.2).

In a web article by Fraya (2006), the author mergtithat the actual concept of CRM
began back in 1993 whefom SiebefoundedSiebel Systems IntJse of the term
CRM is traced back to that period. In the mid 9@HRM was originally sold as a
guaranteed way to turn customer data into increaségts performance and higher
profits by delivering new insights into customemhaeours and identifying hidden
buying patterns buried in the customer databasese Nhan a decade later, a 2005
study by the Gartner Group found that 60 percenhiofsize businesses intended to
adopt or expand their CRM usage over the next yean® interest in these
organizations was developed because of a large ewnfhbCRM vendors offering
more targeted solutions with a wider range of [@i@ed more accountability.

Harris (2003) in his work presented the three irtgodrphases of CRM. The author

discussed that CRM has evolved since its earlnestrnation, originally driven by an
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inside-out focus through three phases of evolutientechnology, integration, and

process. These three phases were further desdiybibe author as:

Technology In its earliest incarnation, CRM meant applyingoaation to
existing sales, marketing, support, and channalgases as organizations attempted
to improve communications, planning, opportunityydacampaign management,
forecasting, problem solving, and to share besttipes. The promise of the
technology was there, but few organizations weralizieg the pinnacle of
performance. The metric of success was increaddeaty in sales, marketing,

support and channel processes.

Integration: By developing cross-functional integration, supedr by data
warehousing and shared roles and responsibilitiEganizations began to create a
customized view of their customers. Support isswesb hits, sales calls and
marketing inquiries started building a deeper usideding of each customer and
allowed aggressive organizations to adapt theiticecto fit individual needs.

Integration focused around two primary components:

i) Make it easier to do business with the sellerstead of operational silos that
inhibited superior customer relationships, the pizition as a whole took ownership
and the responsibility for customer satisfactiorith/d single view of the customer, it
was much easier for anyone to respond to salesrtynities or impending support
issues and take appropriate steps. Expected tmermeéitto improve retention and

lower support costs.

i) Predictive modellingData mining of an aggregate of corporate knowdealgd the

customer contact experience was used to improveatipeal and sales performance.
By applying complex algorithms to a history of puasing or inquiry characteristics,
it became practical to predict the demands of idd& customers. Up-selling, cross-
selling, even the ability to pre-empt potential lgemns, was now possible for all
customer-facing representatives. Expected benafésto have better cross-selling,

up-selling and improved product offerings or deiwe
Process By rethinking the quality and effectiveness of tonser-related processes,

many organizations began to eliminate unnecessetiyitees, improve outdated

processes, and redesign activities that had fadedeliver the desired outcomes.
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Then, by re-creating the process through an uratedstg of the capabilities of the
technology, the outcomes were more predictabletb@gromises for a meaningful
ROI (return on investment) more substantial andistéa The metrics for success

became the improved effectiveness in serving tiseoower (Harris, 2003).

Today, CRM is a need of almost every organizatg®yeral companies around the
globe have already realized its importance andetbez invested millions on its
implementation. To them, CRM is the only approach drganizations (especially
financial organizations such as banks) to increhse revenues as CRM is more

focused on customers’ satisfaction and retention.

2.5 Types of CRM

Several researchers have presented different \abanst which types comprise a best
CRM consideration. For instance, Reynolds (2002)har book presented three
different types of CRM i.e. operational, analyticahd collaborative CRM. These
three different types were also presented in tleentework of (Minna and Aino,
2005). Similarly, Dyche’ (2002, p.13), in his woeknphasized more on operational
and analytical CRM. However most recently, But28@9, p.4) in his book presented
strategic CRM as a fourth type of CRM. In genethkse all types of CRM are
important because they all have a common objeotrch is to deliver CRM
successfully within the organizations. Therefone, this section we present and
discuss all four major types of CRM.

2.5.1 Operational CRM

According to Dyche’, (2002, p.13) an operationalNCK also known a$ront office
CRM. It involves the areas where direct customertact occurs which is also known
astouch pointsA touch point can be an inbound contact (e.g.latca company’s
customer support hotline) or an outbound contagt @n in-person sales call or an e-
mail promotion to customers). In other words, tperational CRM is used to capture
customers’ data. The operational CRM also enabildss&reamlines communications

to and from customers, but it does not necessamdan optimizing service. Just
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because a banking customer checks his/her balancea avebsite would not
conclusively establish that he/she does not ptefeerform his/her transaction in the

branch. Figure 2.1 illustrates the various levélsperational CRM.

Customer
Touch points ﬁ ﬁ ﬁ ﬁ ﬁ

Call E-mail Direct
Centre Web Usage Sale:
Acces

1T =1 11 T 11

Refined Business Actions

Figure 2.1: Operational CRM: Touching the Custofs&urce: Dyche’, 2002, p.13)

2.5.2 Analytical CRM

An analytical CRM is also known adack officeCRM. It involves understanding the
customers’ activities that occurred in the fronticaf. The analytical CRM requires
technology (to compile and process the mountainsustomers’ data to facilitate
analysis) and new business processes (to refintermmasfacing practices to increase
loyalty and profitability). Under pressure from &rsts and industry experts, most of
today’'s CRM vendors are either creating analytiCRIM capabilities or partnership
with business intelligence (BI) vendors to incogder analysis into their offerings
(Dyche’, 2002, p.13).

Figure 2.2 shows how the data and processes conbinefine business actions.

Dyche’, (2002, p.13) further explained that thamed-business-actions piece of the
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puzzle is the most difficult of all to put in placEhe greater the number of missing
pieces, the harder it is to construct a meanin@®M picture. In other words, if

enhanced customer loyalty is the door, then intemras the key.

Refined Business Actio

5% 5%

Analysis ,
Business Process
Intelligence Improvement
Information
Customer
Feedback
Integrated
Database

Business
Systems

Provisioning Call Centre
Accounts Sées

Figure 2.2: Analytical CRM: Understanding the Cuséo (Source: Dyche’, 2002)
Similarly, Adebanjo (2003) described that an ane#yt CRM is mainly used for
building data warehouses, improving relationshgnsg analyzing customers’ data.

Using analytical CRM, customers’ data can be are\yfpr a variety of purposes:

» Design and execution of targeted marketing camsaigroptimize marketing

effectiveness.

» Design and execution of specific customer campaigokiding customer

acquisition, cross-selling, up-selling, retention.
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> Analysis of customer behaviour to aid product aadrise decision making

(e.g. pricing, new product development etc).

» Management decisions e.g. financial forecasting emstomer profitability

analysis.

» Prediction of the probability of customer defect{churn analysis).

» Analytical CRM generally makes heavy use of dataning (Wikipedia,
2008a).

2.5.3 Collaborative CRM

According to the definitions from (SearchCRM, 2007ollaborative CRM is an
approach to CRM in which the various departmenta afompany such as: sales,
technical support, and marketing etc., share afoynrmation which they collect from
interactions with their customers. For instancestamer feedback gathered from a
technical support session could inform marketiraffstbout products and services
that might be of interest to the customer. The psepof this collaboration is to
improve the quality of customer service in ordeimitrease customer satisfaction and
loyalty”. Minna and Aino (2005) and Adebanjo (200&xplained that: “a
collaborative CRM system is mainly used for buiggironline communities,

developing business-to-business customer exchaagégersonalizing services”.

2.5.4 Strategic CRM

Based on the ideas of Buttle (2009, p.4), strategRM is focused upon the
development of a customer-centric business culit@in an organization. This
culture is dedicated to winning and keeping custsni®y creating and delivering
value better than competitors. The author furtigues that such business culture is
reflected in leadership behaviours, the desigroohél systems of the company, and
the myths and stories that are created within tima. fAlso, in such culture, the

resources would be allocated where they would &elsance customer value, reward
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system to promote employee behaviours that enhanstomer satisfaction and
retention, and customer information to be collectgdthred and applied across the
business. In this way, the heroes of the businessldvbe those who deliver

outstanding value or service to the customers.

2.6 CRM in the Banking Industry

2.6.1 Objectives and Benefits

Over the last eight years, banks are highly fogisin the CRM and are expected to
continue (Foss, 2002). Dyche’ (2002) in his boabpmsed the objectives and benefits
of CRM in the banking industry as:

Before implementing any CRM application, banks waded a complete view
of its customers across the various systems thaagotheir data. If the bank
could track customer behaviours, executives car laaletter understanding,
a predicting future behaviours, and customer prefees. In this way, the
data and the applications will help the bank to rg® its customer

relationship and continue to grow and evo{izgiche’, 2002).

According to Foss (2002), most of the banks aratedwvorld are trying to use CRM

techniques to achieve various outcomes. Thesedaclu

» Creating consumer-centric culture;

» Securing customer relationships;

» Maximizing customer profitability;

» Aligning effort and resource behind most valuahlstomer groups.

In a recent paper by Onet al, (2006), the authors discussed that using the CRM
system into the banking industry helps businessesg technology and human
resources) to gain insight into the behaviour aftemers and focus on the value of

those customers. If CRM system works as hopedyilsaess can:
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Provide better customer service;

Make call centres more efficient;
Cross-sell products more effectively;
Help sales staff close deals faster;
Simplify marketing and sales processes;

Discover new customers;

vV V V V V V V

Increase customer revenues.

2.6.2 Types of Customers in Banks

Burnett (2001) in his book mentioned four differéyppes of customers in banks as

described below:

» Loyal CustomersThey perceive the company’s product as much supkr a

competitor’s product.

» Competitive Customer$erceive the company’s product as slightly superi

to a competitor’s product.

» Switchable Customer®erceive a competitor’s product as slightly siquetio

the company’s product.

» Competitor Loyal CustomersPerceive a competitor's product as much

superior to the company’s product (Burnett, 2001).

Similarly, bank customers are usually segmented different groups based on the
number of products they use and also based onabeaunt balances. Day (2000) in
his work described two different types of custontéet are involved with the banks.
The customers with a low number of products and balances in the banks are
having a different relationship with the banks whis known astransactional
exchange relationship/ith these customers, the focus of a bank isrtwige cost

effective services.
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On the other hand, customers which are holding n@aogucts and high potential
balances may fall into thealue-addingor collaborativerelationship with the banks.
The author further discussed that the transactiexahange relationship may be
transformed into value adding relationship when tamuers taken up staff's
recommendations for additional products such asstment or higher savings
accounts perhaps with the automatic funds transfesptimize interest. From the
bank’s perspective, the account becomes value-gdbiecause the number of
products and services used by the customer in@eamkfees earned by the bank also

increase.

In general, majority of banks around the world dealing with these two types of
customers. These customers most often approadiatilethrough its branch or a call
centre (also referred asistomer contact cenfreTo manage such relationships with
customers, a branch and a call centre staff musedmonsible and having awareness

of both bank products information and customerigrimation.

2.6.3 Customer Touch points

A customer interacts with the bank through varibmsch points such as visiting the
branch, phone banking, e-mail, internet, fax, etowever, these days, visiting the
local branch and phone banking are the most comynas#d touch points from the
customer’s perspective. Similarly, using these ole&s) banks also interact with their
customers to inform them about their latest proslwdd services. According to
Bergeron (2002, p.26), sometimes only one or twocho points are actually

supported, and in other cases there are more ptemich points than customers can
or want to access. The author further argued thatyetouch point is critical in

providing service and potentially increasing custorsatisfaction. Figure 2.3 shows
several touch points of customer with the bank. Sofithese commonly used touch

points are:

» Telephone Direct conversation with the customer servicer@spntatives
about the account information, different accouahg$actions, credit cards, etc.
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» E-mail Sending and receiving emails for any queriestedldo the different

accounts.

» Branch Visit It is a most commonly used method for accountrigaeand

balance information.

» Ordinary Mail: Information over the traditional mails, flyersce

» Media TV advertisements about the bank’s new products e

Telephone

Mail

Retalil

Media

Internet

Fax

Branch

E-

3

ail

Figure 2.3: Customer’s Interaction with the BankagsMultiple Touch Points.

2.7 CRM Operation in the Banking Industry of Developednd

Developing Countries (i.e. UK and Pakistan): Probis based on

the Initial Investigations

Several studies have reported that CRM has a hdypteon rate in developed

countries such as the UK, USA, Canada, etc., wdolmparing with the developing
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countries such as Pakistan, India, and Iran eta. iRstance, an article in
(CRMguru.com, 2009) talked about the implementatind operation of CRM in the
UK and in several European countries. The articiplaened that the emerging
economies in the UK and Europe are taking CRM mmoke seriously because they
see it as a way to compete in the world marketsb @eal, (2005) discussed that
over the past few years, CRM has played an inarghsiimportant role in the
banking industry of developed countries where nigjorf the banks in the UK,
Europe especially banks in Germany and Switzerlaane successfully conducted

various CRM implementation projects.

Similarly, as seen in Keramatt al, (2009), Foss (2002) in his work discussed that:
“banks in the developed countries are completelgravof the importance of CRM
and numerous banks in the UK, USA, Australia, antbpe have already invested in
CRM based data warehouses and data mining toolstbegast decade. They have
been building models of consumer-segment profitgbénd behaviour which helps
them to target direct marketing campaigns for tigatrgroups of customers. They
have been analyzing and classifying customers’ syegskessing the risk of loss, and
trying to predict demand and delivery methods fariaus types of customers.
Furthermore, these banks have been leveragingmafioon for selling and enhancing
the effectiveness of new customer marketing canmgaig-oss, 2002).

On the other hand, developing countries such asfakare still in the initial stages
of adopting CRM culture within their banking indystTo them, CRM requires a
huge investment; therefore, they are still not ye&a fully adopt CRM culture.
Similarly, in Pakistan, there has been a lot of petition within the banking industry
in recent years. Several foreign banks have optdredbranches in Pakistan that has
brought a lot of pressure to the state owned bahhkese local banks have realized
that they need to compete in order to maintainrthesition and to survive in the
dynamic marketplace. Secondly, they have alsozelihe importance of customers;
so, their prime focus these days is to retain tb&isting customers as well as to
attract new ones by offering better facilities. fiddere, most of these local banks
have installed few CRM related packages at calltresnand also at the branch
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banking level in order to understand their cust@meeeds more closely and at the

same time remain competitive.

The initial investigations of the existing reseahas shown that CRM works different
in the UK banks while comparing its operation wiitle banks in Pakistan. In the UK
banks, CRM is currently used as an internal camtzdIsystem of banks which is used
by every member of staff working at the bank. Us@BM, each department can
easily view customers’ different accounts detdidewever, each department’s job is
different while using the central CRM system; foample, credit card department
employees can only make changes in credit caribseat customers’ accounts using

the central system.

On the other hand, CRM in Pakistan is seen as a ecmwept where different
departments at the banks have different views abdtiis mostly referred by most of
the bank employees as an IT system which record®mers’ details (necessary or
unnecessary). It is not currently used as a cergghlsystem. At present, only few
CRM-based packages are used in the banks. Howedating the initial
investigations, it was also seen that most of thendhes of these local banks
especially those in the rural areas of Pakistars@fenot getting benefits of CRM and
are dealing with a lot of problems. Some of thesgblems were highlighted by
(Malik and Wood-Harper, 2009) as:

> At present, each branch services its own customgtils no centralized
customer service or telephone-based automated cesrvi Therefore,
customers' data can not be easily tracked and tmeept of customer

relationship management (CRM) is virtually impossib
» Most of the times, customers have to restate th@rmation whenever they
interact with their bank, and the members of shadf unaware of the previous

transactions and have no quick access to the cessoprevious records.

» The IT personnel at some of the rural banks arefulbt trained to handle

CRM packages installed at the bank.
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» The websites are overloaded with graphic data amdhat clear, concise, and

informative.

» Major bank services such as internet banking anoh@hbanking are not

available in some of these local banks.

» In most of these local banks, only cash card igretf through which
customers can only withdraw cash from the selecésth machines (ATMSs).
Without having credit or debit cards, customers laeing problems to shop
online (Malik and Wood-Harper, 2009).

Therefore, with these issues in mind, one of thenmmaeasons of conducting the
current research is to further investigate thesdlpms associated with the current
use of CRM within the banking industry of Pakistayn performing some in-depth
study and analysis. Similarly, to investigate tleef@rmance of current CRM strategy
in more detail by conducting interviews with diet bank employees working at
different departments. Furthermore, UK banking stduis selected for this study for
three main reasons i.e. to study and analyze therent CRM operation within the
banking industry (more in-depth); secondly, to ustind their point of view about
CRM (i.e. how they see it and how they use it); #mdlly, in order to analyze the
current performance of CRM within the banking inty®f Pakistan, UK banks are
also selected to compare the obtained resultseofwtb countries more precisely and
to identify the similarities and differences in tbeerall CRM operation between the

banking sectors of the two countries.

2.8 Multiple Contact Channels Offered by Banks

This section presents some discussions about thiglawcontact channels that are
mostly offered by banks to their customers. In plast, banks used to offer branch
banking as the only channel to their customers &/haost of the customers’ queries
were dealt by the bank employees during the opemings of the branch. Hamilton
and Hewer (2000) explained that the technologicdhlaacement in the banking
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industry has led to the development of several ev@erce related channels such as:
phone banking, automated teller machines (ATMs}Y] anternet banking etc. By

having variety of available contact channels, eagtomer nowadays can contact the
bank according to his/her own preference. Similasiveral CRM components are
used by banks at these contact channels to acgodethen analyze the valuable
information of their customers. An overview of thentact channels is presented in

the following sections.

2.8.1 Branch Banking

Branch banking is seen as the traditional and reedwcontact channel offered by
almost every bank. According to Howcraft and Betk@993), branch banking
evolved to attract relatively cheap retail depo#it®ugh the convenience of branch
locations and branch-based payment systems. Shynil2evlin (1995) and Devlinet
al., (1995) discussed that a bank’s branch serves thrain purposes i.e. firstly, it
provides major bank services to the customers giroils physical presence;
secondly, it also provides convenience to the eoste in terms of their financial
transactions such as money in and out etc. Thitde/branch banking also provides a
platform for banks in order to maintain relationshiwith their customers by
providing better services.

2.8.2 Phone Banking

Phone banking is another contact channel offerebamks nowadays which allows
the customers to perform their transactions wizlkinig to the call centre agent over
the telephone. According to Devlin (1995) and Deni al, (1995), the development
of telephone based banking is considered as aialisiep towards home banking
system. In phone banking, calls are usually ansivéne call centre advisors, or
operators working at the branch level; they provadletypes of services including:
account balance enquiries, transfer of funds betwddferent accounts, bill

payments, and problems related with different antu
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2.8.3 Automated Teller Machine (ATM)

“An automated teller machindATM), also known as acash machineis a
computerized telecommunication device that provithes customers with access to
their financial transactions such as balance emgjiwvithdraw cash, purchase cell
phone credit etc., in a public place without vigitithe local branch of their bank. On
most modern ATMs, customer is identified by insegta plastic ATM card with a
magnetic stripe or a plastic smart card with a ohlpch contains a unique card
number and some security information. Authenticatgoprovided when the customer
enters his/hepersonal identification numbgPIN). ATMs have increased customers’
convenience not only in terms of cash withdraweadsnf different locations, but also
in terms of 24/7 banking facility” (Wikipedia, 20d)

2.8.4 Internet Banking

These days, with the advancement in technologsinet based banking is seen as a
new way of banking which is becoming popular amsegeral customers. According
to Claessenset al, (2002), internet and wireless technologies ar@matically
changing the structure and nature of financialisess They are more than just new
contact channels; they are simply a different waproviding financial services. For
instance, internet banking helps customers to clieeik financial activities at home
or at the workplace by using an internet accountti@ other hand, it helps banks to
easily obtain their customers’ information; andngsseveral data mining techniques,
they further design and offer products to theirteoeers based on each customer’s
preferences. Therefore, internet banking has niyt failitated customers but it has

also facilitated banks by lowering the costs fov®ing their customers.

2.9 Major Components of CRM for the Banking Industry

Ideally, a typical CRM system comprises of sevemhponents that are essential for
any organization. For instance, customer managertead management, sales force

automation (SFA), customer service, business regypetc., are all CRM components
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used at the banks. Each component has significlusindéages towards the success of
a CRM system used within a bank. In an article bgs¥(2001), the author argued
that in order to implement CRM system successfaltganizations (especially banks)
must apply policies, processes, and technologiesrder to provide a personalized
and engaging experience which would be consistenoisa all customer interactions.
The author presented several components of CRM aschmarketing automation,
sales force automation (SFA), contact centresd fegrvice, etc., which are used in
three major operational areas of a CRM enabled bankMarketing, Sales, and
Service. These components may also be seen asif¢heytle of a customer

relationship which moves from marketing, to sadag] service.

Similarly, Xu et al, (2002) discussed that: “if we look into a com@I€RM picture,
we will see that in business terms, the basic dper@ areas to address are sales,
customer service, and marketing”. However, Kind@@03) presented IT and IS as
another crucial area in supporting these threeatipeial areas as well as the whole
CRM process in banks. Based on these ideas, Ng@bJ2an his CRM review paper,
covered 205 articles of CRM and presented a taxgnaontaining several
components of CRM which are broadly classified itite four major operational
areas of a bank i.e. (i) Marketing, (i) Saled) @ervice and Support, and (iv) IT and
IS. According to the author, in order to succesgfulleliver CRM system,
organizations especially banks would need to famughese four operational areas

where most of the CRM components are functioning.

The previous sections of this chapter covered #meal concepts of CRM and work
done by several researchers in this field; herewiepresent and discuss several
CRM components that fall under the four operaticaralas of a bank. These major
operational areas discussed in this section gréddrketing, (i) Sales, (iii) Service

and Support, and (iv) IT and IS which are also sihawfigure 2.4. Each operational
area contains several CRM components and some esfe thvell known CRM

components used in each operational area of a &@nklso shown in table 2.1 and

are thoroughly discussed in the following sections.
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Figure 2.4: Major Operational Areas of a Bank (8euiNgai, 2005)

Components of CRM
Customer Customer Customer Customer Customer
Marketing | Value Segmentation| Behavior Retention| Loyalty
Prediction
Account Cross-Selling | Sales Force
Sales Management| and Up- Automation
Selling (SFA)
Contact Quiality Customer
Service and| Centre Management | Satisfaction
Support
Hardware ang Database Data Web Security
IT and IS Software Management | Warehousing | Data Systems
Mining

Table 2.1: A Taxonomy Containing Major CRM Compatsddsed in the Four

Operational Areas of a Bank.
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2.9.1 Marketing

Traditionally, the term marketing simply refersdary out the promotional activities
that are involved in promoting a product to eithesingle customer or to a group of
customers. CRM facilitates and enhances the markétinction in order to increase
the effectiveness of marketing by studying the pid targeted customers
(Crminfoline, 2009). Several CRM components areilalbke under this domain and

some of them are discussed in this section whichiegto the banks.

2.9.1.1 Customer Value

Schneider (1980) in his work presented a clear vawut the customer value.
According to the author, knowing customer’'s valued ebeing able to pinpoint
profitable customers is just the beginning of CRM build a successful CRM,
organizations need business strategies and pradhe¢ enable them to nurture the
relationship beyond its simple dollar value. SimylaReichheld and Sasser (1990)
argue that the longer an organization retains domey, the better profit it will
generate. Boltoret al, (2004) and Reinartz and Kumar (2000) in thesesgch
indicates that the breadth and depth of the relahips with customers are possibly
more important than its length. Farquhar and Pantp@08) discussed that banks
should need to identify valuable customers and thaimtain relationships with them
to generate most profit. Also, knowing the custsheralue would help the
segmentation process. In this way, banks wouldtiyeand focus on maintaining
relationships with the most valuable as well adifaiole customers.

2.9.1.2 Customer Segmentation

According to (Groth, 2000; Ahret al, 2003), customer segmentation is an analytical
technique of marketing department at banks whichrerguired for personalized
services. Clustering and classification are the teommon techniques used for
customer segmentation in CRM. For segmentationaicevariables of customers can
be used such as sex, age, as well as their viotidgr and the visiting time of the
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web pages etc. With the help of segmentation tegciiit is easy for marketing staff

of banks to promote their products to the requéined targeted customers.

2.9.1.3 Customer Behaviour Prediction

Behaviour prediction is a marketing component ofMCRhich (by using some data
mining techniques) helps marketing department &t Itank to determine what
customers are likely to do in the future. It uséstdnical customer behaviour to
predict future behaviour (Dyche’, 2002, p.33). Thahor further explained that this

analysis involves several variations:

» Propensity-to-buy analysis Understanding which products a particular

customer is likely to purchase.

> Next sequential purchas@redicting what product or service a customer is

likely to buy next.

» Product affinity analysisUnderstanding which products will be purchased

with other products. It is also known msirket basket analysis

» Price elasticity modelling and dynamic pricinigetermining the optimal price

for a given product, often customer or customensag.

By understanding how a customer is likely to behas®ag the behaviour prediction
analysis, marketing department makes further offgrito retain that particular
customer (Dyche’, 2002, p.33).

2.9.1.4 Customer Retention
In any organization, keeping an existing custonsefar more cost effective than
acquiring a new one. In other words, the more custs leave the bank, the greater

the loss of revenue, loss of the initial acquisitiovestment, and the loss of a stable
market base for selling new products (Dyche’, 2q0032). According to Ahmad and
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Buttle (2002), customer retention is increasingiyniy seen especially in the context
of saturated market or lower growth of the numkferew customers. It has also been
acknowledged as a key objective of relationshipketang primarily because of its
potential in delivering superior relationship econcs.

2.9.1.5 Customer Loyalty

Customer loyalty describes the tendency of a custam choose one product over
another for a particular need. In other wordss thie result of well-managed customer
retention programs; customers who are targeted tegestion program demonstrate
higher loyalty to a business. All customer ret@mfprograms rely on communicating
with customers, giving them encouragement to renaaitive and choosing to do

business with a company (Jimnovo.com, 2009). Sigjlaincaid (2003) believes

that customer loyalty is based on the customergevperception and is measured by

behaviour. Moreover, customer satisfaction is oftsed as a loyalty indicator.

However, Bergeron (2002, p.30) argued that it isl i@ predict which customers are
loyal and which ones are not. Customer loyalty sametimes be predicted by
looking at customer’s positive and negative behavidhe positive contributors to
behaviours consistent with loyalty include:

» Value The greater the perceived value of a company&lgmr services, the

greater the loyalty effect.

> InvestmentThe more time and money invested in the relahignshe more

likely the relationship will continue.
> Difficulty Locating Alternatives The more unique or readily available a
product or service, the more likely a customer wilhtinue buying it from a

particular company.

Similarly, the negative contributors to loyalty la@fours include:
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> Number of Affordable Alternative3he more affordable alternatives exists,

the less the loyalty effect.

» Customers’ FrustrationBeing put on hold, corralled into endless pustidiu
menus and an extended-hold customer support sysienhaving to wait in
excessively long lines are some examples associatigladl customers’

frustration (Bergeron, 2002, p.30).

2.9.2 Sales

Sales department in any organization is considgrabl important area which is
responsible for improving the overall CRM stratelggnce, it should be tightly
integrated. Basically, sales department in bankgsponsible for direct interactions
with the customers (Kincaid, 2003). According tgramet al, (2002), in order to
effectively achieve CRM goals in the banks, itngortant for banks to develop sales
strategies at the customers’ level in order todoaihd maintain close relationships
with them and to accomplish revenue goals. Numef@R® components fall into

this area; some of them are presented in the follpwections.

2.9.2.1 Account Management

In an article published in Articlebase (2006), thethor explained that account
management is a business practice which involvasngt sharing, managing, and
reviewing of all account information. In simple wisr it is a CRM software program
used by the sales personnel in the banks througbhvithey can easily track their
customers’ every interaction with the bank. It uustores all information related to
the customers such as: customer name, customeactanformation, number of
visits, how much money customer spent on produassting intervals etc., in an
appropriate CRM databases. Similarly, the softvedse manages complete history of
customers’ various accounts. Also, these softwahgtiens automatically tracks and
stores all small and large interaction of accowish as customer contacts, money
transfers, employee payment, partnership programsAecount management tool

further automatically stores customers’ informationa centralized database (data
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warehouse). In the same article, the author furgixgfained that such information is
then retrieved and integrated by the sales depattimeorder to find the potential

customers. Account management software also hales slepartment at banks to
design and develop suitable service and marketsugsdor each individual customer
(Articlebase, 2006).

2.9.2.2 Cross-Selling and Up-Selling

Cross-selling means selling other products (utiizia current customer for one
product from a bank and engage them in purchasihgrpi.e. in a retail banking
level, where customers have current and savingsuats; banks then cross sell other
financial services such as investment advice, nhditurals, etc. Similarly, up-selling
is specific to the particular product i.e. selliagmore expensive and profitable
product to increase the value of the sale (Marg&iofs, 2005). In the banking
industry context, both cross-selling and up-sellng components of sales department
which helps sales representatives at banks to stasher which products and services
customers have already purchased. Such informagidnrther used to accurately
predict which products and services customers avst iikely to purchase in the
future (Chaudhry, 2004).

2.9.2.3 Sales Force Automation (SFA)

According to Kincaid (2003), sales force automati(®FA) is CRM software
designed to facilitate the sales process. It hedpss representatives at the banks to be
more effective and efficient in front of their casters by looking at their previous
account history. These representatives then pravidale the best available products
and solutions based on the previous knowledgeedf dustomers. The author further
mentioned that many of the SFA implementations le@tause they are launched
without remembering what the sales force is refty Zeng,et al, (2003) in their
work presented SFA as a characteristic of CRM whieim be used for any
organization. According to the authors, SFA inclalgomation of sales promotion
analysis, automatically tracking a client’s accohistory for repeated sales or future

sales, and coordinating sales, marketing, callrespand retail outlets etc.
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2.9.3 Service and Support

Today, with the help of new technologies and wita tse of internet, customers are
more knowledgeable having variety of options whecomes to buying products.
They can easily switch to other company if they fbretter products and services. In
short, customers are more demanding; hence, gderbing more difficult for banks
to meet with their expectations. Banks must reatlzat customer retention is as
important as customer acquisition. The only wagudovive in the marketplace is to
maintain good relationship with the existing aslvas with the new customers by
providing better customer service and support. Ng@b5) argued that high quality
customer service and support is the key to improwgtomer retention rates and
maintaining good relationships with the customé@wsstomer service and support is
an important area of banks having several CRM corepts. Some of them are

presented in the following sections.

2.9.3.1 Contact Centre (also known as Call Centre)

According to West (2001), in the majority of orgeations especially in the banking
industry, a contact centre of telephone agentsegptimary mechanism for providing
service and support to the customers. Solutiorstexat helps contact centre agents
to be productive by automatically distributing sallallowing customers to get
answers to their common questions through interaatoice response (IVR) systems
and other telephone integration. The author furingued that the contact centres are
equipped to handle web chat and collaboration dsaseespond to their customers’

e-mails.

2.9.3.2 Quality Management

According to the definition from Wikipedia (2009ajuality management can be
considered to have three main components: quatittrol, quality assurance, and
guality improvement. Quality management is not dolyused on product quality, but
also the means to achieve it. Quality managemenétbre uses quality assurance and

control of processes as well as products to achiewe consistent quality. In a web
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article by Addington (2004), in which the authotates quality management with
customers’ feedback; the author explained that thstomer feedback is a
requirement for any organization if it is engagecdekecuting a quality management
system. Listening to the voice of customers antagatg the qualitative data is a key
element to the success of the quality managemegtrgm. The author further argued
that by measuring customer feedback, banks carlyedstermine how current
technology solutions offered by them are performamgl what solutions may be
applied to provide better service and additionésé customers. Usually at banks,
call centres gather customers’ feedback with tHp bé different surveys by using
their automated system. Using customers’ feedbdidnks can also test the
performance of their newly instituted systemsne&w speech applications at the call
centres, etc., and their success by how well itsmess up to customer expectations
via automated surveys. The use of customer feedbatle speech project life cycle,

can give additional insight into the human-intei@acfactors of the new system.

2.9.3.3 Customer Satisfaction

Ideally, for any organization, customer satisfattaan be achieved by providing the
best quality of service and support to its cust@nkhalifa and Shen (2005) in their
work focused on the effects of CRM on the custosatisfaction. The authors argued
that in the context of CRM, customer satisfactioram immediate objective that also
determines the medium-term goals (e.g. customeentien and loyalty) and
subsequently the bottom-line (i.e. profitabilityyjdeed, satisfaction has been shown
to have significant effects on customer loyaltystomer retention, and profitability.
The authors further argued that the only way toysthe CRM success is to examine

the relationship between CRM and customer satisfact

294 ITand IS

IT and IS plays a key role in any organization @donsidered as an important area
in the development of CRM. In banking industry, esa technological issues related

to (computer hardware, backup hardware, networkdviiare, CRM software,

telecommunication products used at call centresurigg systems, databases, data
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warehouses, etc.,) are handled by IT and IS depattmiccording to (Ngai, 2005),
appropriate CRM strategies can be adopted throbhghassistance of technology,
which can manage the data required to understastdroers. Moreover, the use of IT
and IS can enable the collection of the necessaty t determine the economics of
customer acquisition, retention, and the life-timalue. Some of the known

components of CRM related to IT and IS are desdribehis section.

2941 Hardware and Software

Generally, internal communications (staff to siateraction via email) and external
communication (interaction with the customers usti®M packages via call centres)
in the banks is performed using computer hardw&oeh communication is possible
with the help of special licensed software. If tnésrdware and software are not up-
to-date, the whole communication process slows d@&engeron (2002, p.81) argued
that the continual upgrading of computer hardwar@ software is essential and is a
part of every modern CRM operation. The authorhierrtexplained that computer
hardware and software are interdependent. Not isndjther one is useless by itself,
but most systems also use some combination of adtand hardware to get things
done. For instance, voice recognition softwarehat hank’s call centre requires a
microphone, a sound card, and software. In shbd, gerformance of the CRM
system depends on how well the hardware and sadtwarks together. Therefore, it
is important for IT staff at the banks to keep @utyng their hardware and software in

order to avoid any unpredicted problems.

2.9.4.2 Database Management

Database management is a software interface betweencustomer service
representatives and the data stored in a compysézns is a database management
system (DBMS). The DBMS stores, processes, and gesnaustomers’ data in a
systematic, economic way. It simplifies and regedahe process of working with the
records and files of a database by providing tdoisensuring security, querying
relations among different data, and removing dapdicdata. Because it provides
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access to customer, product, service, and emplala, a good DBMS is a

prerequisite for any significant CRM effort (Bergar 2002, p.78).
2.9.4.3 Data Warehousing

Data warehousing is more precisely described bgd&en (2002, p.79) in his book.
According to the author, a typical data warehowseaflarge organization (such as a
bank) is a central database that can provide cust@®rvice representatives, call
centre managers, administrators, and other auttbtizers with access to a variety of
information. A data warehouse, which is based oMBBis different from a simple
database; it provides customer service represeesatvith data from a variety of
otherwise non compatible sources, such as a sepauwstomer database, product
database, order database, and inventory databbase.CRM enabled organization,
data warehousing software is not a single progratrishtypically a suite of software
tools that can be used to extract data from dispatatabases, check for errors and
duplicate data, and store the data in a data wasehds illustrated in Figure 2.5, a
typical data warehouse incorporates data from rdiffe applications into one

accessible database (Bergeron, 2002, p.79).
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Figure 2.5: A Typical Data Warehouse ContainingaDsbm Several Applications
(Source: Bergeron, 2002, p.79).
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2.9.4.4 Web Data Mining

Web Data mining is also an important component BMCin IT and IS area and is
defined as the process of extraction and analysiseful information and patterns
from the web data. Basically, it extracts the usifiormation from the web data such
as server access logs, user profiles, and usesatrhons etc. (Ahnet al, 2003;

Cooleyet al, 1997). Using data mining techniques, IT and é&pnnel at the banks
extract the necessary information of their cust@mfeom the internet to perform

further analysis in order to provide efficient Seev
2.9.45 Security Systems

For organizations especially banks and other firsmastitutions, customers’ data is
considered as most valuable information becausmmeass share their financial and
personal information by having trust on their seevprovider. Securing customer
information should be the top most priority for aagganization. Failure to do so
would result the loss of customers as well as lassin With the use of new
technologies, several security products are aJaildbr organizations to secure
customers valuable information. Basically, theseusgy products encrypt the
information such that those bank employees wittesg€¢o decryption key can only
read customers’ information. According to KincaDQ3), security systems are used
for keeping customers’ information safe from anyomigh whom you have not
planned to share it. Security systems involve figdithe right products and
technology and using them. When the customers’ datatored in the bank’s
databases, it should be protected with a combimatioa firewall, encryption, and

passwords.

2.10 Major Software Vendors of CRM for Banking Industry

Several CRM vendors such as SAP, Oracle’s SiebalteB)s, Salesforce.com,
Amdocs, Microsoft, SSA Global Technologies (formekhown as Epiphany) etc.,
are available for small, mid-size and large orgatnins. For banking industry, SAP,
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Oracle’s Siebel Systems, and Salesforce.com akepagular for providing complete
banking solutions. Based on the recent resultsighdd in Gartner studies (Gartner,
2009), as presented in table 2.2, these vendors sedected as the top three CRM
software vendors for generating large revenues gstamany others. Therefore, in
this section, we will further discuss these top CRRdors and the business solutions

they offer to the banking industry.

Company 2008 2008 Market 2007 2007 2007-2008

Revenue | Share (%) Revenue | Share (%)| Growth (%)

SAP 2,055 22.5 2,072 25.5 -0.8
Oracle 1,475 16.1 1,320 16.2 11.8
Salesforce.com 965 10.6 676 8.3 42.7
Microsoft 581 6.4 332 4.1 75.0
Amdocs 451 4.9 419 5.2 7.6
Others 3,620 39.6 3,311 40.7 9.3
Total 9,147 100.0 8,130 100.0 12.5

Table 2.2: Worldwide Vendor Revenue Estimates fotalf CRM Software (Millions
of U.S. Dollars) Source: (Gartner, 2009)

2.10.1 SAP

According to an article in (SAP, 2005) website, SA#&s founded in 1972 and now it
is one of the world’s leading provider of businesdtware solutions. Today, more
than 27,000 customers in over 120 countries runentiokan 91,500 installations of
SAP® software; from distinct solutions addressihg heeds of small and midsize

businesses to enterprise-scale suite solutiongidtal organizations.

SAP for banking is an industry solution that condsimySAP ™ business suite
solutions and tailored functionality to meet theiquwe demands of financial
institutions. With more than 550 customers in 6Qrtdes worldwide, SAP for
banking industry provides an integrated set of domhd automated processes to
manage every aspect of the front-office and batikeobanking environment; from
high-volume transactional banking processes antbewes relationship management

to financial accounting, cost controlling and pralfility, and risk analysis. Based on
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the open architecture of the SARtWeaver™ntegration and application platform,
SAP for banking helps companies expertly managesaietions and relationships
across the institution to quickly identify and exiplmarket opportunities and easily
tailor new products to the specific needs of indiiNl customers (SAP, 2005).

2.10.2 Oracle’s Siebel System

According to the definitions from (Wikipedia, 2008I5iebel Systems Inc. was a
software company which was principally engaged he design, development,
marketing, and support of CRM applications. The pany was founded by Thomas
Siebel in 1993. At first, the company was mainlyp¥wm for its sales force automation
products; then the company expanded into the bro&®RM market. By the late
1990s, Siebel Systems was the dominant CRM venelakipg at 45% market share
in 2002. On 1% September 2005, Oracle Corporation announcedtthatl agreed to
buy Siebel Systems for $5.8 billion. Siebel is navbrand name owned by Oracle
Corporation.

Oracle’s Siebel Customer Relationship ManagemeRMLapplication for banking
industry provides the power and flexibility to gée right information to the right
person at the right time. With more than 20 induspecific solutions and fully
hostedon demandr installedon premisedeployment options, there is a solution to
meet the unique needs of any organization; frontuf@ 100 enterprises to small

businesses (Oracle, 2008).
2.10.3 Salesforce.com

Salesforce.com is one of the pioneers of Sloftware as a ServigaaS) model of
distributing business software, in which accessusiness software is purchased on a
subscription basis and hosted offsite. They areg kaswn for their Customer
Relationship Management (CRM) products, which iivées to businesses over the
internet using the SaaS model. The company wasdfzlim 1999 by former Oracle
executive Marc Benioff. In June 2004, the compamntpublic on the New York

Stock Exchange under the stock symbol CRM. For ingn&ector, Salesforce.com's
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CRM solutions is broken down into several modulgshsas: sales, customer service,
partner relationship management, service and stpiiorretail, marketing, content,
ideas and analytics (Wikipedia, 2009b; Salesfomra,2009).

2.11 CRM Success Stories in the Banking Industry

“Many studies have reported that banks which dgvalgustomer-centric strategy get
higher profits (Formant, 2000; Melnicgt al, 2000). Starting from the early services
of ATMs, banking industry then began to offer télepe banking, network banking,
customer care centres, etc., which have graduadiseased the investment in front-
office systems, which itself is directly related tbe customers” (Liu, 2007).
Secondly, it is also seen and discussed by numeesearchers in their work that
several banks in the developed countries such asUilites States, Canada and
Europe etc. are ahead in responding to the custoefeged queries and provide better
customer service at branch, through call centré,emen using the internet and phone
banking. Hence, these banks have produced quiterder of CRM success stories.
On the other hand, very few banks in the developmntries have produced success
stories with relate to the proper implementationC&M. Therefore, in this section,
we cover some of the CRM success stories in bahkdewveloped countries i.e.
Canada, USA, and South Africa. These leading baarks known for their best
customer service and support. Similarly, at the ehthis section, a CRM success

story related with the banks in developing coungyPakistan is also presented.

2.11.1 The Royal Bank of Canada

The Royal Bank formerly known as Royal Bank of Gimas one of the North

America’s leading diversified financial servicesngmanies and Canada’s largest
bank. In total, it serves more than 12 million pe@, business, and public sector
clients worldwide having its offices in more tha® Guntries. According to a paper
by Khirallah (2001), in which the author presentiee case study based on the CRM
success story of the Royal Bank of Canada. Theoautlscussed that the bank’s
success with the CRM can be traced to a numbeaiatdiis. Firstly, the bank was an
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early adopter of a client information file (CIF)@v20 years ago. Secondly, the bank
has aggressively used its customers’ data (a goBirmonths of detailed transaction
data and 18 months of summarized customer dataeonii its data warehouse) to
better understand its customers and create meahiagél actionable segments and
customer strategies. Thirdly, the bank’s CEO aretetive team vocally and visibly
support the bank’s CRM efforts. Finally, the RoBalnk is willing to experiment with
CRM and learn form its mistakes. The bank has fedggressive effort to manage the
quality of its interactions with the customers.puarsuing a CRM business strategy,

the stated objective of the bank is:

To capture the full potential of customer base tigto the use of customer
information to deliver the right solutions in a cstent, professional manner
at every point of conta¢Khirallah, 2001).

At Royal Bank, gathering and mining customers’ datdetter understand and serve
customers is a critical imperative that is a yietdsuccess (Khirallah, 2001).

2.11.2 Bank One of the United States

According to Liu (2007), “Bank One is a part of thew JPMorgan Chase created on
July 1, 2004, and is famous for Bervice Qualitylt takes its value discipline as the
financial institution which provides omni-bearingrgices, and adjusts its strategy to
develop CRM and the internet from mergers and adtpns (M&A). Furthermore, it
has build up its virtual organization with strategilliances and collaborative
relationships (Intel, Metro Group, Merchants Groaft,.) to find out and satisfy the
customers’ needs quickly and directly. It has exieahits services with the promise

of no satisfaction, no chargg.iu, 2007).
2.11.3 Standard Bank of South Africa
According to an article in Innovative Systems (20@&bsite, that covers the CRM

success story of Standard Bank of South Africa. a@hticle explained that the
Standard Bank of South Africa was established i6218nd now has over 1,000
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branches, affiliated offices, and around 33,000 leyges worldwide. The bank is the
second largest banking group in the Republic asdima reputation of being the most
technologically advanced. It was the first bankstart automated teller machines
(ATMs), and has experimented with technologies sash biometric fingerprint

identification, and virtual banking with touch-sereterminals. Today, the bank is
expanding rapidly because of its attention towatkds good customer service

(Innovative Systems, 2007).

The Challenge

While competing with the new banks and around 3@rivational banks that had
moved into the country, Standard Bank began a wewe its customer base and
product offerings. The major challenge to the baals to identify which customers
were profitable and which were not, and then applgach customer the appropriate
service. The bank decided to restructure itseld ifdur specialized units: Retail
Banking, Regional Banking, Commercial Banking, aBthndard Corporate and
Merchant Bank. This moved away from tbee-size-fits-allapproach to one which
concentrated on giving customers what they needed eould afford. This
progressive change meant that managers needednoreeaware of their customers
and required accurate, up-to-date information duickhe challenge was that this
information resided in at least 18 different sousystems. (Innovative Systems,
2007)

Extending the concept

The bank set up the data warehouse on a testing Wwak a small group of users. It
proved so successful that it was quickly extendedthe whole marketing and
customer service departments. However, the initidting of records from the

warehouse to overcome duplicate records had beee dsing the bank's own de-

duplication tools which were found to be too rigid.

Having used Innovative Systems' standardizing m®¢e good advantage for some

years, Standard Bank decided to use their advaincdddual linking capability for
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personal customers and corporate linking capabibttycorporate accounts. These
products provide a true picture of client relatioips by eliminating duplicate records,

and would be a vital preparatory step to loadirgy ¢hterprise-wide data warehouse
(Innovative Systems, 2007).

Benefits

The data warehouse has become fundamental to tikeana because of the accurate
and complete client information is critical to thhata warehouse, data management is
also critical to the bank’s success. Budgets, targad forecasts, supported by a five-
year strategic plan, were finalized and approvedthe bank based on the
segmentation undertaken in the Enterprise Data Ndase. Now that the system has
been running for a while, Standard Bank has begumeglize many significant
benefits by providing a true picture of the bartklstomers. Some of the key ones are
dramatic changes in the way the bank sells andcssncustomers, supported by
technology. It enables a much more informed, peisamd focused approach to

working with customers (Innovative Systems, 2007).

2.11.4 Union Bank (now merged with Standard Chartered Bgnk

The success story of Union Bank is presented bye&endigital library (2005).
According to the paper, Union Bank was establishetR91 having its headquarters
in Karachi, Sindh, Pakistan. Before its recent raemgith Standard Chartered Bank,
the bank was Pakistan's eighth largest bank ha&anigranches in some 22 cities, and
around 400,000 customers. In 2006, Standard Cledrigank acquired 81% of Union
Bank's shares for US $ 413 million. The merged bakamed theStandard

Chartered Bank (Pakistar@nd is now Pakistan's sixth largest bank.
The Challenge
At start, the bank had no centralized customericemr telephone-based automated

services available. Therefore, customers’ datadcaat be tracked easily. To resolve

the situation, the management team decided toeci@atall centre environment to
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make the bank more accessible to its customerd’tla customers’ data to be easily
accessible to the staff. Another goal of the baak W expand the number of products
available (e.g. credit cards) to the customerssdtsfy their demand and increase

revenues.

The Solution

In May 2001, Union bank introduced its call centi@owed by integration with
NCR’s data warehousing solution, callédradata According to the head of contact
centre at the bank, “Teradata is capable of holdetgeving the complete banking
history of all our customers, compared to the thmeths’ worth of data that was
previously available to staff. This makes it poksiior managers to study behavioural
trends and for the agents to quickly access the tiety need when they are dealing
with customers on the phone. So, at every leveliwithe bank, decisions are made

more quickly and based upon better information”.

Results

According to the paper, a recent survey conductedhk bank after successfully
implementing its call centre revealed that 87% ha& bank’s customers are highly
satisfied with the service. Also, the bank’s custorbase has increased since 2001,
and more people are moving from over-the-counterices to the telephone-based
services. The solution has led to cost savingsnaoik satisfied customers and staff
(Genesys digital library, 2005).

2.12 Conclusions

This chapter provided the contextual backgroundired for the current research. In
the first part of this chapter, we provided somsibalefinitions such as customer,
relationship marketing (RM), and customer relatiops management (CRM);
followed by the discussion based on different tymésCRM i.e. operational,
analytical, collaborative, and strategic CRM. Thes, focused on the use of CRM
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and its potential for the banking industry whictcludes work done by several
researchers in the past and present about CRMeibdhking industry of developed
and developing countries i.e. UK and Pakistan értipular), and based on the initial
investigations, we also highlighted the problemsoamted with the current use of
CRM within the banking industry. Multiple contadtannels of banks such as branch
banking, phone banking, ATM, and internet banking @so discussed. Then, major
components of CRM that are commonly used at basdesact channels and at bank’s
internal operational departments are thoroughlysgmted. These components are
categorized based on the designed taxonomy corsfsgeveral CRM components
that are classified into four major operationalagref a bank i.e., (i) Marketing, (ii)
Sales, (iii) Service and Support, and (iv) IT ar&l Ideally, in banks, CRM s
implemented across these four operational area® €&tnponents in each area are
thoroughly presented. Finally, some well known \asdf CRM for banks i.e. SAP,
Oracle’s Siebel Systems, and Salesforce.com acestied and the success stories of
the CRM implementation in the banking industry walso presented in the last part

of this chapter.
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Chapter 3

Theoretical Framework

The contents of this chapter fall chiefly into tyarts. The first part starts with
discussion of the concept of philosophy in the IScigline. Then, we present an
overview of research theories that are useful foriad science research and the
purpose of using a social theory in this study. Thapter introduces socio-technical
theory as the main theory used in this study tdyaeahe research findings and make
suggestions for the banking sector in order to maoper use of CRM system. A
thorough discussion about the theory, its desigmcies, and its previous
contributions to different organization over thesppseveral years is also presented in
this chapter. Then, some other social theoriesdiseussed which were initially
considered for the purpose of the current resedrbk. second part of the chapter
presents several CRM models which were previousipgsed by several researchers
for different organizations. In the last sectiontloé chapter, an ideal CRM model is
presented, taken from the existing CRM models, Wwh&cused in this study as a

frame of reference and also used to analyze tloenfys of the current research.
3.1 Philosophy in Information Systems Discipline

Philosophy in information systems (IS) disciplinevites an investigation of the
following terms: philosophy, information, systemisformation systems, and social
theory. The ternPhilosophyis defined by several scholars in different wasgne of
its definitions are presented in (Oxford Englisictizinary, 2010) as:
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A particular system of ideas or beliefs relating ttte general scheme of
existence and the universe; a philosophical sysietheory (Oxford English
Dictionary, 2010).

Similarly, it is also defined as:

The branch of knowledge that deals with the priesippf human behaviour,
the study of morality, and ethi@®xford English Dictionary, 2010).

Previously, Lee (2004) proposed that any discussiqrhilosophy that stands beside
a social science research would require consideratif the following terms:
ontology epistemology methodology and method One of the argument in these
terms made by several researchers is that thegyokuffix of the first three terms
indicates that they refer to the fields of studyeneas the common usage of these
terms indicates that they refer to the subjectensitdf study. For instance, it has been
said that the term ‘history’ can refer to both &jsat matter (the past) as well as the
scholarly field that studies it (the academic gioe of history). The author further

explained these four terms as:

Ontologyis “that branch of philosophy which deals with thkeler and structure of
reality in the broadest sense possible” (Angel€81). According to Lee (2004),
“ontology comprises its members’ foundational sliabout the empirical or real
world that they are researching”. For instancegrgdic researchers believe that the
physical world can only be approached or explaittedugh quantitative methods,
whereas the social science researchers believecéntin entities such as shared
beliefs held by a long-established group of peothieir values, their social culture
and structure etc., influence the real world eveough these entities are invisible,

intangible, and in a real sense subjective in eatur

Epistemologyefers to “the nature of human knowledge and undeding that can
possibly be acquired through different types ofuing and alternative methods of
investigation” (Hirschheinet al, 1995). It can be sometimes defined as the theory

science of knowledge. It is a broad and high-letdline of the reasoning process by
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which a school of thinking performs its empiricaldalogical work. For instance,
unlike scientific researchers, social researchelig\® that scientific investigations of
socially constructed realities such as a cultureaofiven organization, calls for
reasoning processes different from those usediantsiic examinations of animals,
plants, and rocks. Also, ontology can lead to miran one epistemology. For
example positivist ontology can lead to the highgthematical formulae as well as

reasoning methods that framed Darwin’s theory olion (Lee, 2004).

Methodologyon the other hand is a less high level than episiegy. A methodology
refers to “a more specific manner in which to perfaboth empirical and logical
work” (Lee, 2004). The author further explains ttfs#g same epistemology can have
several methodologies. For example, epistemologsedbaon social aspects will
recognize the ethnography of (Van Maanen, 1983) thed grounded theory of
(Strauss and Corbin, 1998) to be methodologiesallyimmmethodcan be described as
“a process through which work can be carried ouge, 2004). Moreover, through

different steps, a method can be used as a demiecs€overing facts and knowledge.

Similarly, in Information Systemshe terminformationhas traditionally been seen as
a ‘processed data’ while later on, soft and in&tipe approaches have taken
information to be ‘data plus meaning’; whereas,tdren §stemshas always come to
denote ‘computer systems’ (Mingers, 1995). The @utbrther discussed the terms
information systems (IS) and information technolo@y); the term information

systems can mean the same as information technoMwre both these terms
sometimes simply designate ‘the computer’. An infation system is not the
information technology on its own, but the systdrattemerges from the mutually
transformational interactions between the infororati technology and the
organization. As seen in Lee (2004), Bostrom andnhéte (1977), in their work

explained these terms as:

Information system is that which results from thdeivention of an
information technology into an already existing isbsystem, as much as an
information system is that which results from ofiatervention of a social

system into an already existing information tecbggl
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Lee (2004) elaborated their idea as:

Information system is the result of an informati@chnology enabling an
organization, as much as an information system he tesult of an

organization enabling an information technology

Similarly, in Social Theory the termTheory comes from the origins of natural
sciences and those sciences that follow them. énntitural sciences, a theory is
considered as a set of independent and dependeablea which relates to one
another by the rules of mathematics or formal Iqgee, 2004). For instance, Popper
(1965) suggested an idea that the propositions’imgalgp a scientific theory has to
satisfy four different conditions. First, they mesthibit internal logical consistency.
Second, they must be empirically testable. Thifgyt must survive attempts at
empirical testing. Fourth, they must be at leasexsanatory or predictive as any
rival theory. These ideas for theory can suit theseial sciences that model
themselves on the natural sciences. However, titeses are inadequate for those

researchers who focus on the social dimension@fksciences.

The term Social in Social Theoryrequires some additional clarification. Some
researchers believe that any theory about the hureenys is a social theory. Others
believe that it is not about the individuals; itabout shared, socially constructed
institutions that endure even when the individual® are momentarily present are

replaced by the new ones (Lee, 2004; Popper, 1965).

3.1.1 Why Social Theory (Socio-technical Theory) is Uskftor the Current

Research

As this research is focused on studying and anadyttie current use of CRM (which
can be seen as a technology) within the bankingsimg of both Pakistan and the UK.
In order to investigate and analyze how differeantks’ employees in both countries
interact with their customers, as well as how d#fe departments within these banks
collaborate and communicate with each other usiRYICit is necessary to carry out

a social science research which is more usefutamahe research findings.
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Generally, social theories are helpful in condugtsocial science research. For
instance, Reevest al., (2008) talked about the advantages of usingriéedn social

science research. The authors explained that: dsticeories provide complex and
comprehensive conceptual understandings of thimgfsdan not be pinned down. For
example, how societies work, how organizations ajgerand why people interact in
certain ways. The authors further explained thatiabatheories give researchers
different lensesthrough which they will look at complicated proie and social

issues; focusing their attention on different aspenf the data and providing a

framework within which to perform their analysis”.

Amongst several social theories, ti8ocio-technical TheorySTT) provides a
comprehensive and a structured view of how differ@epartments should work
within the organization (i.e. tr@ocial systemwhile using different technologies such
as: CRM, ERP, SCM etc. (i.e. tiechnical systejn The concepts behind the theory
are useful for this study as it covers both soeiadl technical aspects within the
organization (i.e. in our case, the use of CRMhmbbanking industry can be seen as a
technical system; while the bank employees or wffe bank departments that are

using the CRM system can be referred as a sos&tsy.

Furthermore, the social theory is helpful as it b@nused to propose suggestions to
the organization (i.e. banks) to make proper use¢eofinology or to improve the
current use of technology (i.e. CRM) while considgrthe social factors (i.e. how
people behave with the use of these latest techmsowithin the organization).
Since, the basic concept of socio-technical thdolfys the requirements of current
research; therefore, it is further selected to yamalthe research findings and to
propose suggestions to the banking sectors ofwtbecountries (i.e. Pakistan and the
UK) in order to make proper use of CRM system. r@nmore, the concepts of the
theory are also useful to answer one of the rebegrestions of this study.

» Research Question:2How would the design principles of Socio-technical

theory benefit banking industry while using theettechnologies (CRM) in

the increasingly changing work environment?
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A detailed account of socio-technical theory andrkwdone by several social

scientists using the ideas of the theory is preskmt the following section.

3.2 Socio-technical Theory

3.2.1 Historical Overview of Socio-technical Theory

Socio-technical theory (STT) or Socio-technical t8gss (STS) is more than half a
century old. It was founded by a group of resea;hsocial scientists, therapists, and
consultants who came together at the end of SeWdadd War and formed the
Tavistock Institute of Human Relations at Londonl®46 and its concept was to
assist soldiers to regain their mental stabilitg &ealth after the war. This was the
initial focus and orientation of these membershef Tavistock institute, although they
were also interested in applying their ideas towoekers in the industry (Mumford,
1985).

Enid Mumford (1985, 2006) presented an extraorgin&aork on socio-technical
theory and in most of her work she covered the detapistory of the theory along
with its design aspects, and the impacts and imafpdns of information and
communication technologies. The author argued tti@aflavistock pioneers believed
that their research projects should not only bengts to increase knowledge, but that
they should also embrace the improvement of wdtkasbns that were unsatisfactory
in human terms. This decision led them to developapproach and methodology
which they calledsocio-technical This meant that technology, which, in their
definition, covered both machines and the assatiatek organization, should not be
allowed to be the controlling factor when new weylstems were implemented. Also,
equal attention must be given to providing a highaldy and satisfying work
environment for the employees. In practice, a printdjective of the socio-technical
system is to ensure that both technical and humetors should, whenever possible,
be given equal weight in the design process. Onthefimportant components of
socio-technical design is that employees who usedéw system should be involved
in determining the required quality of working-lif@provements (Mumford, 2006).
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Another remarkable work on socio-technical theowsvdone in the late 1970s by
(Bostrom and Heinen, 1977). In their research wihnk, authors highlighted major
management information systems (MIS) related probleand challenges in the
organizations and how these problems can be esttifsing socio-technical system.
The authors argued that the socio-technical systesumes that an organization, or
organizational work system, (e.g. a department),lmdescribed as a socio-technical
system. In other words, a work system is made utwofjointly independent, but
correlative interacting systems i.e. thecial systemand thetechnical systemThe
technical system is concerned with the processegst and technology needed to

transform inputs and outputs.

On the other hand, the social system is concernddthe attributes of people e.g.

attitudes, skills, values etc., the relationshipsoag people, reward systems, and
authority structures. It is assumed that the ostpéithe work system are the result of
joint interactions between these two systems. Tang,design or redesign of a work
system must deal with both systems in an integrimted. Figure 3.1 represents these

two jointly independent, but correlative interagtiwork systems.

Social Technical
System System

I

Structure -q—l--—-.... Technology
| i
i \ MIS
|
|

/ (Direct)
Tasks /

Peopla < »
I

Figure 3.1: The Interacting Variable Classes wittie Work System (Source:
Bostrom and Heinen, 1977, p.25)

79



Recently, Cartelli (2007) a researcher in didadtidsis work also discussed these two
subsystems in his own way. The author argues tlmaio¢echnical theory
hypothesizes the presence of two subsystems iny eMganization or corporate;
which are: thetechnical sub-systerand thesocial sub-systemAccording to the
author, “many researchers at the Tavistock Instiint London, while studying the
resistance of the work force to innovation and eslg to the introduction to the
technological systems for work automation, suggettat a fit between the two sub-
systems was needed for the overcoming of the werldifficulties and for the
achievement of the expected benefits from managenidre features that many

scholars hypothesized for the two sub-systems were:

» Thetechnical sub-systeims much more than the sum of the equipment in the
organization; it can be identified with the processsponsible for the
conversion of system inputs into system outputsoAthe conversion process

must be continuously controlled to be sure thatesygyoals can be achieved.

» The social sub-systenon the other hand, is much more than the set of
technical control tasks to be performed by peoflech technical tasks are
combined with individual jobs and with responsiies assigned to groups.
Any analysis and redesign of the social sub-systaplies a revision of the
jobs and of the corresponding social roles, forithplications they have on
the technical sub-system and for the extent to vkiey enhance or reduce
the quality of working life for the individuals anithe groups involved in
production” (Cartelli, 2007; Watson, 2004).

The above authors further argued that “the basisoofo-technical approach is that
the fit is achieved by a design process aiminghat jpint optimization of the
subsystems; any organizational system maximizedonpeance only if the
interdependency of the subsystems is explicitlpgeezed. Therefore, any design or a
re-design must seek out the impact each subsysésnom the other, and planning
must aim at the achievement of superior resultsrisuring that all the subsystems are
working in harmony” (Cartelli, 2007).
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3.2.2 Evolution of Socio-technical Concepts and its DesiBrinciples

As seen in Mumford (2006), from the start of 195@syveral socio-technical
researchers have tried to test and develop theytheater on,Open Systerwas an
initial and important concept of the socio-techhittaeory which recognized that
every socio-technical system is deeply rootedsrsitrroundings and this has a strong
influence on the way it behaves. For instancdjafénvironment is the department of
a university, it will also include the surroundinigpartments (e.g. other academic
departments) and all other activities that enabée university as an organization to
function effectively. In addition to the internahveronment, it will also include the
external environment of the university. Such notdran ‘Open System’ was greatly
influenced by the work of the European biologiseifglanffy, 1950). This open
system concept accepted the theory of ‘homeostagigth suggested that systems
evolve and become increasingly complex but evelytisdttle for a steady state in
which they can accommodate change without disropfidavis and Taylor, 1972).
The idea of homeostasis is still argued today. dpy@onents of this theory argued that
stability is not inevitable; problems may happersystems as they progress from one

state to another.

Mumford (2006) further argued that the idea of opgstems regarded both technical
systems and social systems as one inclusive sySteenresearcher or practitioner
must always consider them together whereas, treigeships between the two
systems, and between them and the external envenainmrmust also be carefully
analyzed. Such approach led to the developmentcoihglex method for analysing
work systems, which went through a number of sésteges. The groups of tasks or
unit operations which can be fitted logically tdysmtto become a work activity were
first needed to be identified. Each of these upirations has the responsibility of
such work group. Next, each workgroup has the powemake progress in the
production process if they find necessary. Suppgrtactivities for instance
maintenance and purchase of supplies etc., wecebasight into the analysis and
these were also the responsibility of work groufsoAthe key management functions
such as coordination and control of the system Wedtdo the executives. Attention

81



was given to the interpersonal relationships andkers were also asked to explain

how they saw their roles.

The socio-technical ideas were then developed byirthovative thinking of Fred
Emery, who was an earlier member of the Tavistoskitute in London. The author
produced the concept of ‘redundancy of functions*roultiskilling’. According to
Emery (1978), individuals or group workers musténéve aptitude to perform several
different tasks even though they do not requiranthe daily working life. Emery
believed that such redundancy would make the orgéon more responsive to
coping with undesirable occurrences. The authoo delieved that unstable
environment needs redundancy as it enabled thaeniaageon to be adaptive, and that
such redundancy was also easier to achieve inmsmifaging groups rather than in
individual work arrangement. These ideas by thé@utesulted in the development
of adaptive strategic planning. Therefore, planmogv involved the combination of
the value and goals of the organization. This waalglire the recognition of shared

values.

Similarly, as seen in Mumford (2006), Herbst (196éVeloped a new concept of
minimal critical specificationsThe idea of this concept was that “workers shdadd

told what to do but not how to do it; workers slibtdike their own initiative. The

author also developed an alternative to work hadies which involved work groups,
matrices, and networks. Whereas in a work groupgraup members should learn
and perform their work tasks, in matrices a nundfeasks are performed by all the
group members and other tasks require specialistsetworks, workers collaborate
from a geographical distance. These approaches wsexd and developed in 1962 in

the Norwegian Industrial Democracy Project”.

According to Mumford (1985), the use of socio-teécahdesign methods of analysis
in many different work situations led the Tavistogkoup to develop a set of
principles for good design. Cherns (1976) in aiclerin human relations described

these principles which were then presented by (Mud)f1L985) as:
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Compatibility. In this first principle, the author states thia¢ tesign process

must be compatible with its main objectives. Tiiglies that, if the objective

is to establish democratic work structures (DW8sn democratic processes
must be used from these (DWSSs).

Minimal Critical Specifications This principle contains both negative and
positive aspects. The negative aspect is that ‘agershall be specified than is
absolutely essential’. This means that a consideraimount of discretion is
left to a work group. The positive aspect is thetat is essential needed to be
identified’.

The Socio-technical CriterionThis is that deviations from expected norms
and standards must be controlled as closely ashyp@sBroblems of this kind
must be resolved by the team which is being afteced not by the

supervisor.

The Multi-function Principle This principle is that people should not be give
fractionated tasks. It is more adaptive and lesstefal for each individual or

group to have a range of tasks.

Boundary Location This principle is that in an organization, depahtal
boundaries have to be drawn. In the work procesandaries must be set
where work practices pass from one group to ano#iegroups should learn
from each other despite the existence of the baynda

The Principle of Information Flowin most of the organizations, information
about the company’s efficiency etc., is usuallylexkd and given to the top
management. However, it is preferable that suclormmétion should go

towards the workgroup whose efficiency is imporiamnd is being monitored.
The Principle of Support Congruenc&he social support system must be

designed to support social behaviour. If workers expected to cooperate

with each other, management must also show theosiing behaviour.
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» The Principle of Design and Human Value$he objective of the
organizational design should be to provide a higality of working life for

the members. The high quality of work requires:

job to be demanding
opportunity to learn on job
involves decision making
social support

opportunity of relating work with social life

o O O O O o

opportunity to a desirable future

» The Principle of IncompletionThis final principle states that the design is an
iterative process which never stops. High demandke work system require
continual rethinking of structures and objectiv€hérns, 1976; Mumford,
1985).

Another author named Pasmore (1985) wrote an aiticHuman Relations in which
he provided a positive assessment of socio-techtlieary and what the theory has
achieved over the past three decades. In his stiheyguthor suggested that the work
system must need to be viewed as a group of aeswiv facilitate the whole, and not
as a set of individual jobs. In this way, the wgrkbup will become more significant
than individual job holders. Control must be giterthe work group members not to
the external supervisors. Such practice would as@ethe efficiency as well as
democracy within the organization. The author alszussed the concept of multi-
skilling which was described by the author as wgndup members should have more
skills than a normal production required. Lastlg, the core objective of socio-
technical theory is to spread knowledge within dhganization; work system should
be designed in such a way that learning would fd&ee within both group workers

and the individual job holders.
The design principles of the socio-technical theevgre first adopted by the

organizations in 1960s; with the passage of tinesé principles became more

helpful and were then applied in later decadesdwerl organizations in different
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countries around the globe (Mumford, 2006). In tbidowing section, we present

some examples of international developments obstewhnical theory.

3.2.3 International Developments and Recognition of Sodechnical Theory

From 1960s Onwards

Cooper and Mumford (1979) in their work argued tBatopean countries were the
first initiators of socio-technical ideas and itssdyn principles. These Scandinavian
countries such as Norway, Sweden, and Denmark wted different methods and
emphasized on different aspects of work; these tcegnhad a similar set of values.
Within the organizations of these countries, bo#magement and trade unions were
required to cooperate with each other to achieyaarements in all levels of work.
One of the major focus in these organizations Was workers at all levels should
participate in the decision making process, andilshbe ready to work together to

solve any unforeseen problem.

Throughout Europe, many companies were interestedoicio-technical design
principles for many reasons. During that perioé, Buropean industry was expanding
and different companies were having labour probjetimsy were having problems
with obtaining staff and were scared of losing dines they already had. Researchers
and engineers were becoming interested in designévg and flexible production
processes. Several human-computer interaction gretgsted to take interest in the
socio-technical approach whereas many academics eagrcerned with its adoption
within the industry. From the academic circle, adbuexpert named Geert Hofstedte
believed that the humanization of work could becdheethird industrial revolution.
According to Hofstedte (1979), the first industri@volution was the move from
muscle power to machinery in the”l@entury. The second revolution was the arrival
of information technology whereas; the third wae #ocio-technical ideas and its
design approach towards work. The following sectieacribes the experiences of the

principle participating countries in more detailpesented by Mumford (2006).
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Norway was the major follower in the work humaniaatmovement. In 1962, Elinar
Thosrud, along with other researchers initiatedNloewegian Industrial Democracy
Programme which was assisted by Fred Emery. Thgrgmume was focused on three
phases: the first phase was to create improvedeseptative systems of joint
consultation. The second phase involved the creatfovorker directors; and in the
third phase, the programme was progressed to thk&place democracy with the
workers gaining the authority, power and resourteschange their own work
organization when and where it was required. Thogy@mmme was of great success

and later on, it was adopted by the major orgainimatin Norway.

At the workplace in Denmark, the cooperation betwesanagement and workers
about job content and job design began in seveaaidd companies after the World
War Il. Later on in 1970s, an agreement was madedssn the Danish Employers
Confederation and the Danish Federation of Traden$nwhich was focused on both
production and job satisfaction. This agreementegaorkers the facility to become
partners with their employers in the decision mgkprocess of the organization.
Also, through this agreement, workers were alsowadt to design their own work
situations. Several factors influenced this mowsaals work humanization. They
included increased interest from both managememnt @mons, who both saw
advantages in a more contented work force. By applyhese policies within
organizations, the results were encouraging butthen other hand, a number of
problems appeared. For instance, not all groupsngiloyees had the same interests
and wanted the same solution, other problem sudacksof support from the top
management. Danish experience suggested that sololeqms should be rectified for
success (Mumford, 2006).

France was also interested in the humanizationavk wluring the 1970s. Based on a
survey of different companies in 1975 and 1976, rdsilts showed that many jobs
were extended and enriched using the socio-tedhdiesign concept. The main
reasons were to search for manufacturing gainsiceed/orkers’ problems, industrial
problems, and poor work quality. To overcome thesslems, French government
introduced legislation which required employersptove themselves about how the

work situation had improved and how they will conié their better performance in
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future. However, the French unions were suspicadukese job design efforts, seeing

them as another mean to exploit workforce.

On the contrary, Italy was having a different diioia than France. In Italy, work was
organized with rigid structures and tightly congrotalled as Taylorism, which was
seen as a product of Fascism. The lItalian unions weepared to fight against it and
were determined to secure control over the worlaoiation (Rollier, 1979). Change
proposals were came from the unions while managemere being their reluctant
partners. Later on, the union became a dominacefand were became the major

promoters of work humanization and organizatioeakarch.

Mumford (2006) argued that in UK, a large-scale@dechnical project took place in
1965 at Shell UK with the assistance from the Tiaeis group. The people at Shell
UK were interested in a new management philosophgse idea was ‘that the
resources of the company are also the resourcelseo$ociety’ (Hill and Emery,

1971). The company’s objectives were then redefipesked on this philosophy and
decided that both business and social objectivesdcbest be achieved using the
socio-technical concepts. The important factor veasethink the operation of plant
and its production equipment before further autamna{Davis and Cherns, 1975).
The people from management were concerned thatdhesrs were not satisfied with
the present work process and if the company woultbraate its refineries, a
committed workforce would be important. Therefatewas then decided that both
management and workers must adopt a participatisaagement philosophy; the
target setting and performance review style waspidb in the company. The
Tavistock principles of achieving joint optimizaticof both technical and human
factors helped in implementation of the programiftee programme lasted for four
years and later on these experiments continuedheéti Slants in other countries such

as Austria, Holland, and Canada which are stilloomg.

The adoption of socio-technical design principlesravnot only restricted to Europe
and the UK; they were also adopted by many othanftt@s. For instance in USA,
the interest in socio-technical approach was d@esldack in 1972. The main reason

for its adoption was that organizations during ttae realized that the decrease in
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productivity might be because of unhappy workfor€n the other hand, the
competition from Japan and West Germany was alseasing. In 1980s, a group of
American researchers, managers, and consultamtedbthemselves into the socio-
technical round table. The group was sponsoredhbySociety of Manufacturing
Engineers, and managers from both the Digital Egeipt Cooperation and General
Motors who played a major role in its early actast Researchers and practitioners
from different countries in the field of socio-tental research were also invited to
join this group. Later on, the group played a mapde in spreading knowledge about
the socio-technical approach to the industries. gitwaip is still active in the USA

these days.

According to several researchers, 1980s was camesides a disappointing time for
organizational innovation because during that mkriledustry came under pressure to
cut their costs; hence, the socio-technical workhods were seen very risky and
unaffordable. Computers were introduced to fadditeoutine work which reduced
clerical costs and lean production methods werel usehe industry which became
very popular during that period (Moldaschl and Weli®©98). With the use of these
lean production methods, work processes becamdastiined and the socio-technical
concepts which encouraged decentralized control crmitdination were discarded
(Niepce and Molleman, 1988). Even though, few soeahnical projects were carried
out by several researchers in both UK and US dufiag period to assist the use of
new computer system. These projects provided exgsagtance to both technical and
human concerns and introduced teamwork, multiiegilland a degree of self-
management concepts (Mumford, 1995; Mumford, 1996anford, 1996b). These
projects were then successfully implemented indaogganizations such as Rolls
Royce, ICI, several banks, and hospitals in both &l USA. The participative
design of XSEL (digital's first expert system), wase of the significant project
amongst many others. The concept of this projesttwassist the sales force and was
designed worldwide implementation (Mumford and MaoBid, 1989).

Similarly, during the 1990s, several companies 8AJEurope and Australia carried

out with the socio-technical projects by redesignits concepts in accordance with

both economic and social conditions. Numerous Wepts were started based on the
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development of high commitment and high performamoek groups founded on the
power sharing between both management and workeBveden, Volvo adopted the
socio-technical design principles into their busgienvironment. The company now
uses the phrase ‘delivery, quality, and economsults’ to describe its objectives
which are related to cost control. Their results abtained through having contact
between work groups and external market groups sgchustomers and suppliers
(Mumford, 2006).

To summarize, starting from the early 1960s uwitilaly, the ideas of socio-technical
theory have been readily accepted by many compan@ashd the globe. In general,

one of the major concepts of the socio-technicabt for any organization is that the
workers at all levels should participate in theisien-making process, and should be
ready to work together using technology to solvioreseen problems. Scandinavian
countries such as Norway, Denmark, France, ang \tale the initial adopters of the

theory. These countries incorporated laws whichuired companies to improve

different aspects of work. The adoption of socichtacal design principles was not
restricted to Europe; they were also adopted berséwther countries around the
world. These countries realized the importancéneftheory and implemented several

projects within numerous organizations which alleaftgreat success.

The concepts of the socio-technical theory willftm¢her used in the next chapters of
this research to analyze the research findingspaoplose suggestions to the banking
industry in order to make best use of CRM systaah$hie same time considering the

human factors.

3.3 Consideration of Other Theories

Before selecting socio-technical theory to analyhe findings and to provide
suggestions for current research, several othesridse were also considered. The
basic concepts, benefits, and weaknesses of theseids were thoroughly studied.

Two of these theories are described in this secttogether with their design
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principles and their contributions to the fieldinformation systems: Work Systems

Theory, and Actor Network Theory.

3.3.1 Work Systems Theory

The Work Systems Theowyas developed by Steven Alter, a professor ofrmédion
systems at the University of San Francisco. In feisent work, Professor Alter
explained that the termvork systenhas been used loosely for many areas. It was first
discussed back in 1977 by Bostrom and Heinen (197 7&heir articles of MIS
Quarterly. Later on, Sumner and Ryan (1994) usededim to explain problems in the
adoption of CASE (Computer Aided Software Enginegyi Several socio-technical
pioneers such as Trist and Mumford also used the tecasionally, but it was not
defined in detail by these researchers. The adtirtrer argued that the work system
approach defines work system carefully and he densiit as a basic analytical

concept. The author defined work system as:

A system in which human participants and/or machiperforms work using
information, technology, and other resources toduwe products and/or
services for internal or external customers. Typibasiness organizations
contain work systems that procure materials fronppders, produce
products, deliver products to customers, find congls, create financial
reports, hire employees, coordinate work acrossadements, and perform

many other functionfAlter, 1999).

Professor Alter further explained that the worktegs concept is like a common
denominator for many of the types of systems thaerate within or across
organizations. Information systems, projects, amapby chains are all special cases of
work systems. An information system is a work systehose processes and activities
are devoted to processing information. A servicetegy is a work system that
produces services for its customers. A projectwsek system designed to produce a
product and then go out of existence. Similarly,s@pply chain is an inter-
organizational work system devoted to procuringamals and other inputs required

to produce a firm’s products.
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A typical work system framework is shown in figug2 which can be used to
summarize any work system and can be used for Zinglyhe work system. The
framework comprises of nine different elements;heatement in the framework
should be used in even a superficial understandirayspecific system. The arrows
used between each element reflect the importancenaihtaining the mutual

alignment between these elements. Four elemertkeitrapezoid which are business
processes, participants, information, and technotmmprise the system performing
the work. Along with that, five other elements aegquired for brief understanding of
a work system. These are: products and servicetproers, environment, strategies,
and infrastructure. The framework is useful in diéseg the system being studied,
identifying problems and opportunities, describpagsible changes, and to identify

how those changes might affect other areas of tbek veystem (Alter, 2002;
Wikipedia, 2010e).

1 /cusTOMERS

/ BUSINESS PPOCESSES \
i PARTICIP-’\.‘JTS ! I[\'EOF’»I-‘-‘.TIDN\ Y TECI—;\OLOGE&

INFRASTRUCTUERE

Figure 3.2: A Work System Framework (Source: AIg02)

Business processethe work performed within the work system cansbhenmarized
in terms of one or more business processes wheps stay be defined tightly or may
be relatively unstructured.
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Participants These are the people who perform at least somgheofwork in the
business process. Some of these participants msputers and IT extensively, while

others may use little or no technology.

Information Information includes codified and non-codifiedarmation used and
created while participants perform their work. Eitllype of information may or may

not be captured on a computer.

Technologies Technologies include tools (such as: cell phonpspjectors,
spreadsheet software, and automobiles) and teami@guch as: management by
objectives, optimization, and remote tracking) tvatk system participants use while
doing their work.

Customers These are the people who receive direct benedih fthe products and
services which the work system produces. This teduexternal customers who
receive the organization's products and/or servares internal customers who are

employees or contractors working inside the orgation.

Products and Service®roducts and services are the combination ofipalytings,
information, and services that the work system pced.

Environment Environment includes the organizational, culturaompetitive,

technical, and regulatory environment within whibke work system works.

Infrastructure Infrastructure includes human, informational, dadhnical resources
that the work system relies on even though theseurees exist and are managed

outside of it and are shared with other work system

Strategies The work system’s strategy and the organizatiatrategy may help in
explaining why the work system operates as it déesamples of work system
strategies include assembly line approach verstssae-manager approach and mass
customization approach versus a commodity appraach manually customized
approach (Alter, 2002).

92



There are many advantages of a work system th@&beymajor advantage is that the
theory is generally used as a problem solving aggrdor organizations which starts
from identifying the actual problem within the ornggation towards the final
recommendations for making better decisions fourkit Although, there are several
advantages of the theory, there are few drawbalks. major disadvantage of the
theory is related with the alignment and the batahetween its various elements
since all of its elements are interdependent. Aighan its one element would usually
require a corresponding change in other elementgder to maintain balance. For
instance, better information or technology may hane effect on work system
performance if nothing is being done about limitfiagtors elsewhere, such as with
the business process or participants. Also, itasydo say that elements of a work
system should be aligned and balanced, but the tfatt work systems contain
disparate elements often lead to imbalances andilignsents which require

management attention (Alter, 1999).

3.3.2 Actor Network Theory (ANT)

Actor network theory (ANT) was also initially codgrred to analyze the findings of
the current research. It is basically a social thewiginally created by Science and
Technology Studies (STS) scholars Bruno Latour Miahael Callon, the sociologist
John Law, and others during the early 1980s. Adngrtb Wikipedia (2010f)Actors

is considered as people, organizations or objd&sworkis a relationship between
these actors. Actor network theory attempts to ml@schow material-semiotic
networks come together and how they work togethex whole. For instance, a bank
is both a network and an actor that hangs toge#rat,for certain purposes act as a

single entity.

Latour (1991, p.179) discussed that “the theorfedsffrom many other theories and
it views both people and technology equally innieévork. Therefore, the term actant
is symmetrical; it applies indifferently to bothrmans and non-humans”. However,
(Learning-theories.com, 2010) explains that themhaloes not typically attempt to
explain why a network exists; it is more interestadthe infrastructure of actor-

networks such as how they are formed and how theyall apart etc.
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Similarly, Roseet al, (2005) in their work discussed that a long-stagdiebate in
the field of information systems concerning theatiehship between technology and
organizations. The authors emphasized on the us&l®fand Structuration theory to
create balance between organizations and technoldegording to these authors,
ANT is an assumption of general symmetry betweentékchnical and social worlds.
Furthermore, ANT is not restricted to humans, hatattributed to technologies
(machines) and to material objects. The trust ef theory is to treat human and
machine (or material) agency equality.

Actor Network Theory was used by several reseaschetheir work; for instance,
Beekhuyzen and Hellens (2006) in their researclkwapplied ANT to investigate the
use of online banking in Australia. The authorsdusiee theory as a lens to view
online banking practices in Australia. They exptbtiee various user groups and their
varying needs for interacting with the bank. Acdéogdto the authors, the actor
network theory was the best choice for their rededrecause the theory allows
exploring the relationship between technology aadpte, whilst giving insight into
the changes enacted through interactions betwesmn #nd the bank. The authors
further explained that the adoption of actor netitreory would help to investigate
the sensitive balance between the technical andlsspects of online banking. Also,
the theory has given them a solid basis for mortailee investigation and
interpretation of the data. Figure 3.3 shows thearcldescription of the complex

practices of online banking activities in Australia
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Goal: Identify how the different
Online payment netwaorks of human and non-human
gateways players relate to each other
- how do they influence the
EFTPOS development and stabilising of
technology

Intemet

Bank customers

ATMs \
Bank
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Actor-network ISPs
thEDl‘j" / government
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Cash / Material
. Situational Conditions
Online DbjECtS Credit ]
identity cards Family
Work
Cheques  Eransfers Marriage
Friendghip
Defacto + gay

Figure 3.3: Actor-Network Theory in Banking (Sourdgeekhuyzen and Hellens,
2006)

Although there are several advantages of the ANhas also been criticized by
several researchers. For instance, (Learning-tecom, 2010) stated in their

website that there are several criticisms heldrdigg ANT, these include:

> Firstly, the absurdity of assigning agency to nonho actors i.e. no
distinction is made between humans and animaldgsipal objects that may

be part of the network under consideration;
» Secondly, ANT is considered by many critics as imahcthat is because it
assumes all actors are equal within the networlga@ommodations for power

imbalances can be made; and

» Lastly, ANT leads to useless descriptions whichnsegointless to many

critics.
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To summarize, work system theory relates to théigyaation of both humans and

machines to perform work together, using IT to e products for internal as well
as external customers; actor network theory attengotescribe how different actors
interact in a network to work together. Althoughttbaheories were initially

considered for analyzing the research findingsy thiere not utilized because one of
the main concerns of the current research is té& ktothe social consequences of
technology (CRM) within the banking industry. Nouthd, these theories cover the
participation of both humans and technology witthie organization (banking) to

work together on the same platform to achieve bédrgets. However, these theories
do not focus sufficiently on the social aspectse Bocio-technical theory, on the
other hand, covers human, technological, and sasplects within the banking

industry. Therefore, socio-technical theory hasnbselected to analyze the findings
of this study. A detailed account of socio-techhtb@ory has already been given in
previous sections of this chapter. The ideas othibery will be further covered in the
analysis chapters to support the analysis and ssv@mone of the major research

guestions.

3.4 CRM: The Management Models

Over many years, several researchers have propase@rous CRM models to
enable organizations, especially the banking ingiusto improve the current
performance of CRM systems across all the functian@as, e.g. marketing, sales,
service and support, and IT/IS. Each model hasvits advantages for banks, where
the sole purpose of these models is to support GRkun successfully within the
banking industry. In this section, we present saihthese models and discuss their

components.

We start with a discussion of the latest work ofrigaand Frow (2004, 2005, and
2006). These authors proposed a strategic framevimrkcustomer relationship
management (CRM) which helps broaden the undernstgraf CRM and its role in

enhancing customers’ value and, as a result, shlagieshvalue. As shown in figure
3.4, the model has two main components: core drossional CRM processes, and
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key CRM implementation elements. The model contdives key cross-functional
CRM processes: strategy development, value creatiuiti-channel integration,
information management, and performance assessiiiealso contains four key
CRM implementation elements: CRM readiness assessmERM change
management, CRM project management, and employgagement. The authors
developed a new conceptual framework based on thesmsses and explored the

role and function of each element in their framewor
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Figure 3.4: CRM Strategy and Implementation Modebyrce: Payne and Frow,
2006)

The authors discussed the five core cross-fundtiomogesses as:
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» Strategy Development Proce3$e process defines the overall objectives and
parameters for the organization’s CRM activitieeeJprocess focuses on the

organization’s business strategy as well as custsiretegy.

» Value Creation Processlt involves taking the outputs of the strategy
development process and building a program thdt bgtracts and delivers

value.

» Multi-Channel Integration ProcessThis process involves managing every
contact point between the customer and the compalsg, creating better
ways for customers to experience the company anduriery the
communications and services a customer receivesighrdifferent channels

are coordinated, coherent, and tailored to thetiquaar interests.

» Information Management Processhis process is known as amginethat
drives CRM activities. It involves IT systems whigitludes organization’s
hardware, software, and middleware; analytical 4p@ind front-office and

back-office applications.

» Performance Assessment Procedshis final process ensures that the
organization’ strategic CRM objectives are beingveeed to an appropriate
standard and that key metrics to guide future im@nuent are identified
(Payne and Frow, 2006).

Similarly, the key CRM implementation elements fangher discussed by the authors

as:

» CRM Readiness Assessmerttis first element helps managers to assess the
overall position in terms of readiness to prognegs CRM implementation
and to identify how well developed their organiaatiis relative to other

companies.
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» CRM Change Managemenin order to implement any large-scale CRM
software, organizations normally have to undergbstantial organizational
and cultural change. A critical dimension of anygla CRM programme,
therefore, is an effective change management pmoge

» CRM Project ManagementCRM project management has increasing
importance as the size and complexity of CRM itiites increase. Successful
CRM projects deliver against the CRM objectives\zt from the corporate

objectives and support the overall business styateg

» Employee Engagemerithis final element is the engagement of employees
support the various initiatives that comprise theerall CRM programme
(Payne and Frow, 2006).

Eid (2007) discussed the critical success fact@SHs) for CRM implementation.
CSFs can be viewed as those activities and pradine should be addressed in order
to ensure the successful implementation of CRM iwitthe banking sector. Eid
further developed a conceptual model to integrage GRM system, covering three

different areas: CRM enablers, CRM effectivenesd,@RM success.

The third model we discuss here is presented byardati et al, (2009). Their
research was based on the investigation of CRMities in e-banking among Iranian
banks. These banks, according to the authors, legadg adopting CRM but their
approach towards CRM is different. As a resultythave achieved different rates of
success towards customer satisfaction and CRM.alt®rs developed a theoretical
framework to investigate CRM activities in publicdaprivate banking in Iran, using a
gualitative case study approach and conductingrakveerviews with bank officials.
As shown in figure 3.5, their model is split intbreée main types/components:
communicational/collaborative CRM, operational CR&hd analytical CRM. The
authors discussed their interview results usingrate components and highlighted

major problems related to CRM activities in botlblwand private banks in Iran.

99



Front Office Back Office

N —

~— ~ —
c
0
e
£
z % Enterprise Marketing Automation
L g (EMA)
= g + Personalized Marketing
c L » Advice, Peripheral Service$
S n
= 2 + Cross-Selling _.
E O c
" S E n =
o 5 Q £
c <g £ s S
© gs E|[a s .
[$) §2 g || S 5
SEEE 52§ )
[
ouw< = 8o 5 o @
3 2 c c (a)
N e o 2 @ o E
OS2 ko = S £
L = 0O = [ Qo
2 g = 3 S =g
02T T = S c
0 n o o S © § <
= 5 OIL O © = =
g £ ° 2
5 % [ [ °
3 S
P O
- J & J N— __
' '
Communicational Operational Analytical

Figure 3.5: The Emerged Framework InvestigationC&M Activities in Iranian
Banking Industry (Source: Keramatt, al, (2009)

The last model we discuss here was presented e BR009, p.20) in a remarkable
work in which he proposed a CRM value chain modék idea of this model was
taken from Michael Porter'salue chain model (Porter, 1985). It consists @E fi
primary stages and four supporting conditions legdiowards the end goal of
enhanced customer profitability. As seen in fig8r@, the primary stages of Buttle’s
model are: customer portfolio analysis, customéimacy, network development,
value proposition development, and managing theéomey life cycle. These five
primary stages are sequenced to ensure that a ogmpédth the support of its
network of suppliers, partners, and employees teseand delivers value propositions

that acquire and retain profitable customers. Tinmagry stages are supported by four
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supporting conditions which are: leadership andtuce] data and information

technology (IT), people, and processes. These stippa@onditions enable the CRM

strategy to function effectively and efficiently.

Primary Stages

- —
Custome| Custome| Network Value Manage
Portfolio | Intimacy | Development| Proposition the Customer
Analysis (SCOPE) Development| Customer
Lifecycle
Leadership and Culture
Data and Information Technology
People
Profitability
Processe
— B

Supporting Conditions

Figure 3.6: The CRM Value Chain Model (Source: But2009, p.20)

3.5 Proposed CRM Model used as a Frame of Reference

In the previous section, we presented some wellvknGRM models designed and

proposed by several researchers in their recernk.Widns section presents an ideal

CRM model (selected from existing CRM models) whigh be used to analyze and

discuss the results of this study. Basically, theaiof designing a model or using an

existing model while conducting a research is tiddoup an ideal case, after having

reached a thorough understanding of the reseaegh Such a model or a framework

can be further used as a frame of reference adtter ghthering to help the researcher
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to analyze the obtained data and to propose suggesiAs the objectives of this
research do not require designing a new modelke$earch is based on studying and
analyzing the current CRM operation in the bankimystry of Pakistan and the UK.
These research objectives can be achieved usiegisting CRM model (previously
proposed and used by researchers in their worlg. chlosen model can be used in
this study as a frame of reference and can alaasbé to analyze the findings of the
current research by discussing the results usiegdifferent components of the
model. Given the existence of so many CRM modedsjgihing a completely new
model was not considered as a main concern forstioidy, and the results of this
work will be analyzed and discussed using the comapts of an existing CRM

model.

The CRM model used for this research work is seteétom models studied in the
literature survey. The model was proposed by L0, who presented an ideal
CRM architecture which shows a complete view of CRdfivities and projects all

the functional areas within the bank. The modebiscifically designed for banks and
it covers most of the CRM components which weres@néed in detail in chapter 2.
The model contains four major functional areas with bank: contact channel
management, customer data management, enterpdee-mianagement, and IT
management. A complete account of these four majeas is presented in the

following sections.

Liu (2007) explained that an ideal CRM strategy tloe banking industry includes
action plans for adapting e-Commerce to faciliaistomer contact with banks more
conveniently and intimately. Furthermore, consingta bank’s own CRM
architecture and its proper functionality is essgrn these plans. Based on CRM
development and the best practices in the bankidgstry, the architecture focuses
on maintaining customer intimacy with the streamtdirfarrowed) business process, as

shown in figure 3.7.
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3.5.1 Contact Channel Management Strategy

In this first area, the author explained that ttrategy focuses on contact channel
unification and concentrates on strengthening célarthrough value-added services.
This strategy should reflect where and when theéooosr wants to connect with the

bank, from a streamlined process perspective @00y7).

> Building a friendly way for customers to connecthvbusinessBanks should
build multi-channels to expand their services sashbranches, call centres,
ATM (Automatic Teller Machines), IVR, internet bang, PC-banking
(Personal Computer Banking), PDA (Personal Digiaisistant), Kiosks,
telephones (wired, GSM, or WAP) etc., to connecttlte customers and
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improve the security and convenience of all thesannels. The critical

channels in the future will be websites and mobtideices.

> Integrating and utilizing various cost-effectiventact channetsBanks should
integrate all the contact channels from a custooniented perspective and
should build standard operating procedures (SORsdng the various
channels to process and integrate customer datambine consistency there is
between processing customer data and various clsatime more information
there will be that all channels can share, andribee business resources there
will be that can be used (Liu, 2007).

3.5.2 Enterprise-wide Management Strategy

The author explained in this second area that baaks to design a business strategy
in the value discipline of customer intimacy and the benefits of customers’ fist.

This is critical for the success of CRM. They céaert re-engineer their business
processes from the point of view of customers antelgrate all the systems/contact
channels. The latter requires the unification afibess goals, rules, and objectives for

transformingdata-centredsolutions intacustomer-centrednes (Liu, 2007).

» Re-engineering process and formulating a custoreetred strategyBanks
should aim to move from mere operational excellelcejust product
leadership to a situation where they manage custdata in such a way as to
allow every unit (person or department) in the gise to use the resulting

integrated and consistent information.

» Integrating front-office and back-office systerfise front-office activities that
connect with the customers can be divided by theirction into three
different kinds of activity: sales force automationarketing automation, and
customer service/support. The customer data thaicst these activities are
produced from the internal operations and from rextedata emanating from
the back-office (Liu, 2007).
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3.5.3 Customer Data Management Strategy

In this third area, Liu argued that if banks wanimhprove their relationship with their
customers, they must recognize their preferencdddferent behaviours and satisfy
the needs of individuals by integrating all theemactive data in their database in such
a way as to support customer analysis and decisiaking. Also, banks should
establish criteria and systems to segment custonméespret the differences among
them (for instance, the profits, costs, preferendegalties, etc.), and then offer

personalized services (Liu, 2007).

» Collecting and integrating customer daBanks have to collect and integrate
customer data from all the various sources withadmbm the internal
operations of the enterprise, and with externah disdm ‘collaboration’ with
the database. With some internal data, it is ptessitbuse data-cleansing tools
to standardize and validate the data or to obtaw wlata that provides

additional capabilities for analyzing customers.

» Analyzing customer datalrhis approach includes evaluating the actual and
potential value of customers, evaluating their lyyay estimating the degree
of customer satisfaction with goods and servicdentifying the targeted
customers to balance the relationship and calagjatie cost, revenue and

actual contributions of each customer (Liu, 2007).

3.5.4 Information Technology (IT) Management Strategy

In this final area, the author explained that CRN&ted IT with its operational,

analytical, and collaborative support systems cemgints the processes involved in
all aspects of customer interactions. An effect’BM architecture, one that is
suitably comprehensive, is founded upon such anffastructure and upon customer

data management and enterprise-wide managemen2Q0T).

105



> IT-related contact channel managemehihe major IT applications involved
in this category are telephone centres, automatit distribution (ACD),

interactive voice response (IVR), and private bhaexchanges (PBX).

> IT-related customer data managemerithe collection, integration, and
analysis of customer data are founded upon dataieab@ology, including
data cleansing, data mart, data warehousing, datamgnand OLAP, XML
has passed from the early adopter phrase into ti@sitneam acceptance

phase and may become the primary syntax for adrpnise data development.

> IT-related enterprise-wide managenerithe technology related to the
integration of messages between front-office anckiwdfice includes FEDI,
COBRA, COM/DCOM, RMI, and other transmission teclogies, with
middleware (Liu, 2007).

The four major functional areas of the proposed CRbtel (as mentioned in this
section) along with the ideas and design principtéssocio-technical theory
(presented in the previous sections of this chapigrbe further used in the analysis
chapter to analyze the research findings and airsgveéhe research questions.
Similarly, the concepts and design principles oé tocio-technical theory, the
knowledge obtained from the CRM literature, andpghgposed CRM model will also
be used in the later chapters to propose suggsstiothe banking industry of both
Pakistan and the UK so as to improve their curusetof CRM system.

3.6 Conclusions

This chapter presented a theoretical frameworkhicivwe discussed an ideal CRM
model for the banking industry, previously propossdLiu (2007). The model was
selected for this study as it shows a complete we®RM activities and projects all
the functional areas of CRM within a bank. The mdaddespecifically designed for
banks and it covers most of the CRM componentudgsd in chapter 2. The model

shows four major functional areas of CRM within ank: contact channel

106



management, customer data management, enterpdee-management, and IT
management. These four major areas of the mode theroughly discussed in this
chapter. This CRM model will be further used inststudy as a frame of reference
and will also be used to analyze and discuss thdtsefrom the two case studies and

propose suggestions to the banks.

This chapter also presented an overview of resahaegries that are useful for social
science research, and we also discussed the puspaseng a social theory for this
study. The concepts of socio-technical theory (wsethe main theory to analyze the
research findings and make proposals for this 3twdyre presented in this chapter
along with its design principles, and its contribos towards several organizations.
This chapter also reviewed other social theorieghvivere initially considered for

this study.
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Chapter 4

Research Methodology

This chapter presents the research methodologytedidyy the researcher to conduct
this study. The chapter starts with the concepeséarch and its approaches that are
mostly used in social sciences i.e. quantitativd goalitative research. Then, an
overview of positivistic, interpretive, and criticeesearch paradigms is provided.
Next, several research strategies that fall under interpretive paradigm are
presented i.e. action research, case study resedhctography, and grounded theory.
These research approaches are thoroughly discumseédtheir advantages and
disadvantages are also presented in this chapkem,Tthe chapter presents some
discussions about selecting case study approactpamidularly multiple-case study
approach for this research. Similarly, in the [zet, the chapter presents the available
data collection techniques that fall under the ipldtcase study approach and the

techniques that are used for this research.
4.1 Whatis a Research?

The termResearchs defined by several researchers in their ownswkgr instance,

according to its basic definition from the oxfondtnary, it is define as:

The systematic study of materials and sources deroto establish facts and

reach new conclusion®skOxford, 2010).

Similarly, Wikipedia has provided the basic defnit of research as:
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The search for knowledge or any systematic invatstig to establish facts
(Wikipedia, 2010g).

Likewise, Myers (2009, p.6) a known Professor oh#&s defined the term research in

his recent book as:

An original investigation undertaken in order tontobute to the knowledge
and understanding in a particular field

The author further explained that research typicafivolves enquiry about an
empirical or conceptual nature and it is conductesd people with specialist
knowledge about the subject matter, theories, amdhoals in a specific field.
Research may involve contributing to the intellettinfrastructure of a subject or
discipline e.g. by publishing a dictionary. In sofieéds such as computer science, or
information systems (1S), research can also inclindeexperimental design of new
artefacts. The author further explained that thHg way to tell if the research findings
are both sound and original is if those findinge apen to scrutiny and formal
evaluation by experts in a particular area. Thathis findings must be evaluated by
those who are experienced and qualified to do sahérmore, if these experts in
evaluating the research find that the results av@d, and that the findings are new to
them, then we can safely say that the researchegiragepresents an original
contribution to the knowledge. Such a way of eviahgathe quality of research in

social sciences is called the peer review systege(d] 2009, p.6).

4.2 Research Approaches

Traditionally, in social sciences, there are twsesrch approaches available i.e.
guantitative researchand qualitative research However, mixed method approach
(i.e. the suitable combination of both quantitativel qualitative research approaches)
is treated as a third research approach that epéed and used by several researchers
in their work. A detailed account of these apprascis presented in the following

sections.
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4.2.1 Quantitative Research

According to Creswell (2009, p.4), “a quantitatiresearch is a means for testing
objective theories by examining the relationshipagvariables. These variables, in
turn, can be measured, typically on instruments,trei numbered data can be
analyzed using statistical procedures. The finaltewr report has a set structure

consisting of introduction, literature and theangthods, results, and discussion”.

Similarly, Straubgt al, (2004) and Myers (2009, p.8) explained thatghantitative
research approach was originally developed in tea af natural sciences to study the
natural phenomena. The examples of quantitativeareb approach are nowadays
well accepted in the social sciences. The quanitaesearchers generally emphasize
on numbers more than anything else. That is, thebeus come to represent values
and levels of theoretical constructs and concepdstlae interpretation of the numbers
is viewed as a strong scientific evidence of howhanomena works. The authors
further explained that the presence of quantiteesa predominant in quantitative
research that statistical tools and packages aessantial element in the researcher's
toolkit. Sources of data are of less concern imtifigng an approach as being
guantitative research than the fact that empigocdéirived numbers lie at the core of
the scientific evidence assembled. In most of @wees, quantitative researchers use
some statistical tools and packages to analyse dla¢d such aStatistical Package
for Social Science§SPSS) etc. Some quantitative approaches areeysumethods,
laboratory experiments, formal methods (e.g. ecatoos), and numerical methods
such as mathematical modelling (Strailal, 2004; Myers, 2009, p.8). Some of the

well-known quantitative strategies are presentetiéfollowing sections.

4.2.1.1Survey Method

It is a strategy which is usually associated wite teductive approach. It is popular
and a common strategy in business and managensgdrch because it allows the
large amount of data from sizable population inghly economic way. According to

Straubet al, (2004) and Emory (1980), in the survey methale ‘researcher seeks

verbal or written responses to the questions aemst@nts. Surveys can be very
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effective in gathering data about individual prefaes, expectations, past events, and
private behaviours. The versatility of this methedts greatest strength. It is the only
practical way to learn many types of informatiordahe most economical way in

many other situations”.

4.2.1.2L aboratory Experiments

“Laboratory experiments take place in a settingeesly created by the researcher
for the investigation of the phenomenon. Using timisthod, the researcher has a
control over the independent variable(s) and thedoen assignment of research
participants to various treatment and non-treatnwamditions” (Boudreawet al,
2001; Straulet al, 2004).

4.2.2 Qualitative Research

Qualitative research approach has been used byroumeesearchers for a long time
now. Flick (2007, p.1) in his latest work explaindtht the qualitative research
approach is a distinctive way to describe an adtiera to the ‘quantitative research’
and was coined against the background of a critafuiae latter and especially the
development it had taken in the 1960s and 1970&eer, qualitative research has a
long history in many disciplines, where social acieresearch in general began with
approaches that would now be summarized undertgtiadi research. Today, the
label ‘qualitative research’ is used as an umbrian for a series of approaches to

research in the social sciences.

Similarly, Myers (2009, p.8) in his book explain#tat: “the qualitative research
approach was developed in the social sciencesablemesearchers to study social
and cultural phenomena. Some of the known qualéatipproaches are: action
research, case study research, grounded theoryethmdgraphy. Qualitative data
sources include observation and participant observdfieldwork), interviews and

guestionnaires, documents and texts, and the oksgar impressions and reactions.
Generally, the qualitative research methodologylasigned to help researchers to

understand people and the social and cultural gtteithin which they live;
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whereas, the qualitative data are mostly a recbwhat people have said”. A detailed
account of these qualitative research strategies action research, case study
research, grounded theory, and ethnography arergesk later on in this chapter
followed by the strategy that is used for the aotrresearch.

4.2.3 Mixed Methods Research

As seen in Creswell (2009, p.4), previously Cretvald Plano Clark (2007)
explained mixed methods approach as: “a researgmoagh that combines or
associates both quantitative and qualitative fornts.involves philosophical
assumptions, the use of quantitative and qualéasigproaches, and the mixing of
both approaches in a study. Thus, it is more tivaplyg collecting and analyzing both
kinds of data; it also involves the use of bothrapphes in tandem so that the overall

strength of a study is greater than either quavgar qualitative research”.

4.2.4 Proposed Research Approach for Current Research

The selection of a research approach is highly m#ge on the type of research
which is to be carried out. If the requirement e$earch is to gather statistical data
and to analyze such data using some mathematicdélhmy tools (such as using

SPSS etc.), a quantitative research approach b#sttee nature of that particular

research. Whereas, for gathering and analyzingdtdta which covers the social

aspects of research, and the research does noreregpy statistical results, a

gualitative research approach would be supportitbat case.

As the current research does not require any datmwé data such as calculations,
exact results, numbers, and anything that is mabkyrit is highly focused on

studying and analyzing the current CRM strategy ismdperation within the banking
sectors of both developing and developed counfries Pakistan and the UK). This
research work also intends to highlight the weagkee®f current CRM operation in
the banking sectors of the two countries and waqrovide some suggestions to
improve CRM operation in banks based on the unaedstg from the CRM

literature. Therefore, a qualitative research apghois suitable for the nature of
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current research. Secondly, the qualitative rebeapproach is selected because the
current research intends to cover a lot of soaidl eultural aspects of CRM such as
how CRM is currently used by major banks of botkistan and UK, what are the
cultural differences between the two countrieseinmis of CRM adoption, and how
different banks in both countries perceive it (eitlas a technology or a strategy) to
attract new customers while maintaining relatiopshwith the existing customers. As

a result, the current research is based on thé&afinsd research approach.

4.3 Research Paradigm

According to Rubin and Rubin (1995; 2005, p.20), re&search paradigm, or
philosophy shapes how people study their worldoftstitutes a way of looking at the
world; interpreting what is seen; and deciding whiof the things seen by the
researchers are real, valid, and important to decuint also indicates how research
ought to be conducted, by whom, and with what degref involvement or
dispassion” (Rubin and Rubin, 1995; 2005, p.20; c@Pte and Schensul, 1999,
p.41). Myers (2009, p.23) proposed that every mebearoject is based on some
philosophical assumptions about the nature of tbddrvand how knowledge about
the world can be obtained. Often, these assumptoadaken for granted and are
implicit in researcher's mind. The author belietbat every qualitative researcher
should make their philosophical assumptions explisuch assumptions provide the
foundation of everything that follows.

As proposed by Orlikowski and Baroudi (1991); Hinseim and Klein (1989); Chua
(1986); and Oates (2006), generally, in informasgstems (IS) discipline, there are
three research paradigms or philosophies pasitivistic interpretive and critical

research. These three categories are based omdeglying research epistemology.
As shown in the following figure 4.1, a qualitativesearch can be positivist (Yin,
2003), interpretive (Walsham, 1993), and critiddérnnstein, 1978; Orlikowski and
Baroudi, 1991). These research paradigms are atgmged by Myers (2010) in his

latest work and are discussed in the followingisest
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Figure 4.1: Research Paradigm (Source: Myers, 2010)

4.3.1 Positivist Research

“Positivists generally assume that the realitybgeotively given and can be described
by measurable properties which are independertteobbserver (researcher) and his
or her instruments. Positivist studies generallgrapt to test theory, in an attempt to
increase the predictive understanding of the phemarh(Myers, 2010). According to
Remenyi et al, (1998, p.33), the basic principle of positivigtsearch is the
assumption that “the researcher is independemahaither affects nor is affected by
the subject of the research”. Gill and Johnson T19%gue that “the positivist
research emphasises on highly structured methogdmdacilitate replication and

guantifiable observations which leads to the diatisanalysis”.

4.3.2 Interpretive Research

“Interpretive research is concerned with understandhe social context of an
information systems; the social processes by wiichdeveloped and constructed by

people and through which it influences, and isueficed by, its social setting”
(Oates, 2006, p.292). Interpretive research is tabicovering the details of the
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situation to understand the reality and to exptbeesubjective meanings motivating
people’s actions (Remengt al, 1998). Rubin and Rubin (2005, p.27) explained:th
“interpretive research is about how people viewohject or event, and the meaning
that they attribute to it is what is importantiatters less whether a chair is 36 inches
high and 47 years old than that one person persetvas an antique and another
views it as junk”. On the other hand, interpretiregearch does not attempt to test a
hypothesis, but seeks to discover and describeirttexaction between various
independent social factors. Also, the interpretegearch is concerned with deriving

meaningful information from social interaction (Brand Vidgen, 1999).

4.3.3 Critical Research

Orlikowski and Baroudi (1991) in their work preseshthe idea of (Bernstein 1978, p.
181) about the critical research. According todbeve authors, “a critical researcher
attempts to critically evaluate and transform tloeia reality under investigation.
Where the other two research perspectives (i.atiyies and interpretive research)
are content to predict or explain the status gne,dritical perspective is concerned
with critiquing existing social systems and reveglany contradictions and conflicts
that may inhere within their structures. Throughstéosing this type of self-
consciousness and understanding of existing s@oaditions, critical researchers

believe they can help to overcome oppressive solations”.

As the objectives of this study are based on shgdgnd analyzing the social aspects
of CRM i.e. how CRM is currently operated in thejondanks of Pakistan and UK,
and how different departments in these banks shéenation with each other and
interact with the customers using the central CBstesn. Upon considering the pros
and cons of the three research paradigmantempretive researchapproach seems
relevant to the current study because the intaygrstudies attempt to understand the
social phenomena through the meanings that humenrydéresearchers) attach to
them. Secondly, several researchers have alsote€ptirat the interpretive research
highly emphasizes on the role of researcher asnterpreter of the data and an
individual who represents information (Creswell020p.248). Therefore, in order to

study and analyze the research problems, an ieterprapproach seems suitable and
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is selected for this study as the approach is fomesed towards the understanding of
social context of information systems and it givesre freedom to a researcher to
interpret and analyze the data based on his/her wunderstanding to the actual
problem. The research strategies that fall underititerpretive paradigm will be

discussed in the following sections.

4.4 Research Strategies

Several research strategies are available whichbeansed to conduct interpretive
research in information systems (I1S). Among thesay fesearch strategies i.e. action
research, case study research, ethnography, anddgo theory are most commonly
used for information systems (IS), business andagament related research (Myers,
2009, p.24; Oates, 2006). The authors also merttitimet each research strategy can
be used with any of the research/philosophicalgignas. For example, a case study
research strategy can be positivist, interpretoregritical. A detail account of these

research strategies is presented in this section.

4.4.1 Action Research

Rapoport (1970, p.499) defines action researcherfdllowing way:

Action research aims to contribute both to the picad concerns of people in
an immediate problematic situation and to the gadlsocial science by joint
collaboration within a mutually acceptable ethi¢edmework

In a special issue on action research in MIS qugrtBaskerville and Myers (2004)
presented the historical background of action meseaAccording to the authors,
action research was originated in the social seiemut of the massive social changes
of World War 1l. It was developed by Kurt Lewin @B) at the Research Centre for
Group Dynamics (University of Michigan) in ordergtudy social psychology within
the framework of field theory. Lewin, later on peaged a model of action research
which included six different stages i.e. analydest finding, conceptualization,
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planning, implementation of action, and evaluatidine model was adapted by
several researchers for many years. Several sshotarducting research in socio-
technical systems also used different forms obactesearch for many years (Lewin,
1947).

The authors further presented four pragmatist wesifrom the major set of
assumptions underlying the action research metlubdsewin, and several other
researchers; the authors believe that these famipes are still most essential in
order to conduct research using action researchoapp. First, it is necessary to
establish beforehand the purpose of any actiomdans that the theory must be
explicit before the action is taken; otherwise ¢hes a risk that the action is
purposeless, and therefore meaningless. Secomd,rthest be a practical action in the
problem setting. Third, the practical action musbim the theory whereas; the theory
must be adjusted according to the practical outcarhehe action. Fourth, the
reasoning and action must be socially situated hvimeans that the action researchers
must be participant observers (Baskerville and gy2004).

Mingers (2003) discussed that: “in action reseatich,researcher explicitly becomes
involved in intervening in the situation and attéimg to bring about the change. It is
distinguished from consultancy in that the researchnters the situation with
particular theoretical or methodological tools d@hen uses the process and results of
the intervention to evaluate the theory or metholtie author further argues that
specific methodologies such as soft systems metbgddSSM) (Checkland and
Holwell, 1998) and participatory action researchl¢FBorda and Rahman, 1991) are

included in this category.

Baskerville (1999), in an article discussed thatioac research was explicitly
introduced to the information systems communityagsurely research methodology
by Wood-Harper (1985). Like Mumford and Checkland/ood-Harper also
incorporated action research concepts into an rat@sed systems development
methodology called/ultiview (Wood-Harperet al, 1985). Similarly, Baskerville and
Wood-Harper in their work further state that: “ideal domain of the action research

method is characterized by a social setting where:
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> the researcher is actively involved, with expedbedefit for both researcher

and organization,

» the knowledge obtained can be immediately apptiegre is not the sense of
the detached observer, but that of an active paatit wishing to utilize any

new knowledge based on an explicit, clear concéjramework,

» the research is a (typically cyclical) process ilwgk theory and practice”
(Baskerville and Wood-Harper, 1996).

As seen in Baskerville (1999), previously Susmad Brered, (1978) presented the
cyclic process of action research in five differphises. According to the authors, the
approach first requires the establishment of antkgstem infrastructure or research

environment. Then, five identifiable phases areatt as shown in Figure 4.2:

diagnosing,
action planning,
action taking,

evaluating and,

YV V V V VY

specifying learning
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Figure 4.2: The Action Research Cycle (Source: Sursamnd Evered, 1978)

Lau (1999) in his work presented several benefitaction research for information
systems (IS) discipline. According to the authdre tuse of action research in
information systems (IS) can be a rewarding expegeyet a challenging one at the
same time. For those aspiring to make a differend&, action research provides a
unique opportunity to bridge theory with practiedpwing one to solve real-world
problems while contributing to the generation oivrienowledge. However, problems
happen if the approach is not used properly. Fetairce, Baskerville and Wood-
Harper (1996) presented several problems relatetttion research approach. Some
of these problems are: “the lack of impartialitytioé researcher has led to rejection of
the action research method by a number of reseatcBecondly, some of the action
research offered to the scientific community ladiger which makes it difficult for
the work to be assessed for the award of reseaggheds and for publication in
academic journals. Another problem highlighted iy &uthors is that action research
is context-bound, and not context-free. Therefiing, difficult to determine the cause
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of a particular effect that could be due to theimmment, researcher or methodology.
This means that action research produces narrawihggin its context because each

situation is unique and cannot be repeated”.

4.4.2 Case Study Research

There are many definitions of a case study resed&fch instance, Benbasat al,
(1987) define case study as:

A case study examines a phenomenon in its nateitahg, employing multiple
methods of data collection to gather informatioanfr one or a few entities
(people, groups, or organizations). The boundaokthe phenomenon are not
clearly evident at the outset of the research anderperimental control or

manipulation is used

According to Myers (2010), “the termase studyhas multiple meanings. It can be
used to describe a unit of analysis (e.g. a casky sif a particular organization) or to
describe a research strategy”. However, in thisi@gcwe discuss the use of case
study as a research strategy. Case study reseamthgy is the most common

approach of qualitative research used in infornrmaggstems (IS) (Orlikowski and

Baroudi, 1991; Alavi and Carlson, 1992).

Yin (2009, p.18) in his recent book presented togs of a case study into two parts
which are discussed as follows:

1. A case study is an empirical inquiry that

» investigates a contemporary phenomenon in depth vatidn its real-life

context, especially when

» the boundaries between phenomenon and contexioadearly evident (Yin
2009, p.18).
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2. The case study inquiry

» copes with the technically distinctive situationwmich there will be many
more variables of interest than data points, arshasresult

> relies on multiple sources of evidence, with daggding to coverage in a

triangulation fashion, and as another result

> benefits from the prior development of theoretipedpositions to guide data

collection and analysis (Yin, 2009, p.18).

Similarly, Creswell (2007, p.73) described casedgtas a qualitative research
approach in which the investigator explores a bednslystem (a case) or multiple
bounded systems (cases) over time, through detaitedepth data collection
involving multiple sources of information (such aebservations, interviews,
audiovisual material, and documents and reportg),raports a case description and
case-based themes. For instance, several prog@amulifi-site study) or a single

program (a within-site study) may be selected liergtudy.

Creswell (2007, p.74) presented several steps doducting an interpretive case
study research that were previously presented bBkeS{1995). According to the
author, the first step for a researcher is to datez if a case study approach is
appropriate to the research problem. Secondlyrekearcher needs to identify the
case or cases. These cases may involve an indiyvskweeral individuals, a program,
an event, or an activity. Thirdly, the data coliectis required which involves several
techniques such as interviews, documents, and asdal materials. The fourth step
is to write a detailed description of the case gighne data collected from the field.
The fifth step is to analyze the data in which tesearcher has to focus on the key
issues (analysis of themes). The final interpresite for a researcher is to report the
meaning of the case or cases, whether that meaoimgs from learning about the
issue of the case (an instrumental case), or legqrabout an unusual situation (an
intrinsic case) (Creswell, 2007, p.74; Stake, 1995)
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The case study research has several advantagesof@me main advantages of the
case study research is its ‘face validity’ whichame that a well-written case study
based on empirical research in an organizationesgmts a real story that most
researchers can identify with. Another advantageh#& it allows researchers to
explore or test theories within the context of ngassal-life situations. However, the
case study approach has several disadvantagef@me main disadvantages is that
it can be difficult to gain access to the particideganization that a researcher wants
to study. Another disadvantage is that the researcas no control over the situation
which means that if the company is suddenly takesr by another company while
the researcher is half way through his/her stuldgre is a very little he/she can do
about it (Myers, 2009, p.80).

4.4.3 Ethnography
Creswell, (2009, p.13) in his latest book defin@aegraphy as:

A strategy of enquiry in which the researcher stadan intact cultural group
in a natural setting over a prolonged period of @ifay collecting, primarily,

observational and interview data. The research prhoe is flexible and
typically evolves contextually in response to tlied realities encountered in
the field settingCreswell, 2009, p.13; LeCompte and Schensul, 1999

The author further explained the historical backgib of ethnography. According to
the author, ethnography had its beginning in themarative cultural anthropology
conducted by early J0century anthropologists such as: Boas, MalinowRkicliffe-
Brown, and Mead. Although, these researchers ilitiaok the natural sciences as a
model for research; they differed from those udiaglitional scientific approaches
through the firsthand collection of data concerniegisting primitive cultures
(Atkinson and Hammersley, 1994; Creswell, 2007,9p.6.ewis (1985, p.380)
believes that ethnographers immerse themselvdwitivies of the people they study.
Recently, scientific approaches to ethnography lepanded to include “schools” or
subtypes of ethnography with different theoretioakntations and aims, such as

structural functionalism, symbolic interactionismgcultural and cognitive
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anthropology, critical theory, and cultural stud{@gkinson and Hammersley, 1994;
Creswell, 2007, p.69).

According to Preston (1991), “ethnography withie 1S context looks beneath the
surface and examines, from the viewpoint of thetigipants of the setting, the
meaning and role of MIS in their social or orgatimaal world. From ethnographic
accounts, the theoretical constructs and modeldI8f may be challenged. It is the
critical distance between managers’ views of MIS #retheoryof MIS that creates

the tension necessary to reorient our understardfitite craft’. However, Yin (2009,

p.15) argued that IS research using ethnographyapp usually require long periods
of time in the field and emphasize detailed, obsgonal evidence. Participant-
observation may not require the same length of tmeé still assumes a hefty

investment of field efforts.

Myers (1999) in his research work discussed theefitisnand limitation of research
using ethnography approach. According to the autboe of the most valuable
aspects of ethnographic research is its depth. Becthe researcher is there for an
extended period of time, the ethnographer sees pdwile are doing as well as what
they say they are doing. Over time, the researthesble to gain an in-depth
understanding of the people, the organization, taedoroader context within which
they work. As Grills (1998), points out by going where the action jsthe field
researcher develops an intimate familiarity witk thlemmas, frustrations, routines,
relationships, and risks that are part of everyliley The profound strength of
ethnography is that it is the mastdepthor intensiveresearch method possible.

The same author also presented several disadvantaigethnographic research.
According to the author, “one of the main disadaget of ethnographic research is
that it takes a lot longer than most other kindsegkarch. Not only does it take a long
time to do the fieldwork, but it also takes a Idimge to analyze the material and write
it up. Another disadvantage of ethnographic resepresented by the author is that it
does not have much breadth. Unlike a survey, amogtiapher usually studies just the
one organization or the one culture” (Myers, 1999).
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4.4.4 Grounded Theory

Grounded theory is a research strategy that seadavelop theory that is grounded in
data systematically gathered and analyzed. As duoyeMyers (2009), Martin and
Turner (1986) define grounded theory as:

An inductive, theory discovery methodology thabwd the researcher to
develop a theoretical account of the general fesguiof a topic while

simultaneously grounding the account in empiridadervations or data.

The author further discussed that the major diffeeebetween grounded theory and
other research strategies is its specific apprdactneory development. Grounded
theory suggests a continuous interaction betwetmatdlection and analysis (Myers,
2009). Mingers (2003) in his work discuss that:olgnded theory is a general
approach which was originally developed by Glasad &trauss (1967), for
developing theory from, or grounded in, empiricaicial research (Strauss and
Corbin, 1994). The approach uses data from a rarigeources (which includes
guantitative research approach) in order to geeditatories that plausibly explain
relationships among the concepts within the datais Idistinguished from the
positivistic approach to data analysis in thataesl not accept an independent, pre-
existing reality about which truth can be discoderiRather social theories are always

interpretations, and truth is enacted” (Minger€)20

Similarly, Urquhart (2001) in his work discussedtth“grounded theory can be
employed either as a philosophical approach tseareh or as a technique to analyze
the data. As a research philosophy, the reseamh@oaches a research question
without adopting griori a research framework or a theoretical context. groended
theory can be used as a research technique anddésclthe process of constant
comparison of data with categories which have esterfgom previous data. Such
constant comparison either generates new categur®gpports previously identified

categories”.
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The two popular approaches of grounded theory wezsented by Creswell, (2007,
p.64) in his work. According to the author, “thés® approaches are: tilsgstematic
proceduresof (Strauss and Corbin, 1990, 1998) and, ¢bestructive approaclof
(Charmaz, 2005, 2006). In the systematic approdlch, investigator seeks to
systematically develop a theory that explains megcaction, or interaction on a topic
(such as the process of developing a curriculunie €onstructive approach of
grounded theory lies squarely within the interpetapproach to qualitative research
with flexible guidelines, a focus on theory deveddghat depends on the researcher’s
view, learning about the experience within embeddedden networks, situations,
and relationships, and making visible hierarchiéspower, communication, and

opportunity”.

For data collection using grounded theory appro&kywell (2007, p.64) explained
that the data collection in grounded theory stuiglgzigzagprocess. The researcher
goes out to the field to gather information, anehtlbhack into the office to analyze the
data, back to the field again to gather more infdram, into the office, and so forth.
On the other hand, Strauss and Corbin (1990) dseclgrounded theory’'s data
analysis process using the termgen axial, and selectivecoding. “Open coding
includes analyzing the data and identifying theegaties that represent conceptual
groupings of data. The axial coding involves makiognnections between the
categories to identify an overall theoretical fravoek. Finally, the selective coding
represents completing the association of data Woeraerging categories and the
identification of core categories to support thexcaptualization of the theoretical

framework”.

The main advantage of grounded theory researchaisit encourages systematic,
detailed analysis of the data and provides a metbodoing so. “For the beginner
researcher, the detailed guidance provides a nddael of comfort that the data are
being analyzed in a systematic manner. This adgantd theory is at one and the
same time its major disadvantage. For instance,bttginner researchers of the
grounded theory method tend to get overwhelmeldeatoding level. The attention to
word and sentence-level coding usually focusestilmel on the detail. Beginner or

inexperienced researchers tend to find it difftt(Myers, 2009, p.112). On the other
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hand, grounded theory research is also consider@di@ of time consuming process

by several researchers in the past.

4.4.5 Proposed Research Strategy for Current Research

Upon considering several research strategies,eastady approach is selected for this
study as it allows researcher to conduct an extenand in-depth research of an
organization (i.e. banking industry in our casenBasaet al, (1987) believes that in

IS research, an interpretive case study researeltegy is considered as a well-
established qualitative research method that allthes researcher to “examine
phenomena in its natural setting, employing mudtiplethods of data collection to
gather information from one or a few entities suab people, groups, or

organizations”.

Similarly, Hartley (2004, p.323) describe that:case study research strategy consists
of a detailed investigation, often with data calet over a period of time, of
phenomena, within their context. It is particulaslyited to research questions which
required detailed understanding of social or orgaiwnal processes because of the
rich data collected in context”. In the contextanfrrent researchynderstanding of
organizational processesan be seen as the current use of CRM within #rkihg
sectors of Pakistan and UK wheresaxcial processesan be referred as how bank

employees collaborate and communicate with eadér asing CRM system.

Furthermore, this study is basedranltiple-case studiespproach i.e. CRM operation
in the banking sector of Pakistan ease study oneand CRM operation in the
banking sector of UK asase study twoYin (2009, p.60) in his latest work discussed
that a case study research includes both singtenaiitiple-case studies. The author

proposed the advantages of using multiple caseestad:
Although all designs lead to successful case ssuti@wever, if the researcher

has a choice and resources, “multiple-case studiesé preferred over
“single-case” designs because, the conclusionsirgisfrom the multiple

126



cases (independently) are usually more powerful th@se coming out from a

single case alone

Therefore, the current study is based on multipleecstudies (using two cases) and
several data collection techniques that fall uritdermultiple case study approach are

discussed in the following sections.

4.5 Data Collection Techniques for Qualitative Case 8{uResearch

There are several data collection techniques thatbe used to conduct a qualitative
research. Particularly, for a case study researtlitiple data collection techniques
are used to support the research findings (Benlesalt, 1987). According to Yin

(2003), for conducting a case study research, iygapation for data collection can be
complex and difficult. If they are not handled welle entire case study investigation

can be jeopardized, and all of the earlier work.

According to the same author, there are six souotesvidence available that are
most commonly used in doing a case study resedrchse are: documentation,
archival records, interviews, direct observatigraaticipant-observation, and physical
artefacts (Yin, 2003, 2009; Oates, 2006; Myers,920BRIcNamara (1999) presented a
table containing most of these techniques and eg@nother two techniques i.e.
guestionnaires and focus groups as shown in thenfilg table 4.1. Therefore, in this
section, we first discuss these available datactdn techniques and then, highlight

some of these techniques that are used for therduesearch.
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Method Overall Purpose Advantages Challenges
When need to quickly -Can complete anonymously| -Might not get careful
and/or easily get lots of -Inexpensive to administer | feedback
. . information from people in| -Easy to compare and analyze-Wording can bias client's
Questionnaires, a non threatening way -Administer to many people | responses
Surveys, -Can get lots of data -Are impersonal
Checklists -Many sample questionnaires$ -In surveys, may need
already exist sampling expert
- Doesn't get full story
When want to fully -Get full range and depth of | -Can take much time
understand someone's information -Can be hard to analyze and
impressions or experiences,-Develops relationship with | compare
Interviews or learn more ab(_)ut thgir client _ _ _ -Can b_e costly _ _
answers to questionnaires| -Can be flexible with client | -Interviewer can bias client's
responses
When want impression of | -Get comprehensive and -Often takes much time
how program operates historical information -Info may be incomplete
without interrupting the -Doesn't interrupt program orl -Need to be quite clear abouit
Documentation | program; is from review of| client's routine in program what looking for
Review applications, finances, -Information already exists | -Not flexible means to get
memos, minutes, etc. -Few biases about data; data restricted to what
information already exists
To gather accurate -View operations of a -Can be difficult to interpret
information about how a | program as they are actually| seen behaviours
program actually operates, occurring -Can be complex to
Observation particularly about processgs-Can adapt to events as they| categorize observations
occur -Can influence behaviours qf
program participants
-Can be expensive
Explore a topic in depth -Quickly and reliably get -Can be hard to analyze
through group discussion, | common impressions responses
e.g. about reactions to an | -Can be efficient way to get | -Need good facilitator for
experience or suggestion, | much range and depth of safety and closure
Focus Groups | understanding common information in short time -Difficult to schedule 6-8
complaints, etc.; useful in | - Can convey key information people together
evaluation and marketing | about programs

Table 4.1: Basic Methods for Data Collection (SeutdcNamara, 1999).
4.5.1 Documentation
Documentary information is likely to be relevantewery case study topic. This type
of information can take different forms and shoblel the object of explicit data
collection plans. There are a wide variety of doeata such as:
» letters, memoranda, e-mail correspondence, andr gtbesonal documents

such as official publications, letters, dairiesyrjwals, branch literature and

broachers etc.;
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45.2

agendas, announcement and minutes of meetingstlhedreports of events;

news clippings and other articles appearing in thass media or in

community newspapers (Yin, 2009, p.101).

Archival Records

Yin (2009, p.105) discussed that archival recordgamputerized form are mostly

used these days and this technique is also coedider an important data collection

technique. Examples of the archival records include

>

45.3

Service RecordsThese records show the number of clients servest av

given period of time.

Organizational RecordsThe examples are organizational charts and budgets

over a period of time.

Maps and ChartsThe maps and charts of the geographical charattsrior

layouts of a place.

Survey DataSuch as census records or data previously caletieut ssite

Personal RecordsSuch as diaries, calendars, and telephone list{Mgs
2009, p.105).

Interviews

Interview technique is one of the most importard aseful data collecting techniques

for the qualitative case study research in IS. Aterview can be defined as an

exchange of words between two people. These twwithdils can be characterized

as an interviewer and an interviewee. The intergieschedules the interview in a

planned manner with the intention of obtaining uk&fformation about his/her area

of research from the interviewee. Interviews iss&ful technique for a number a
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reasons: they are concerned with acquiring infoionabn a particular topic, getting
answers about complex issues, obtaining answeveedsas emotions, and probing
sensitive information (Oates, 2006). According tm Y2003), while conducting an

interview, the interviewer has two jobs:

> to follow own line of inquiry, as reflected by reseher’s case study protocol;

» to ask actual (conversational) questions in anasdadl manner that also serves

the needs of researcher’s own line of inquiry (\2003).

Three major types of interview techniques were psad by Myers (2009, p.123)
which are: structured interviews semi-structured interviewsand unstructured

interviews The author further elaborated these three tedesigas: “structured
interviews involve the use of pre-formulated quasd, usually asked in a specific
order, and sometimes within a specific time lirfBieémi-structured interviews involve
the use of some pre-formulated questions, but tlsere strict adherence to them.
New questions might emerge during the conversation such improvisation is
encountered. Finally, the unstructured interviemgolve the use of a very few pre-
formulated questions. There may or may not be a timit, and interviewees have a

free rein to say what they want”.

Myers and Newman (2007) conceptualized the intenpeocess as Brama Their
dramaturgical model was build upon Goffman’s theofyface-to-face interaction,
which views the interview process as a social aggon. The dramaturgical model’s

concepts are summarized below.

» Drama The interview is a drama with a stage, propspractan audience, a
script, and a performance.

» Stage A stage is a variety of organizational settingsl aocial situations. In

organizational setting, the stage is normally aficef Various pops will be

used such as pens, notes, and a voice recorder.

130



Actor. Both the interviewer and the interviewee can bensas actors. The
researcher has to play a role of the intervieweer@as the interviewee plays

the role of a knowledgeable person in the orgaimmat

Audience Both the interviewer and interviewee can also deen as the
audience. The researcher should listen carefulljevthe interviewee should
listen to the questions and answer them appropyriafde audience can also
be considered as those individuals who will reag rdsearch study at a later

stage.

Script A script is considered as a list of questions tieged to be asked during
the conversation with the interviewee. The intemge has to use his/her

expertise and knowledge to answer such questions.

Entry. It is important for interviewer to make a goodpirassion during the

first meeting with the interviewee.

Exit. Leaving the stage, thanking the interviewee foarsmg the relevant

information or documents.

Performance All of the above steps will produce a good or adb
performance. The quality of performance affects dhality of the findings

which in turn affects the quality of data.

The above authors further explained that the drargetal model can help IS

researchers to address some of the potential dckwband challenges of the

gualitative interview. The model also focuses onasptualizing the interview as a

drama and aims to discover the participants’ eepegs in their own words (Myers
and Newman, 2007).
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4 5.4 Direct Observations

In this type of data collection, the investigatethaving a field visit to the case study
sitethereby creating an opportunity for direct obsaores. For example the condition

of buildings or workspaces will indicate somethaigput the climate impoverishment
of an organization. Thus to increase the religbibf observational evidence, a
common procedure is to have more than a singlerafisenaking an observation,

whether of a formal or casual variety (Yin, 2003).

4.5.5 Participant-Observation

It is a special mode of observation in which theestigator is not merely a passive
observer. Instead, the investigator may assumeietyaf roles within a case study
situation and may actually participate in the esdming studies (Yin, 2003). Myers
(2009, p.139) explain it as: “a data collectionht@ique in which a researcher is not
only observing people doing different things, blsibatake part in these activities to
some extent. The main idea of this approach isttieatresearcher is interacting with
different people in attempt to gain an understagaintheir beliefs and activities from

inside. For example, a researcher working in aramgation on a part time basis,

while doing his research on the development oh&orimation system”.

4.5.6 Physical Artefacts

According to Yin (2009, p.113), “physical or cullr artefacts could be a
technological device, a tool or instrument, a wofkart, or some other physical
evidence. Such artefacts may be collected or obdeas part of a case study and have
been used extensively in anthropological researth& author further explains that:
“the physical artefacts have less potential relegan the most typical kind of case
study. However, when relevant, the artefacts caarb@mportant component in the
overall case” (Yin, 2009, p.113).
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4.5.7 Questionnaire

A questionnaire can be described as a set of celgestions that are sequenced
systematically. The researcher normally requestspomdents to answer these
guestions on either paper based form or an eldactmord file. According to Oates
(2006), there are two types of a questionnairesefz-administerecand researcher-
administered In the self-administered type, the respondent pletes the
guestionnaire without supervision, whereas for rsmearcher-administered type, the

researcher fills in the answers that are gathewad the respondents.

The author further explained that the questionsulshdoe short, related, clear,
detailed, and goal-oriented. Either open or clageestion formats can be used, open
guestions giving respondents the freedom of ansgen their own way, and closed
guestions specifying a list of multiple answers $etection by the respondents. The
author further discussed the drawbacks of usingstquenaire data collection
technique. One of the major drawbacks of this teghnis that the answers may not
be reliable since there is no way of checking tteglibility of respondents and due to

the lack of interaction, little opportunity exists probing the answers (Oates, 2006).

4.5.8 Focus Groups

As the traditional interview approach is simply dneone conversation between
interviewer and interviewee, nowadays there is rareiasing use of focus group
interviews. Focus group approach is being usedl variety of fields, such as health
education and in evaluation of social programs, iafecame popular in the social
science discipline during the 1980s. Basicallyisita group interview approach, in
which the researcher engages all the participantisstuss and present their views on
a particular research topic. A focus group is ctigrized by a non-directive style of
interviewing, where the major concern is to encgara variety of view points on the
topic in focus for the group. The researcher intcas$ the topic for discussion and
facilitates the interchange. The researcher's mask is to create a permissive
atmosphere for the expression of personal andictnf viewpoints on the topic in

focus. However, the aim of the focus group is rotreéach consensus about, or
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solution to, the issues discussed, but to brinthfdifferent viewpoints on an issue
(Kvale and Brinkmann, 2009, p.150).

4.5.9 Proposed Data Collection Techniques for Current Rasch

In the previous sections, we discussed the availdala collection techniques that are
generally used for an interpretive case study rekedor the purpose of current
research, from these several available techniguotesyiew technique is considered as
the main source of data collection for this studyitacovers two different aspects i.e.
acquiring relevant information about the researdpict (CRM) by having
conversation with various banks’ officials, andtla¢ same time, observing different
activities within the banks i.e. how CRM is curigntused in different banks of
Pakistan and the UK. Moreover,sami-structured interviewtyle is used because it
provides more insight into the research topic alhgwesearcher to gather answers to
the specific interview questions on one hand, amdhe other hand, the researcher
will gather some additional information from thedrviewees that could be relevant
and used for the write-up at the later stage. S#ructured interview style is also
useful wile comparing it with the structured intew style in our case because with
the semi-structured style, the interview questiaresdesigned to be more generic and
the interviewees can freely express their viewgoaitout the topic.

Other data collection techniques such as documensaand archival records which
include: bank publications, annual reports, broesHeformation about different

products and services), account tariffs, bank gakports, and frequent visits to the
banks’ websites etc., are all used as the secorstanges of data collection that are

also useful for current research.

4.6 Conclusions

This chapter provided detailed information abowt tesearch methodology used to
conduct this research. The available research appes that are mostly used in social
sciences research i.e. quantitative and qualitatigee thoroughly presented along
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with some discussions about several research gieatethat fall under both
guantitative and qualitative research. Similarlye ®also covered the three research
paradigms or research philosophies i.e. positojistiterpretive, and critical research
that are generally used in IS research. Then, weepted some discussions about the
selection of qualitative research and its interpeetase study approach for this study
as this approach seems relevant to the natureioofdbearch. Furthermore, we also
proposed and selected multiple-case study apprioachis research as it is a suitable
approach to present the two case studies in a wstonetured form. Similarly, a
complete description of the available data coltectiechniques that are mostly used
for the multiple-case study approach and the tegles that are used for the current

study are also presented in this chapter.
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Chapter 5

Field Study and Within-Case Data Analysis

This chapter presents the first stage of data aisalyithin-case analysisin which

we separately explain and analyze the two caseestsélected for this research, i.e.
(i) CRM operation in the banking sector of Pakistand (ii) CRM operation in the
banking sector of the UK. The chapter starts witbcussion of the data analysis
technigues normally used for an interpretive caselysapproach. Theross-case
analysistechnique was selected for the current researtchissechnique specifically
applies to the analysis of multiple cases and iemelevant if a case study approach
consists of at least two cases. The chapter thesepts the two case studies
separately in the form of ten different themesdach case. These themes contain the
overall operations of CRM within the banking seaibthe two countries.

5.1 Data Analysis Techniques

According to Creswell (2007, p.147) analyzing tard several other forms of data
presents a challenging task for the qualitativeeaeshers. It is a hard job for a
researcher to represent the data in the form dédalmatrices, and narrative form.
The author further discussed that data analysigualitative research consists of
preparing and organizing the data; for examplet, dexa as in transcripts, or image
data as in photographs, for further analysis; deth reducing the data into different
themes, and finally representing the data in talfigares, or a discussion (Creswell,
2007, p.147). Recently, Yin (2009, p.136) propokesl different techniques for data

analysis that can be used in a case study reseéhdse are: pattern matching,
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explanation building, time-series analysis, logiedals, and cross-case synthesis. The
author explained that for qualitative case studseaech, one of these techniques
should be considered. However, the author arguasrnibne of these techniques is
easy to use, and all would require much practideetased powerfully. In this section,
we will further discuss these techniques and thelecs the one that is most

appropriate to the current research.

» Pattern Matching One of the most desirable techniques is to usatterm-
matching logic. Such logic compares empirically dzhgatterns with the
predicted one (or with several other predictiotis)he patterns coincide, the
results can help a case study to strengthen @snak validity. If the case study
is an explanatory one, the patterns may be retateépendent or independent
variables of the study (or both). Similarly, if tlbase study is a descriptive
one, pattern matching is still relevant, as longhespredicted pattern of the
specific variables is defined prior to the datalexlon (Yin, 2009, p.136;
Trochim, 1989).

» Explanation Building: This data analysis technique is in fact a speyg of
pattern matching, but its procedure is more diffiand therefore deserves
separate consideration. Using this technique,gbearcher’s role is to analyze
the case study data by building an explanatiomefdase. This implies that it
is most useful in explanatory case studies, bus ipossible to use it for
exploratory cases as well as part of a hypothemieigiting process (Glaser
and Strauss, 1967). It is an iterative process begins with a theoretical
statement, refines it and revises the propositiepeating this process from
the beginning. A major limitation with this techoris a loss of focus (Yin,
2009, p.141).

» Time-Series AnalysisThis is a well known technique in experimental and
guasi-experimental analysis. Such data analysisnigae can follow many
intricate patterns; the more intricate and prettigepattern, the more the time-
series analysis will lay a firm foundation for tbenclusions of the case study.
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Time-series analysis techniques can be used ie thfierent ways, i.e. simple

time series, complex time series, and chronologfés 2009, p.144).

Logic Models This technique has recently become popular arsgduseful in
conducting case study evaluations. Yin (2009, p.lstated that “the logic
model deliberately stipulates a complex chain ofres over the extended
period of time. The events are staged in repeatesezeffect-cause-effect
patterns, whereby a dependent variable or eveah aarlier stage becomes
the independent variable for the next stage. Tleeofi$ogic models technique
consists of matching empirically observed eventshioretically predicted
ones; therefore, many researchers consider thmitpee as another form of
pattern matching technique. However, because o$¢leential stages in this
technique, it deserves to be distinguished as aragpdata analysis technique
from the pattern matching one” (Yin, 2009, p.14@tdPson and Bickman,
1992; Rog and Heubner, 1992).

Cross-Case SynthesisAccording to Yin (2009, p.156), the above four
techniques can be used for either a single-casenutiple-case studies;
however, cross-case synthesis applies specifitallype analysis of multiple
cases. In other words, this data analysis technisjureore relevant if a case
study research consists of at least two caseswith. cross-case synthesis
technique using at least two cases, the analydikely to be easier and the
findings could be more robust. Similarly, having mmehan two cases could
further strengthen the findings. Cross-case teclanmpn be used whether the
individual cases were previously conducted as iaddpnt research studies or
as a pre-designed part of the same study. In editeation, the technique
treats each individual case as a separate study.(2009, p.156) further
suggested that using the cross-case synthesisqeeheach case study would
be first presented in the form of different themBsen, the results of different
case studies (using some key words) would be disglan the form of word
tables. Finally, these results would be further pared with a uniform
framework to attain final results (Yin, 2009, p.)156
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5.1.1 Proposed Data Analysis Technique for Current Resdar

From the above five different data analysis teches) cross-case analysis technique
seems relevant for the current research becais@l#al for comparing two different
cases in a more structured way. Looking at theecardf current research, we have
two different case studies, i.e. (i) CRM operatiorthe banking sector of Pakistan,
and (i) CRM operation in the banking sector of ti€, where Pakistan was selected
as a developing country and the UK as a developedtcy. The idea for selecting
two different case studies is to identify the sarities, differences, and weaknesses in
the banking sectors of these two countries by coimly an in-depth analysis into
how CRM is currently operated within the bankingtees of the two different
countries. Creswell (2007, p.163) presented a ndetbb performing cross-case

analysis that was also proposed by Yin (2009, p.&56

When using a multiple case study design, thedtegt is to present a detailed
description of each individual case in the formdidferent themes that are
emerged from different interviews’ results, calladwithin-case analysis;

followed by a thematic analysis across the casaiedta cross-case analysis.

Using the above method, we will cover the firsttpdrdata analysis, theithin-case
analysis in this chapter, presenting the interview resutsthe two case studies
separately in the form of different themes. Thésgrtes have emerged from the CRM
literature and from the interviews with bank offild in the two countries. The
interview questions for both case studies weregesi to be similar (in order to
obtain the similarities and differences in the CRpEration between the two case
studies more accurately) and were designed to dtreefour major functional areas
of CRM in the banks (already presented and discuss€RM literature in chapter
2). These four functional areas are: (i) Marketifiy,Sales, (iii) Service and Support,
and (iv) IT and IS. The next chapter will cover thecond stage of data analysis,
cross-case analysisn which we will compare the analysis resultstloé two case
studies in order to obtain the similarities, diffieces, and weaknesses between them.
Such comparison will be useful in answering the rmeesearch questions. The

components of an ideal CRM model presented asmaefraf reference in chapter 3
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will be then used in chapter 6 to compare and dis¢he results from the two case
studies more precisely. The model contains foufed#ht functional areas that covers
the overall CRM activities within any CRM-enablecdnt i.e. contact channel
management, customer data management, enterpdee-mianagement, and IT
management. The results taken from the first stdigaalysis in this chapter will be
further compared and discussed in the next chasieg the four core areas of the

model to evaluate the level of CRM maturity at sal/banks in the two countries.

5.2 Case Study One: CRM Operation in the Banking Sectof

Pakistan

5.2.1 Selected Banks for the Interviews

Initially, during the field trip to Pakistan for tdacollection, numerous banks were
visited and several bank employees were contacteshterview. During that period,
it was observed that most bank employees werearofartable sharing CRM-related
information and any other information relating Tt@ However, letters were arranged
from the university prior to the field trip, but \iag these letters was not enough
evidence to get access to different banks and tolwa interviews with their
employees. Therefore, a meeting was arranged Wiitials at the State Bank of
Pakistan (SBP). SBP is a regulatory authority thahitors performance and provides
regulations for all the banks in Pakistan, inclgdgovernment, private, and foreign
banks. In that meeting, the research objectives Wearoughly explained and then the
details of different banks’ staff members, suchtlasir email addresses, phone
numbers, and branch addresses were gathered.tlwdlgadifferent bank employees
were approached and several interviews were coedudhe selected banks for this

study are:

» Allied Bank Limited (ABL)

» Bank Alfalah Limited

» Habib Bank Limited (HBL)

> NIB Bank (formerly PICIC Bank)
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» Standard Chartered Bank (Pakistan)

5.2.2 Interview Participants

Parthlpants Count
Positions
Branch Managers 07
Call Centre Agents 04
Call Centre Managers 03
IT Managers 03
Customer Service
02
Managers
Marketing Staff 02
Total 21

Table 5.1: Interview Participants for Case StudgOn

5.2.3 Historical Overview of the Selected Banks

5.2.3.1 Allied Bank Limited (ABL)

According to the bank’s website (ABL, 2010), “AltieBank Limited was the first

bank to be established in Pakistan. It first sthrteit in Lahore by the name
Australasia Bank before Pakistan’s independenc&94?; it was renamed Allied

Bank of Pakistan Limited in 1974 and finally Alli@hnk Limited in 2005. In August

2004, because of the capital reconstruction, tim&’sawnership was transferred to a
consortium comprising Ibrahim Leasing Limited abdahim Group. Nowadays, with

its existence of over 60 years, the bank has Iisgdf a foundation with a strong

equity, assets, and deposit base. The bank off@xensal banking services, while
placing major emphasis on retail banking. The balsk has the largest network of
over 700 online branches in Pakistan and offergouartechnology-based products
and services to its various customers” (ABL, 2010).

141



5.2.3.2 Bank Alfalah Limited

“Bank Alfalah Limited was incorporated on June®21992 as a public limited
company under the Companies Ordinance of 1984. basking operations
commenced from November'11997. The bank is engaged in commercial banking
and related services as defined in the banking eomep ordinance, 1962. The bank is
currently operating through 195 branches in 74esithaving its head office at
Karachi, Pakistan. Since its foundation, the mameaye of the bank has implemented
strategies and policies to carve a distinct pasifir the bank in the market place.
According to the bank’s website, the bank has iteces revolutionary technology to
have an extensive range of products and servicgstawvision is to be the premier
organization by providing the complete range ofifficial services to all segments
under one roof” (Bank Alfalah Limited, 2010).

5.2.3.3 Habib Bank Limited (HBL)

“HBL was the first commercial bank to be establlre Pakistan in 1947. Over the
past decades, HBL has grown its branch networkhasdbecome the largest private
sector bank with over 1,450 branches across thetgownd a customer base
exceeding five million relationships. The governinehPakistan privatized HBL in
2004 through which Agha Khan Fund for Economic Depment (AKFED) acquired
51% of the Bank's shareholding and managementalpd®.5% of the shareholding
is retained by the government of Pakistan, whilS#«is owned by the general public
i.e. over 170,000 shareholders following the pullisting that took place in July
2007. The Bank is expanding its presence in praidigernational markets including
the UK, UAE, South and Central Asia, Africa, and thar East. The bank’s key areas
of operations include product offerings and sewiteretail and consumer banking.
The bank has the largest corporate banking pastfiolithe country with an active
investment banking arm. SME and Agriculture lendprggrams and other banking

services are offered in both urban and rural apé&akistan” (HBL, 2010).
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5.2.3.4 NIB Bank

“NIB bank first started as National Development sieg Corporation (NDLC) and
Pakistan operation of IFIC Bank and was later aroiporated in March 2003, as a
public limited company. In October 2003, all assatd liabilities and all rights and
obligations of the former NDLC and Pakistan operadi of IFIC Bangladesh were
amalgamated with and into NIB Bank. NIB bank hasendly acquired another local
financial group, Pakistan Industrial Credit anddstment Corporation (PICIC), with
nearly 170 branches. Together, the bank has thdafest branch distribution
network in Pakistan that places the bank in the I@pPakistani banks in terms of
balance sheet size and capital. NIB bank has grapmlly from 2 branches in 2003
to around 240 post merger in the first quarter @& with a corresponding increase
in its deposits and assets base. NIB bank’s businesgs include small and medium
enterprises and commercial banking group, corpaatkinvestment banking group,
financial institutions, and consumer and small gmmise group. The bank’s vision is
to be the most admirable financial institution imkBtan; whereas, the bank’s
operation is based on five core values i.e. passespect, integrity, excellence, and
fairness” (NIB Bank, 2010; Wikipedia, 2010h).

5.2.3.5 Standard Chartered Bank (Pakistan)

According to Wikipedia (2010i), “Standard CharterBdnk (Pakistan) Limited is
Pakistan’s oldest and largest foreign commercialkbal'he history of Standard
Chartered in Pakistan dates back to 1863, whenChartered Bank of India,
Australia, and China first established its operaion Karachi, Pakistan. In 2006,
Standard Chartered Bank acquired Pakistan’s UniamkBOn December 302006,

Standard Chartered merged Union Bank with its owrssliary, Standard Chartered
Bank (Pakistan), to create Pakistan's sixth larpaskk”. According to the bank’s
website (Standard Chartered Bank, 2010), “the blam& a network of over 162
branches in Pakistan and employs a workforce ofr &600 employees in its
operations in Pakistan. The bank is committed tdtslstakeholders by living its
values in its approach towards managing its peagleeeding expectations of its

customers, and making a difference in communitiesvaorking with regulators”.
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5.2.4 Themes

5241 CRM: Vision

In Pakistan, different banks view CRM in differevalys; even in one particular bank,
different departments’ visions of CRM differ. Sorhanks consider CRM as just
software, others as different software packaged aseall centres, and yet others as
different marketing tools and techniques used tointam relationships with
customers in order to satisfy their needs. Foramst, during an interview with the
branch manager at Habib Bank Ltd about the CRMuidhe explained CRM as:

“In most of the Pakistani banks, CRM operates deffiily while comparing its
operations with developed countries. To us, altaumers are valuable and we
believe in maintaining long-term relationships wii of them. We also
believe that branch banking is responsible for ma@&mmg such relationships
and therefore, it is not always necessary to justail different software at the
bank in order to maintain good relationships witte tcustomers. These
relationships can be maintained by having good ewmation with the
customers and fulfilling their needs during thesitvat our branch” Branch
Manager, Habib Bank Ltjl.

On the other hand, the IT employees at Habib Baukhave different views about
CRM. One of the IT managers described CRM as:

“A new concept that is recently introduced and mpooated in the banking
industry of Pakistan through which banks using soamalytical tools
categorize their customers and by using these @a#ésg approach them
differently and provide them better customer senaccording to their needs”
(IT Manager, Habib Bank Ltjl.

Similarly, call centre staff at the Standard ChadeBank expressed their views about
CRM. According to one of the staff members:
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“CRM is a set of activities carried out by banks rmintain long-term
relationships with their existing and potential toaunsers. At our bank, initially
when a customer opens an account, the informatioviged by that customer
is stored in the CRM system. The system then géreethe account profile for
that customer. Such information will be furtherrimted by our call centre
agents, bank managers etc., by using the custondCs No. (National

Identification Card Number) or his/her date of Hirt(Call Centre Staff,

Standard Chartered Bahk

Another view about CRM was taken from the custos@wice manager at the head
office of Bank Alfalah Ltd., who discussed how bankave recently started
categorizing their customers using CRM. He furtéagulained that:

“Nowadays, there is a new trend in the market wineost of the banks have
to bifurcate their customers, e.g. into prioritystamers, corporate customers,
SME-based customers, retail customers, etc., acll @tegory is handled by
different people working in different departmentsaobank having expertise

in that particular categoryQustomer Service Manager, Bank Alfalah ).td.

Similar views were gathered from several other eyges of the selected banks and,
in general, it was observed that some of theseteeldanks are at the initial stages of
implementing the complete CRM system; others hangtailed some of the CRM
packages and have started CRM operations at theadles. Therefore, looking at
the current banking environment in Pakistan, asgmg CRM is viewed differently by

different banks.

5.2.4.2 CRM Operation at the Branch Banking

Throughout Pakistan, the branch banking operatianare or less the same. A typical
bank’s branch provides several facilities: accoypening, payment of bills, balance
enquiries, providing bank statements to their austs, providing facilities in terms

of customers upgrading or downgrading to differ@etounts, money in and out, etc.

Mostly, each branch is equipped with the latest maters and the bank employees
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communicate with each other (within the same brasoth with other branches of
their bank) using their bank’s internal communicatichannel. The organizational
structure of branch banking in Pakistan was shhyedne of the bank managers and
is shown in figure 5.1.

Branch Manager

Operations Manager| Personal Bankers
and Sales Executiv

Customer Services Customer Services Customer Relationship
Manager Manager Manager
| | I |
CSO CSO CSO CSO CRO CRO
CSO

CSO = Customer Services Officer
CRO = Customer Relationship Office

=

Figure 5.1: Organizational Structure of Branch Bagkn Pakistan

In an interview with the branch manager of NIB Batlle manager provided details
about the CRM operation at the branch banking leédetording to the bank’s branch

manager:

“When a customer arrives at any NIB Bank’s brarngishe receives greetings
from customer service representatives. Normallysterg customers already
knows the relevant person to contact for their igger Walk-in (new)

customers are further directed to the branch manadge have trained
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employees who deal with all types of queries athtench level. Each staff
member has expertise in their own area and onlis deigh customers having
gueries regarding that particular area. For ingahorrowing customers have
a different Customer Relationship Office(CRO) who deals with the
customers who have borrowing-related queries. Snhgjl each customer
relationship officer handles a number of custonaerd his/her performance is
constantly monitored by the branch manager. Thesgfastead of contacting
any other bank employee, a borrowing customer tyremntacts his/her

CRO; and based on each customer’s previous actastory with the bank,

the CRO further approves loans and updates theoroests details in the

system” Branch Manager, NIB Bank

Similarly, the branch manager at Bank Alfalah expd the branch banking

operations as:

“At our branch, a customer service desk usuallyioies useful information
about our bank’s different products to new as \aslexisting customers. Our
employees at the customer service desk are fudlged and well aware of all
the basic information about our bank’s productsa fustomer has any query
regarding his/her account, they further direct thedtomer to the relevant staff

member for further assistanc&ranch Manager, Bank Alfalah

However, Allied Bank’s call centre manager mentmaegood example of why CRM
does not work at the branch banking level. He frrdrgued that:

“In most of the banks across Pakistan, CRM doesvwodk at the branch level;
while in some cases, the main branches (or heacesjfare equipped with
CRM facilities. Otherwise, CRM is only operativetht call centre (that can
be contacted by customers via phone banking). ésegut, all the branches of
our bank across Pakistan are only dealing with lihasic account-related
queries of our customers; for other technical poid such as problems with
credit or debit cards, bank employees usually &deisstomers to contact the

branch where the account was opened (becauser#mathbholds the complete
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information of their customers), or sometimes tleytact the call centre
agents to resolve that particular problem. Onenhefrhain reasons why CRM
does not work at every branch level is that the CBdftware requires a
standard internet bandwidth which is not the sameughout the country. For
instance, we have to think about a bank havingrat@00 branches across the
country; so at present, it is very hard to mainthesame level of standard (in
terms of service) at each branch. Therefore, CRRbtcentralized, i.e. CRM
does not completely work at branch level. Othersoea are related to
affordability, because most of the CRM packagesvarg expensive to buy

and maintain at each brancl€dll Centre Manager, Allied Bank Ltd

From the above discussion, we conclude that moshebanks across Pakistan are
working hard to integrate CRM across all the bagkahannels especially at the
branch level. At present, CRM is not centralized anot completely functioning at
the branch level because of problems with the abkal internet bandwidth which
does not support CRM software. Also, accordingetieesal bank employees, CRM is
very expensive to buy and maintain across all tiiferdnt branches of a bank.
Therefore, currently in most of the banks, eacimd¢inaservices its own customers by
providing major products and services. In the aafsany technical issues with the
customers’ existing accounts, customers can eesiijact their bank’s call centre via
phone banking from any local branch, or by makingah from home, and mostly
these issues are handled at the branch where ghenwer's account was opened as

each branch holds detailed information of their @muatomers.

5.2.4.3 CRM Operation at the Call Centres (Customer Servicentres)

Over the last 8 to 10 years, there has been aflochange in the overall banking
environment in Pakistan. Most of the banks havenegecall centres where the
majority of customers’ queries are handled by vrelined agents. Union Bank (now
Standard Chartered Bank) was one of the first fankb to introduce a state-of-the-
art call centre back in 2001. The bank implemerdederal CRM packages by
implementing NCR’s data warehousing solution, chlleradata(Genesys Digital

Library, 2005). Later on, several other banks alsoted their call centre operations
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and today almost every bank owns its call centrer&shmost of the customers’
problems are dealt with by the call centre repreeges 24/7. One of the call centre

employees at the Standard Chartered Bank explaingal interview that:

“Our call centre at Standard Chartered Bank is 2#4&s bothUniversal
Access NumbgiUAN) (111) andToll Free (0800) numbers. Recently, Union
Bank merged with Standard Chartered and its caltreeand operations are
now working under the new Standard Chartered Bahkir phone numbers
are still the same to facilitate our previous costes” Call Centre Employee,
Standard Chartered Baik

While being asked about the call centre operatidhs, call centre manager at

Standard Chartered further explained the operatisns

“Customers’ information stored at the branch lexah be easily retrieved by
the call centre agents using the unique ID of eadttomer. The basic reason
of having a call centre is to provide facilitiesdor customers 24/7 since the
branch banking has only limited opening hours. Wevigle different types of
facilities at the call centres such as all accoefdted queries, credit card
gueries, etc. For call centre operations, we havieltow the guidelines that
are provided by our headquarters in the UK. Howetleese standards are
sometimes flexible for different regions/countridserefore, mostly we follow
the call centre regulations that are provided by $tate Bank of Pakistan”
(Call Centre Manager, Standard Chartered Bank

During an interview with the branch manager at NBBnk, when asked about the
back-end software through which customers’ inforamats maintained at the call
centres, the bank manager replied that such infiimmas confidential and only IT
employees have knowledge about it and they do hatessuch information. He
further stated that, in general, the softwaredsrised and up-to-date in terms of the

latest technology.
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Another interview was conducted with the call centmanager at Allied Bank Ltd,
which was helpful in terms of information aboutfdient CRM packages used at their

call centres, and the overall operation of calltiEn

“We have acquired CRM througheradatawhich is one of the pioneers in
providing customer service solutions. At our calhtte, we use CRM for three
different modules, i.e. phone banking, complainhagement, and customer
base centre. These are the most widely used CRNtappns in Pakistan and
their operation is totally different from each athéach module is operated by
different call centre representatives. However, s¢heapplications are
interlinked with each other. The best part of CRMthat by using these
different systems, our call centre representaticas easily view our
customers’ information in one window (screen). @gents are fully trained
and their performance is constantly monitored kgirtteam managers. They
deal with a lot of customers’ problems such as itreard issues, personal
loans, auto loans, and different account-relatecrige” (Call Centre
Manager, Allied Bank LtJl.

To summarize, most of the banks in Pakistan haadest call centre operations
through which they provide 24-hour banking to tleeistomers. These call centres are
equipped with some of the latest CRM packages, whave improved their overall
performance compared with the traditional branchkbey strategy. However, banks
are planning to fully integrate CRM across all dtker channels, which according to

them is a challenging task.

5.2.4.4 Query Response Time using the CRM System

In terms of customers’ query related issues, uguathst of these queries are dealt
with at both branch level (during their opening r&)wand at the call centres (24/7). In
Pakistan, most of the customers prefer to visir th&nk’s local branch in case of any
problems with their existing accounts; others prédgking to the call centre agents
about account-related problems. At Standard Cledt®ank, query-related issues

were described by the call centre manager:
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“At our call centre, the query resolution dependstbe type of query the
customer has. We try to resolve customers’ queriésn One Call Service
(OCYS). If a customer enquires about any product) seformation is provided
straight away. Similarly, if a customer is an arnntastomer maintaining a
good relationship with the bank, and he/she wamtsansfer funds between
different accounts, card payments, credit cardigsgetc., we try to resolve
such type of queries within a single call (OCS).eTrocedure of query
resolution is that when a customer makes a cabutocall centre, our agents
follow the security procedure for verification poges, then they resolve the
customer’s problem by looking at the customer’soaot details. On average,
each query is resolved within 5 to 10 minutes. Somes, problems occur, for
example with the internet connectivity, in whichseathe call centre agent
requests the customer to contact them again bedhaseustomer’s data is
spread across different departments and the aatilecagent requires access to
all those departments in order to completely chediere the problem
happened”Call Centre Manager, Standard Chartered Bank

Similarly, in cases of customers’ complaints, B#ttalah has a specific department
calledQuality Assurance Departmetitat makes sure that all complaints are resolved
within 72 hours. One of the IT managers at a Balfil&h branch described both

guery- and complaint-related issues:

“If any customer wants to make a complaint aboytservice we offer, he/she
can launch the complaint on our website. Our qualgsurance department
regularly checks all the complaints and tries wohee them within 72 hours.
After the complaint resolution, they contact thestomer again, providing
further details about how they dealt with it. Fastomers’ queries, our call
centre agents are responsible for all accounte@lgueries and their main
priority is to resolve these queries as quicklyassible” (T Manager, Bank
Alfalah Ltd).

From the above discussions, we concluded that kistdam, most customers still

prefer visiting their bank’s local branch in cask amy account-related queries.
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Recently, there has been a significant increaseistomers who prefer contacting call

centres for such problems, because it seems théislzae making them aware of the

importance of using phone banking which saves custs’ time by avoiding making

frequent visits to their bank’s local branch.

5.2.45

Major Products and Services

For products and services, most of the banks insRak offer a variety of account

produc

ts to their customers such as current acspsavings accounts, term deposit

accounts, business accounts, loans, and mortgagels.product has different criteria

for different types of customer. For instance, entraccounts offered to individual

customers are different from those for businessoousrs. Similarly, these products

are offered based on the monthly income of eactomes.

According to a branch manager at Habib Bank Ltd:

“Our products are designed to facilitate differges of customers, and are

based on customers’ needBrénch Manager, Habib Bank Ltd

He further explained the main priorities of custosnehen they visit the branch to

open an account. These are as follows:

“Each customer has different priorities when it @snto opening an account at
any bank. For instance, when a customer wants ém @m account, his/her
first priority would be that the bank should be maathe place where he/she
lives. Secondly, the bank has to be well known séiieral branches and offer
numerous products and services. Thirdly, one ohtagr concerns of almost
every customer is regarding his/her money being atithe bank where he/she
opens an account. With these preferences in mihdnva customer enters the
bank’s branch to open an account, he/she first rebsethe overall

environment, such as how employees are dealingatiitr customers, do the
existing customers seem satisfied, etc., and thleire vihaving conversation

with the bank employees, the customer also obsetiies employees’
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awareness of different products, and whether tpeséucts are useful, etc.”
(Branch Manager, Habib Bank Ltd

Similarly, when asked about any particular depantna¢ the bank that deals with the
customers during their first visit to open an acdpthe branch manager further said
that:

“Normally, in most of the banks across Pakistam, bhanch manager deals
with new customers at branch level because theymamee experienced in

dealing with new customers. The branch managebsigoimportant as the

bank usually builds its relationship with the cus@ys through the branch
manager. At HBL, we first ask the requirements af customers before

offering any particular account product to themneshave so many types of
available accounts. Once the customer has decilékeotype of account, we
then further explain the facilities and benefits tbat particular account”

(Branch Manager, Habib Bank Ltd

In an interview at Bank Alfalah, a branch managei&ned the bank’s requirements

from the customers for different account produdtscording to this branch manager:

“At our bank, for opening an individual’'s basic aoat, the minimum balance
requirement is Rs. 5000 [equivalent to around 40 RbBUnds]. If, for some
reason, customer does not keep that amount ineniaticount, there are some
charges for that, and those charges are autonmwgtidatucted from the
customer’s account balance. The minimum balancair@gent for account
opening is almost the same in all the banks adPagsstan. Similarly, to get
an overdraft facility, customers have to fulfil th@nk’'s requirements; for
example: a customer has to explain why he/she negjguch a facility, etc.
Depending on each customer’s account history, @k bmanager decides
whether the bank will provide the facility or néturthermore, the overdraft
interest charges vary but normally it is (per paisaday)” Branch Manager,
Bank Alfalah Ltgl.
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Similarly, for mortgages and loans, the branch rganat Bank Alfalah discussed
that loans are provided based on each customecisnastances. He further explained
that:

“We have a set criterion for different types of @mustomers but mostly, loan
and mortgage facilities are provided to the businesstomers. If any
customer meets that criterion, he/she can gettithmre is no fixed time limit
for loans to be approvedB(anch Manager, Bank Alfalah

In terms of interest rates for loans and mortgadks, branch manager further

explained that:

“In Pakistan, the company that provides lendinggas known asKIBOR’
(Karachi Interbank Offered Rate). The company piesiinterest rates on
weekly, monthly, and yearly basis to all the comera@rbanks of Pakistan so
that they charge interest from their customers dasethose rates. Such rates
are inflation adjusted and then banks add 2 or@#%e KIBOR rate to charge
their customers for their profitBranch Manager, Bank Alfalah Ltd

To summarize, different types of products are effieby different banks in Pakistan
to facilitate their customers. For account openiegch bank has a fixed balance
requirement which, according to most of the bankagars, is a basic requirement in
almost every bank in Pakistan. The criterion fan® and mortgage facilities is high

and mostly business customers obtain such a facilit

5.2.4.6 Maintaining Relationships with Business Customersna Individual

Customers

For almost every bank, it is quite obvious thatihess customers are the prime focus
and are considered as the heart of the bank, @neftie they receive better facilities
compared to the individual customers. On the oftfagid, among business customers,
some receive better facilities than others, andtieated differently depending on

their overall value to the bank. The same applethé individual customers; each
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individual customer’s value is different to the ka® branch manager of Standard

Chartered Bank explained how banks categorizerdiitetypes of customers:

“For different individual customers, each indivilueustomer’'s status is
different and we set the priorities for each customsing some CRM tools.
For instance in savings accounts, customers thattama a balance up to Pk
Rs. 100,000 get better facilities than customerssglsavings are only up to
Pk Rs. 5000. Similarly, for business customers, lwamk provides different
facilities depending on the customers’ annual tuemo The facilities we

provide include better interest rates and increagedit card limits. These
priority customers are treated differently by thal centre agents and their
gueries are handled with great carBtgnch Manager, Standard Chartered
Bank).

Similar types of answers were gathered from oth&erviewees at different banks.
Here, we will quote from an interview with a brantfanager of Bank Alfalah, who
explained that:

“At our bank, we have categorized our customerthiae different levels, i.e.
lower level, middle level, and higher level. Theéseee levels have a different
account balance limit. If a customer’s balance ggeand reaches a different
level, usually our branch manager contacts thaioowsr and informs him/her
about the extra benefits he/se can get while maintathat balance in his/her
account. Similarly, business customers are usu@htacted by the branch
managers via phone or personal visits, and our bbmkys keeps our business
customers up-to-date in terms of their accoun®fafich Manager, Bank
Alfalah).

To conclude, banks in Pakistan have started t@oa#e their customers using some
CRM-based analytical tools. Each category of custsmeceives different facilities

from their bank based on their overall value tolthek. Usually, business customers
are contacted by the branch managers while indafidustomers are contacted by the

call centre agents in case of any changes toaleeounts.
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5.2.4.7 Customer Acquisition vs. Customer Retention

For customer acquisition, most of the Pakistanikbausually attract new customers
and approach their existing customers through rdiffemeans such as: via media (TV
commercials), newspapers, etc. The marketing maratgsIB bank explained this

process as:

“We usually attract/approach customers through Tdeatisements on
different news channels. Furthermore, we also uSeadlvertisements to
inform our existing customers in case of new préslubecause we have
thousands of customers and it is not easy to cbtite individually about
the availability of new products. On the other hasoime customers do not
provide their personal e-mail addresses or even pleesonal phone numbers.
Therefore, a TV advertisement is by all means th& kvay to update all the

customers about our productdignager Marketing, NIB Bank

Similarly, for customer retention, different bantkave started different CRM-based
strategies to keep their existing customers fogdéorperiods of time. For instance,
Allied Bank has a particular loyalty departmentttvarks for both consumer banking
and commercial banking, but it is more proactivethet consumer end. The main

facilities offered by the department are:

Discounts on different products,
Increase in interest rates for savings accounts,
Free account upgrade,

Overdraft facility,

YV V V V VY

Increased credit card limit.

The Bank’s marketing manager further explained tiha agents working in the
loyalty department have some limitations in terrhproviding extra facilities to their
existing customers. Each customer’s discount entight is different, and is simply
estimated based on the customer’'s previous acdostdry with the bank. Such
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account information is available to these agentth whe help of different CRM

packages used at the bank.

To summarize, for customers’ acquisition, mosthaef Pakistani banks advertise their
products through different TV channels to attraaircustomers and at the same time
these advertisements are useful for banks to infbeir existing customers about the
availability of new products. Similarly, banks nadegs have realized the importance
of their existing customers and have started séRM-based loyalty programmes

to keep their existing customers for a longer fkrio

5.2.4.8 ATM Operations and its Issues

Over the last few years, there has been a lot @kase in customers using ATM
services in Pakistan, and most of these custonasrsfib from this facility on a daily
basis. The majority of these customers use ATMs#&sh withdrawal, although other
services such as balance enquiries, bill payméatsage also available through these
ATMs. In Pakistan, two ATM networks are availabBne link, and MNet. Previously
these two networks were run separately, providergises only to the customers of
specific banks. Recently, these two networks halatmorated in order to facilitate
customers of all the banks across Pakistan. Theomes service manager at the

Standard Chartered Bank explained ATM operations as

“Customers nowadays can use any ATM using theih acagds. For each
ATM service, charges are different; for example,aifcustomer wants to
withdraw cash using the ATM machine, he/she hamtoa standard charge of
Pk Rs. 15 each time; the amount is automaticallgudeed from the
customer’s account balance. Similarly, chargeidferent for different types
of service. However, it is free if a customer omgquires about his/her

account balance'Qustomer Service Manager, Standard Chartered Bank

Similarly, a branch manager at Allied Bank Ltd tadkabout how companies benefit
from those ATM service charges. According to thisngh manager,
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“When a customer pays a service charge of Rs. by that money, the
customer’s bank gets 18% to 19% that is roughly RsThe bank that
provides that particular ATM gets 3% to 5%, and tadghe remaining share
goes to the service-providing companies (both @mMednd MNet)” Branch
Manager, Allied Bank L{d

The branch manager at Habib Bank talked about hamkd are encouraging their

customers to use ATM facilities. He said that:

“In order to provide ATM card facility to our custwrs, we usually charge an
annual fee of Pk Rs. 330 that is almost the sammuatrother banks charge.
We strongly encourage our customers to use the A€&Mice, because such
practice reduces the number of customers visitragdhes during busy hours.
Similarly, customers save valuable time by avoidirggquent visits to the

branch and joining long queues for only cash wdlagis during the peak
hours” Branch Manager, Habib Bank Ltd

There are several other issues with regard to seeofi ATM machines in Pakistan,
which the IT Manager at NIB Bank highlighted:

Y V. V V V

Pin code hacking,

On spot thefts,

ATM card misplacements,
Machines run out of money,
Card gets stuck in the ATM.

To conclude the analysis, One link and MNet aretitee ATM service providers in

Pakistan. They have recently collaborated to fat#dicustomers of all existing banks.

For use of the ATM service, all the banks acrossidtan have the same policy to

deduct some service charges from their customersiumt balance. However, there

are several issues with regard to the use of thie AgCility which were explained by

some of the interview participants and were alss@nted.
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5.2.4.9 e-CRM Facilities (Internet Banking, Mobile BankingPhone Banking,
and SMS Alerts)

e-CRM is a new form of CRM through which banks gsidifferent electronic

channels maintain relationships with their cust@nesuch as: internet banking,
mobile banking, and phone banking. Recently, tree€RM related facilities have
been introduced by most Pakistani banks but theg@t not very popular.

For internet banking, the Bank Alfalah’s branch eger explained that:

“At present, we do not offer internet banking besgit is really a sensitive
issue in third world countries such as Pakistanre/ivgernet security is a big
problem. Most of the banks in Pakistan (includirenB Alfalah) feel that the
internet security is not up to international staddain Pakistan” Branch
Manager, Bank Alfalah Lid

The branch manager further talked about the inteseeurity in developed countries
and said that:

“In developed countries, the internet security deads are provided at the
government level. Most of the banks and ISPs (h&eService Providers) use
very strong security software through which theg easily track any kind of

misuse” Branch Manager, Bank Alfalah Ltd

Another e-CRM service calleBMS banking facilityvas recently started by several
banks in Pakistan and is only available for theditreard customers. The service
works in the following way: every time a customeses his/her credit card, the
automated CRM system sends an alert message tusihemer’s cell phone (about
the amount used and the remaining account bala@Gcs}omers can easily subscribe

or unsubscribe this service any time.

Similarly, Standard Chartered Bank offers a seradaked Internet Funds Transfer

(IFS) through which customers (using their ATM Qamén easily transfer funds
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between different bank accounts. However, it isdh&omer’s responsibility to enter
correct account details using the ATM to avoid &oyble. Customers always receive

a confirmation message before the ATM further psees the transaction.

For phone banking, Allied Bank has recently introglll a CRM-based system that
has three different modules. The first module is flont-end screen where the
customers’ information appears. The second modulhe database module where
customers’ information is updated on a regulardyasicording to customers’ account
activities. The third module is the business moduleere the bank develops its
strategy for each customer, based on each cust®raecount historyGall Centre
Manager, Allied Bank Lt

To conclude, several banks in Pakistan have st&€&M based services that are
still not very popular because of several secussyes (especially with the internet-
based banking). At present, internet security i ohthe major concerns as there are
no set standards provided at the government landlhence it requires consideration.

5.2.4.10 Future of CRM in the Banking Industry of Pakistan

During the interviews at five different banks inkiztan, it was observed that CRM
overall is seen differently by different peopletie banks, because it is not integrated
across all the channels and different departmeritseedbanks. At present, only IT and
call centre employees have complete knowledge oMCRurrently, most of the
banks have implemented a few CRM-based applicat@bribe call centres and are
planning to implement CRM across all the departsemtd also through different
contact channels. However, looking at the presentlitions, one thing is certain, that
the majority of the banks these days are completelyre of the importance of CRM.
To them, CRM is the only way they will survive ihet marketplace. Therefore, in
coming years, it looks as it the CRM culture widifiditely increase in the banking

industry of Pakistan.

The call centre manager at Allied Bank highlighsederal issues with CRM adoption

in Pakistan. He explained that:
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“There are some constraints in terms of CRM adopiticthe banking industry
of Pakistan, such as: lack of support from the guwent level, rigid policies
from the State Bank of Pakistan, issues with irgerconnectivity and the
telecom sector, etc.Qall Centre Manager, Allied Bank Ltd

Therefore, these issues need to be considerecegnde proper resolution in order to
increase CRM culture within the banks, and incaaporCRM properly within the
banking industry of Pakistan.

5.3 Case Study Two: CRM Operation in the Banking SectdrUK

5.3.1 Selected Banks for the Interviews

In our second case study, the primary data waeatellil through several interviews
from four major UK banks: Barclays Bank plc, Roy@énk of Scotland (RBS),

Santander Bank (formerly known as Abbey Bank), Blayds TSB Bank. Initially,

several other banks were approached for interviawdecause insufficient data was
gathered, these banks were not considered for sisadynd comparison. The above
four banks were selected because they have a wid@rk of branches in the UK i.e.
having several branches in all the major citiedJ&f and having a large clientele.
These banks are also registered and are regulatiet -SA. Furthermore, these four
banks have proven business success, and are usegrésent the banking sector of
the UK. The data analysis presented in the follgwsections is performed by using

the interview results from these four major banks.

» Barclays Bank PLC

» Royal Bank of Scotland (RBS)

» Santander Bank (formerly known as Abbey Bank)
» Lloyds TSB Bank.
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5.3.2 Interview Participants

Partlc_lpants Count
Positions
Branch Managers 06
Call Centre Managers 02
IT Managers 02
Business Quality
02
Managers
Personal Bankers 04
Premier Relationship
02
Managers
Total 18

Table 5.2: Interview Participants for Case StudyoTw

5.3.3 Historical Overview of the Selected Banks

5.3.3.1 Barclays Bank PLC

According to the bank’s website (Barclays, 201(afclays is a major global
financial services provider engaged in the retahking, credit cards, corporate
banking, investment banking, wealth management, mwdstment management
services with an extensive international presencEurope, USA, Africa, and Asia.
With over 300 years of history and expertise inkiagp, Barclays operates in over 50
countries and employs approximately 144,000 pedpéclays bank moves, lends,
invests, and protects money for more than 48 millicustomers and clients
worldwide. Barclays banks is made up of talastersi.e. global retail banking and
corporate and investment banking, and wealth manmagge each of which has a
number of business units. Barclays Group headgsaiteat 1 Churchill Place in
London, UK, but has operations all over the wowih products and services to meet

the needs of their customers and clients in thal loarkets” (Barclays, 2010).
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5.3.3.2 Royal Bank of Scotland (RBS)

“The Royal Bank of Scotland plc is one of the rebainking subsidiaries of the Royal
Bank of Scotland Group plc. Together with NatWesd &lister Bank, RBS provides
branch banking facilities throughout the BritisHets The bank has around 700
branches, mainly in Scotland however, there aradh@s in many larger towns and
cities throughout England and Wales. RBS and iterga the RBS Group, are
completely separate from the fellow Edinburgh babesk called theBank of

Scotland which pre-dates RBS by 32 years. The Bank of |&edtwas effective in

raising funds for the Jacobite Rebellion and assult, RBS was established to

provide a bank with strong Hanoverian and Whig't{g¢éikipedia, 2010j).

According to the bank’s website (RBS, 2010), “thenk offers a full range of
financial services to the personal customers, premcustomers, and small and
medium business customers (SMESs) through both RBISN@atWest brands. RBS and
NatWest together has two of the largest ATM netwarkthe UK operating through a
range of channels including online and fixed, amubite telephony. The bank also
claims to be the leading provider of financial $egg to small businesses, serving a
qguarter of the UK (SME) market and helping over tilion customers. Also, the
bank offers specialist help in the areas of vehael property leasing, and asset
finance” (RBS, 2010).

5.3.3.3 Santander UK PLC (formerly known as Abbey Bank)

“Santander UK plc is a retail and commercial bdrdsed in Spain, with operations in
more than 40 countries. At the end of 2008, Samiamas the largest bank in the
Europe zone by market capitalization and third he torld by profit. Santander
acquired Abbey Bank in 2004, and recently on Jandal, 2010, Abbey and the
savings business of Bradford and Bingley becamevknas Santander. This will
be followed later in the year by Alliance & Leicest Santander has 90 million
customers worldwide, having more than 13,650 brasi¢hat are more than any other
international bank, and over 180,000 employeestaBder is also a largest financial

group in Spain and Latin America, with leading piosis in the UK and Portugal and
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a broad presence in Europe through its Santandesu@eer Finance arm. In UK, the
bank has over 1,300 branches and around 4,500wadhines, and offers a full range
of retail and corporate banking services to overn2ilion customers. Its retail

services include: mortgages, savings, bank accplodss, credit cards, long-term
investments including pensions and unit trusts, kifitical illness and unemployment

cover and household insurance” (Satander, 2010).

5.3.3.4 Lloyds TSB Bank

“Lloyds TSB Bank plc is a retail bank of UK; it wasstablished in 1995 by the
merger of Lloyds Bank, established in 1765 anditicathlly considered as one of the
big four clearing banks, with the TSB Group whichces its origins to 1810. Lloyds
TSB has an extensive network of branches and casihines across England and
Wales and offers 24/7 telephone and online bangémgices. Today, it has around 16
million personal customers and small business adsoun Scotland, the bank
operates as Lloyds TSB Scotland Plc. Following dbgquisition of HBOS (banking
and insurance company in UK) in 2008, the pareayd$ TSB Group was renamed
Lloyds Banking Group. The bank offers a full rarddoanking and financial services
and is authorised and regulated by the Financiavi&@s Authority (FSA)”
(Wikipedia, 2010k).

5.3.4 Themes

5.34.1 CRM: Vision

In UK banks, CRM overall is seen as an internatredized system of the banks that
keeps all the information of every single custontér instance, when a customer
opens an account, his/her details are stored ircéghéral CRM system; the system
then automatically generates a profile for thatipalar customer in which the system
further stores and maintains all the informatidatesl to that particular customer on a
regular basis. Similarly, based on the needs aof plaaticular customer, the CRM

system automatically generates offers of diffeqgmtducts to that customer. In this
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way, most of the banks in the UK maintain relatlops with their customers in order

to keep them for a longer period of time.

During interviews with several bank employees @& fhur different banks, similar
answers were provided about CRM. Here, in thisiaectve will mention a few of

them. For example, a branch manager of Santandér Baws CRM as follows:

“CRM is basically our bank’s internal system in aiiwe put all the details of
our customers. We use the CRM system on a dailis kzaxl it is a place
where the entire customers’ information, includitiggir financial history,
current and previous addresses, date of birth, iststored and updated on a
regular basis, and that is also in line with thé¢aDRrotection Act” Branch

Manager, Santander Bapk

Similarly, at Lloyds TSB Bank, CRM was discussedayyersonal banker as:

“Our CRM system holds all types of information abaur customers (i.e.
from their first visit to the branch, to their latetransactions, and their
complaints). The central system is very powerful @rkeeps up to date all the
customers’ information on a regular basi®e(sonal Banker, Lloyds TSB
Bank).

When asked about how different departments atdn& bse the central CRM system,
the premier relationship manager at Barclays Bapkagned that:

“CRM at our bank is used by every bank employeewdwer, each

employee’s job is different while using the systeim.other words, each
department has certain limitations while updatimgtomers’ details in that
system. But the customers’ information can be gas#wed by every member
of staff at our bank. Different departments suclmasketing department, sales
department, IT department etc., all these depatsnieave their own targets
towards customers while using the central CRM sySte(Premier

Relationship Manager, Barclays Bgnk
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To conclude, in UK banks, CRM overall is viewedaasinternal centralized system.
The results from several interviews confirm thahast every bank employee is aware
of the importance and use of the central systemMdR not treated as a new
technology or a new strategy by these bank empiyserause they already use it on

a daily basis and are fully aware of its purpose.

5.3.4.2 CRM Operation at the Branch Banking

Branch banking in almost every UK bank is some vgnmailar across the country. In
general, all branches provide similar facilities fbeir customers, such as account
opening, credit cards, mortgages and other fingntcilities. The only difference
observed was that some of the branches are smafhaller areas while others are
large in larger parts of different cities. Each rfmfa is equipped with the latest
hardware and software facilities while the bank Eyges communicate with each
other using their bank’s internal communication rokel. Also, at each branch,
employees are efficient and can easily deal withypes of customers’ queries on a
daily basis. At branch banking level, different doyees such as branch manager,
assistant branch managers, mortgage advisor, falaplanner, business manager,
personal bankers, cashiers, and customer serviegoas| work together to help their
customers. Such information was shared by one efbtianch managers during an
interview. The organizational structure of branadmking in UK is shown in the

following figure 5.2.
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Figure 5.2: Organizational Structure of Branch Bagkn the UK

The total number of employees working at each brasacies according to the size of
the branch; but even in smaller branches, eachhaseat least one member of staff in
each department. While discussing how CRM work$®ranch banking level, the

personal banker at Barclays Bank explained that:

“At each branch of our bank, the CRM system is usgévery employee and
all of them have a responsibility for handling amers’ information. It is
important and we make sure that each customer@rnvdtion is treated
confidentially, also pin-pointing as much infornzatiinto the system to keep a
record of data on customers’ account3&isonal Banker, Barclays Bank

During another interview, the branch manager ayd$oTSB Bank talked about the

advantages of the CRM system being centralizedmilie bank. He explained it as:
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“With the help of our centralized CRM system, werti need to repeat our
customers’ information. Once we store any lategbrimation about our

customers in their account profile at any branel thformation remains there
no matter if customers visit any other branch of dtank. Any latest

information regarding our customers would providewith a reference point
in case of any query from the customers about thegounts. Up-to-date
information on our customers would also providewith a reference point
about the past performance of the customers inrdal@erform the credit

scores check at the brancBranch Manager, Lloyds TSB Bgnk

To conclude, in UK branch banking, it is clear frome interview results that almost
every branch is equipped with a complete CRM systdnch helps bank employees
to easily view the complete account profile of eamlstomer, no matter if the
customer visits a different branch of his/her banlk different city. Each employee
working at the branch has expertise in his/her enea while using the same CRM
system of the bank. With the help of a centralig&M system installed in UK banks,
customers’ information can be easily seen and epddly the bank employees

working at any branch of the same bank.

5.3.4.3 CRM Operation at the Call Centres (Customer Servicentres)

In UK banks, almost every bank has a call centrerestmost of the customers’
queries are dealt with 24/7. The reason for ha@ngpll centre is to offer banking
facilities to customers round the clock, becaus&vattays customers are more
demanding and, secondly, because of the huge ctiopetithin the banking
industry. Initially, the idea of having a call cemtwas to resolve customers’ queries
via phone banking because banks realized how haveds to deal with thousands of
customers’ queries at branch level. On the otherdh& was also not easy for
customers (especially for business customers) si their local branch even for a
small query. At present, with the advance in tetdapg call centres of UK banks not
only deal with account-related queries but alsovipl® all types of banking facilities
such as account opening, credit cards, mortgagesineshort, customers can easily

get all the major bank facilities by speaking te ttall centre representatives. In an
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interview with the call centre manager at Royal IBahScotland (RBS), he explained
how the CRM system helps call centre agents toraotewith the customers.

According to the call centre manager:

“Of course, branch banking is the main channel thahteracting with the
customers regarding their problems and queries dailg basis during their
opening hours. But, with the help of CRM systentetiaction does not need to
be face-to-face any more in banks. Our call cept@vides all types of
facilities to our customers compared with tradiibbranch banking. It is a
new channel through which customers can easilyaotevith their bank 24/7
and vice versa. On the other hand, we as call eamiployees have to make
sure that all parts of our business are absoldi@d$o accurate and we have to
work efficiently to deliver the needs of our custast (Call Centre Manager,
Royal Bank of Scotland

When asked about the particular department thae¢sponsible for handling CRM
software at the call centre, the call centre managther described it as:

“Mostly, our IT department takes responsibility filealing with and handling

CRM-related issues. But, the CRM software vendervise provider/software

owners) deals with updates, hardware and softwaneawties, and security-
related issues. IT staff are provided with trainingising the software by the
CRM vendor and then the IT department’s job isurbhfer provide service and
support to all the different departments at thé cahtre as well as at branch
level in order to use the software properl€afl Centre Manager, Royal Bank

of Scotlangl

In another interview, the IT manager at SantanderkBalked about how customers’

data is stored, retrieved, and updated in the Ci&em. He explained it this way:
“The information collected from our customers dgritheir interaction with

the bank (it can be through call centre, branckernet banking, etc.,) is
usually stored in our central database (data warst)o Such information can
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easily be retrieved by every department of our b@#l centre employees,
marketing staff, sales staff, branch employees) eiicany time. From the
information which we collect from our customersrghg from the day when
they open an account, certain things will stay shene. For instance, if a
customer stays with us at least 10 years, histméali information such as
name, surname, date of birth, etc., would obviog&ly the same but the other
information will be updated on a regular basis. &l&® update our customers’
other information (such as postal address, etc.east once a year’IT
Manager, Santander Bapk

To summarize, call centres in most of the UK bamksrides all types of facilities to
their customers 24/7. For each bank, customergiramdtion collected through
different channels is usually stored in a largeadedrehouse (central database) where
each customer’s information is updated on a dadgid The up-to-date customer
information can be easily retrieved by both branod call centre employees at any

time.

5.3.4.4 Query Response Time using the CRM System

Customers’ queries in most of the UK banks are lisuasolved at either bank
branch level (during their opening hours), or byteating the bank’s call centre via
the phone banking facility (24/7). In an intervieat Barclays Bank, the branch
manager explained that:

“At branch level and call centre, we aim to resoble of our customers’
gueries and problems at the point of their firshtaot. However, there are
some situations when one particular departmentncairresolve the problem
straight away, and they pass the query to a septam. In those cases, it can
take up to 48 hours. But usually 90% of our custamgueries are resolved
straight away during conversation with them over phone, or face-to-face at
the branch. We also share most of our customersnoan queries with the
Financial Services AuthorityFSA) so that they can see the most common

problems customers are facing. Also, we have aragpalepartment that
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monitors employees’ performance at both branchllaxd at the call centre
on a regular basis while they deal with the custsimueries. The department
also checks employees’ performance by selectindomnqueries which were
previously resolved by themB¢anch Manager, Barclays Bank

Similarly, the personal banker at Santander Batkedaabout the query resolution

and complaint management process thus:

“It depends upon the nature of problem. Normaltypranch level, customers’
gueries are resolved face-to-face during theit fimntact with us. Over the
phone, there is a reliable service that banks t@doaensure customers gain
the best available service. However, sometime®they be a lag involved in
terms of complex queries. For customers’ complaietgry complaint has a
unique complaint reference number that is issudthéoccustomers when they
make any complaint. That reference number is useckasily track the
complaint from our central database for future espondence” Rersonal
Banker, Santander Bahk

At Lloyds TSB Bank, the branch manager discussed diferent departments share

customers’ queries with each other using the CR&flesy. He explained that:

“Although all the departments at our bank use amral CRM system, there
are certain things about customers which one peaticdepartment can not
resolve because each department has its own liomgatSo, in that case, they
transfer the customers’ information to the othéewant department using our
central CRM system. However, all the informatiomatbour customers can be
easily viewed by each and every person at our bBok.each level of staff
has limitations on changes that can be made t@mess’ accounts”’Branch
Manager, Lloyds TSB Bapk

The business quality manager at the Royal Bankcofl&d explained two different
CRM applications used for customers’ problems #rat mostly used in UK banks:
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the Complaint Management Systé@MS) andRequest Management Syst@RMS).

These applications were further described as:

“CMS is a central system where all the customemshglaints are stored.
Customers usually make complaints through sevemyswby visiting a

branch, via email, written complaints, making al ¢althe call centre, etc.
Such complaints can be easily retrieved by any bamiployee using the
complaint ID or reference number. CMS is basicéikg an email system;

once a new complaint arrives it appears in theesysind then the relevant
department handles that particular complaint. Cnceistomer’s complaint is
resolved, the relevant department also informsciigomer, followed by a
service call from the bank to that customdtginess Quality Manager, Royal
Bank of Scotland

Similarly, request management system (RMS) wasritbestas:

“RMS is similar to CMS and is also an automatediespsused to collect
requests from customers. When a customer requegtBaak product, he/she
receives a request ID number. That request goélsetwelevant department
that deals with the customer’'s request, and thearti®ent informs the
customer once the request has been processed. Kpistiof our centralized
system and any department at the bank can eaglyhke is dealing with a
customer’s request in case the customer enquiBassiiess Quality Manager,
Royal Bank of Scotland

To conclude, most of the customers’ queries ardt e¢th at branch level and also
through making a call to the bank’s call centrecieellK bank owns a call centre with
a unique phone number where most of the queriesaargled 24/7. These call centres
are also centralized (i.e. they can easily view @odtes customer information stored
in the central database). Because of the centdalti®M system, customers’ queries
are automatically received by the relevant depantmdsually, all the basic queries
are handled instantly and once a query is resolvaticentre agents make a service

call to the relevant customer. Also, during theeimiews with several bank

172



employees, no issues were seen regarding inteometectivity and the interviewees

seemed comfortable with the use of their currenMCGigstem.

5.3.4.5 Major Products and Services

In the UK banks, a variety of products are avadafir all types of customers,
including current accounts, savings accounts, rageg, personal and business loans,
wealth management products, etc. In an interviewl@agds TSB Bank, the bank’s
personal banker explained how they have categoriaent products according to

different types of customers. He explained:

“At our bank, the account products are mainly categd into two main
types, i.e. personal accounts and savings accolmgsersonal accounts we
offer different types of accounts such as cash watc(ihat is a basic account
designed for customers having no previous credtbhy), classic account (it
is a regular account that is used for daily usagh s cash withdrawal from
any ATM), value added account (an account for withehcustomer has to pay
monthly charges to get extra facilities on top bfogher account facilities).
Secondly, for savings accounts we offer a montfdyirggs account, ISA
account, and term deposit account (that is forreaiteterm such as six months

minimum and three years maximumlPgrsonal Banker, Lloyds TSB Bank
He further explained different business accounts as

“Similarly, we offer different business accountglswas proprietorship account

(design for those customers who own a small compdory example a

restaurant or newsagent’'s shop), company accoumitetl companies

account, trust account, charity account, and pubhd¢ed company account”

(Personal Banker, Lloyds TSB Bank

Similarly, at Barclays Bank, the branch manageculised accounts as:
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“We provide all sorts of universal banking accoun®ur accounts are
designed for every individual no matter if he/skewiorking, not working,

students, from millionaires and billionaires ofsttworld, small businesses to
large corporate. We aim to open an account foryesestomer and we do not
have any balance requirement for basic accountshdmt, our accounts are
designed based on all kinds of customers. We aanethery customer should
have an account with Barclays and there shouldbeotany barriers and

exclusions in that”Branch Manager, Barclays Bahk

For mortgages and loans, the branch manager argiantBank said:

“The customer needs to apply by either visiting lthench, over the phone, or
using the internet. The advisor will make an amglan and put the
customer’s details in our CRM system to performradit check of that
customer to see the credit worthiness and see haeh rhe/she is entitled to

borrow” (Branch Manager, Santander Bgnk

A similar answer was gathered from the branch manag the Royal Bank of

Scotland; he explained that:

“The customer has to make an appointment with tsgnal banker; they
would sit down and look at the customer’s credistdny, put all the
customer’s finances together, and put an applicatioough. The process is
quite straightforward, and easy to understand. Atsoloans, mortgages, and
overdraft facilities, the interest rates are simitaroughout different UK
banks” Branch Manager, Royal Bank of Scotland

To conclude, UK banks offer similar products thia designed for different types of
customers. The procedure is straightforward toyapm any product because these
banks have their central CRM system that autonibticalculates the product
entitlement for each customer based on each custuaredit score. Also, the system
is designed to facilitate all types of customeos;ifistance, based on each customer’s
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annual earnings and his/her overall value to thk plne CRM system calculates and

then generates different product offers for thatipalar customer.

5.3.4.6 Maintaining Relationships with Business Customersa Individual

Customers

Mostly in UK banks, customers are divided into tdidferent channels, business
channel (for business customers), and individuahilrechannel (for individual

customers). For the business channel, businessadweal with business customers;
whereas, for the individual retail channel, persdramking advisors deal with day to
day customers. Banks maintain relationships withirtltustomers based on each
customer’s overall worth to the bank. For instanaieBarclays Bank, the branch
manager explained how they maintain relationshijk faoth types of customers. He

explained that:

“Business accounts are designed to facilitate lessircustomers whereas for
individual customers, we offer personal accountssiBess accounts are
designed to offer more facilities to our busineastemers so that they can
easily buy stuff for their business, receive bettéerest rates, receive better
customer service, get benefit from commercial magé&s, etc. Therefore,
business customers fall into a completely diffesante. Although some of the
basic services we offer to them are similar to wiatoffer for our personal
account holders, business category is simply aifft entity since their needs
are also different. Our business products arehaffshelf, but we can structure
them to what the business customers’ need. For gbeanif a business
customer has a large deposit with us, we can loakhat these deposits are
used for. If they want higher interest rates foos# deposits, we can
restructure their account based on their requirémershort, we offer them
more flexibility to choose the type of account apebduct they require.
Business customers are contactedRigjationship ManageréRM) whose job
is to ensure that business customers get bettelitiésc Similarly, for
individual customers, every individual customer lasaccess to Rersonal
Banking Manage(PBM)” (Branch Manager, Barclays Bahk
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When asked about how many business customers atacted by one relationship

manager, he further explained that:

“Well, it depends on the size of a business. isia normal business, then
roughly one relationship manager (RM) relates touad 200 business
customers. For small businesses, they probably @toneed relationship
managers. Furthermore, we also have a support teairdeals with all the
gueries of our business customers and it operatgs B you talk about the
largest companies in the country, we then have aleavkeam of people
working to fulfil their business requirementsBranch Manager, Barclays
Bank).

Similarly, at Royal Bank of Scotland (RBS), the imess quality manager explained

about different types of customers and how the baalintains relationships with

them:

“We have two different segments for two differeategyories of customers,
i.e. general banking (individual customers) andfgred banking (business
customers). Our bank provides products and fagslibased on the category
each customer falls into. General banking custoro@nscontact any personal
banking manager at any RBS branch; while prefegetking customers have
their designated relationship manager (RM) who sl@ath their complaints
and any other problems. On average, each relaipmshnager deals with
around 150 business customerBuginess Quality Manager, Royal Bank of
Scotlang.

To conclude, usually in UK banks, customers areiddiy into two different

categories, individual and business customers. 8gmiovide facilities to their

customers based on the category each customer ifdls However, business

customers get more facilities from the bank andti@hship managers (RM) contact

each business customer to provide these facilinds®ereas personal bankers are

responsible to facilitate and maintain relationshpth the individual customers.
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5.3.4.7 Customer Acquisition vs. Customer Retention

For customer acquisition, UK banks’ marketing dépants design different
strategies to attract new customers. The departhagamroach new customers through
different channels such as through print media;tedaic media, web marketing, etc.
Similarly, for customer retention, each UK bank hasyalty department that is also
centralized, with access to the data of all thewotepartments of the bank in order to
view complete details of their existing customé&ased on each customer’s value to
the bank, the loyalty department further approack&sh customer differently by
providing different loyalty offers to retain therthe branch manager at Santander

Bank talked about customer acquisition as:

“We approach new customers through lots of differgays. Obviously, the
branch is the main channel to get them in. We dtstelevision advertising,
internet advertising, and sending letters to lefrthknow our current offers
and rates. In short, our marketing department Wlalifferent strategies to

attract new customersB(anch Manager, Santander Bgnk

At Barclays Bank, the branch manager discussebbjtadty department:

“Well, the loyalty offers are designed based onheagstomer’s preferences;
for instance, some customers want to switch bamksse they want better
interest rates; others for a better overdraft itgcdnd credit card limit, etc.
Based on each customer’s preferences and previstmyhwith the bank,
loyalty offers are produced by our central CRM egst Then, our branch
managers and call centre advisors further appreach customer to provide
them with such offers. In most cases, we even métehoffer which a
customer gets from another bank in order to retia@m” Branch Manager,

Barclays Bank
To conclude, loyalty departments in UK banks offidferent types of facilities to

retain existing customers. Similarly, marketing a@#ments are responsible for

designing different strategies in order to attremtv customers. Employees working at
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branch level and call centres play a vital rolattoact new customers as well as retain

existing ones.

5.3.4.8 ATM Operations and its Issues

ATMs are commonly used by bank customers to witlvdcash. These days, cash
deposit, bill payment, funds transfer etc., are alsne through most of the ATMs of
UK banks. The hardware for ATMs is chiefly provideg a company called NCR
while banks operate these machines 24/7 usingatkstlsoftware. In an interview at
Santander Bank, the personal banker explainedréliffeeatures of ATM machines

and its security issues:

“In the UK, cash machines are usually free of chaagd we make sure that
cash is available in these machines because tleethare for our customers.
However, some of these cash machines, such as theise small shops,
some fuel stations on motorways, etc., may chaayh dime a customer
withdraws money from them. These machines usuadly wap-front if
customers will be charged. The security issues WitlVis are if somebody
looks over the shoulder of the customer to seepthenumber used in the
machine. Also, someone may use a duplicate caathpiother fake device to
withdraw cash. Therefore, we do monitor our ATMsselly to make sure that
our machines are free from those deviceBergéonal Banker, Santander
Bank).

At Royal Bank of Scotland, the branch manager thlikieout the use of technology at

ATMs and its security issues:

“All our machines are advanced in terms of lateshhologies. If someone
tries to make a wrong attempt by using some fake, dle machine will

automatically shut down. If a genuine card holaesert a wrong pin number,
after 3 attempts machine will retain his/her cad, the customer has to
collect his/her card from the branch by showinghas ID. We update the
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ATM software quite often and most of our ATMs arewnhaving latest

updates already installedBfanch Manager, Royal Bank of Scotland

The branch manager also gave the researcher arb&@4et containing the security

instructions for customers using the ATMs, inclgdin

» Stand close to the machine and shield the keypaxuhkaying in PIN

» Beware of those around you and the environment

» Avoid using your mobile phone or other distractidinat may make you more
vulnerable

» |If your card gets jammed, retained or lost, regbi$ immediately to your
bank or building societyBranch Manager, Royal Bank of Scotland

Another interview was conducted with the branch agam at Barclays Bank who

explained why banks are not using biometric tecbgywht ATMs:

“The real reason is that it will cost us too muctd at will be really hard to
implement and collect the data from all of our @ry customers. For
biometrics, we require huge databases and fromptst survey of our
customers, very few customers are in favour of leimim technology” Branch

Manager, Barclays Bank

To conclude, ATMs are available in public placesotiyghout the UK, where
customers can get facilities without any servicarghs. Banks regularly update the
software installed at these ATMs and they closebnitor these machines to ensure

that the machines are operated properly.

5.3.4.9 e-CRM Facilities (Internet Banking, Mobile BankingPhone Banking,
and SMS Alerts)

In UK banks, several e-CRM services are availabted by customers on a daily

basis. These e-CRM services have made things easystomers; for instance, using

internet banking, customers can easily check adadetails within a few minutes and
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avoid making frequent visits to the branch. Witke tadvance in technologies,
nowadays e-CRM is simply a new way for banks totgeknow their customers and

maintain relationships with them using these chknne

For internet banking, the branch manager at SaataBank said:

“It is sort of a virtual banking based on securezbwonnections, and accessed
through user logins with encrypted password. Uguaihnsmission of data is
secured by a separate internet protocol, with @atzryption. Moreover, a
device calledHost Security Modul{HSM) is used to encrypt passwords.
Moreover, funds transfer in a single day, histoogsl etc., enhances its
security. We guide our customers to follow certagcurity procedures in
order to use internet banking safely by sendingnth@ferent guidance notes
and brochures. And yes it is safe if customersoWollthese procedures”

(Branch Manager, Santander Bgnk

At Barclays Bank, the branch manager talked abdatnet banking as:

“We do offer internet banking and yes, it is safel ave are really proud of
this facility. We provide PIN sentry security dexito our customers, that is a
special way to secure our internet banking. PINrgeechnology is basically
the latest technology adopted by Barclays Bank.eGncustomer registers for
internet banking, he/she has to insert his/her saeddevice which will bring
an 8-digit random code on its screen. So, each timaeé-digit code appears it
is different, containing completely random numb&when the user enters that
pin number along with the other account details, central CRM system
further verifies that random pin number. Therefahe user does not need to
remember the security code to access his/her at@oianmation using the
internet banking because the security code isrdiffeeach time. Also, our
customers can easily download the security softvrarma our website that is
similar to Norton antivirus software worth £50. Hewer, our customers can
download that software free of charge from our websThe software is

secure to use for both Mac and Windows users. Saste/ear, with the use of
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this new software, we have reduced the internekibgnfraud by 80%. The
software contains both anti-virus and spy-wareuiest” Branch Manager,

Barclays Bank

The branch manager further talked about the sgassues with internet banking as:

“In order to avoid security problems with interdinking, customers have to
update their computers to get the latest secuptjates of the software we
provide to them. These updates are important nbt onterms of using
internet banking securely against frauds, but aisterms of protecting their
computers from any viruses. As we keep updatingseaurity software quite
frequently, we inform our customers from time toei and encourage them to
install these latest updates to avoid any unforesgeblems” Branch

Manager, Barclays Bank

Similarly, for phone banking, the premier relatibips manager at Royal Bank of

Scotland explained that:

“We do offer phone banking; through that we dedhuvaill financial and non-
financial related queries of our customers. With hielp of our phone banking
facility, customers can easily transfer funds tifedent accounts, for example
from current account to savings account, or to rothenk accounts. We
understand the needs of our customers; therefoeepmvide such facility
24/7 so that our customers get benefit from thisise whenever they want”

(Premier Relationship Manager, Royal Bank of Scatjan

To conclude, e-CRM facilities are provided by aljor banks in the UK and most of
the customers benefit from these services on alaedpasis. Internet banking and
phone banking are the most commonly used onesinettdanking, according to
several interviewees, is secure these days, btdroess have to install some security
software to use it more securely. Phone bankirgn@her commonly used e-CRM
service through which customers can easily enqabat their account activities and
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their account balances, etc. Other services suchddsle banking, SMS alerts etc.,

are also used and are popular among several baumstemers in the UK.

5.3.4.10 Future of CRM in the Banking Industry of UK

The future of CRM in the UK banking industry seemery bright. From the
interviews experience and from personal observatidaring the data collection
process, it seems that the next generation of hgnkigoing to be online and mobile
banking. Banks in coming years will incorporate emadvanced technologies, such as
advanced data mining tools, more enhanced CRMregtadvanced security features
for internet banking, and better contact channaisfistomer service. In an interview
at Santander Bank, the branch manager talked abeuise of CRM in the banking

industry in coming years. He explained that:

“CRM is a requirement of banks these days and we @ have it. It seems
that banks are depending on it. Our central CRMesyss constantly updated
and we rely on it on a daily basis and we make suraake proper use of it”

(Branch Manager, Santander Bgnk

At Barclays Bank, the personal banker expressedibigs about the future of CRM
in the UK banking industry:

“I can see that with the use of CRM, banks areimggtmore and more
centralized. It is obvious that customers are #@re of attention in most of
the decisions we make. In banks, CRM is the priocei$ of every department
and each department has a responsibility of mabroger use of it which | do
not see will change in the coming years. Each deyent is making the best
use of it and the banking culture towards CRM geasing. However, every
one at the bank needs to know their role to undedsthe CRM system to
win, which is the hard part but it is the most intpat part as well”Rersonal

Banker, Barclays Bank

182



Similarly, while asking about how bank employeesrikvtogether with the latest

technologies, the branch manager at Lloyds TSB eapkained that:

“Well, the good thing is that our bank employeesrd see the use of the
CRM system as a separate part of their job any nibi® part of their job to
use the system. If you ask someone about CRM, Wmyd easily provide
you the answer because that is what they do, and GRM is a part of every
single person at the bank and that culture woufthidely increase in coming
years Branch Manager, Lloyds TSB Bank

To conclude, CRM seems to be the basic requireofedK banks and CRM culture
in the banking industry is increasing; with thephef new technologies in coming
years, CRM will definitely help banks to understahdir customers’ activities and

their needs more precisely.

5.4 Conclusions

In this chapter, we presented the first stage ¢& damalysis using theithin-case
analysisapproach in which we separately explained andyaedlthe two case studies
selected for this research. The results obtainenh fthe interviews from both case
studies were separately discussed and analyzée iiotm of ten different themes i.e.,
CRM vision, CRM operation at the branch banking, MCRperation at the call
centres, query response time using the CRM systeaor products and services,
maintaining relationship with business and indiadcustomers, customer acquisition
vS. customer retention, ATM operations and its esste-CRM facilities (internet
banking, mobile banking, phone banking, and SM&sleand the future of CRM in
the banking industry. These themes contained tleeativoperations of CRM within
the banking sectors of the two countries, Pakiatahthe UK.

The chapter also highlighted other available datyais techniques that are mostly

used for the interpretive case study approach. Wewyea cross-case analysis
technique was selected for this study as this igdenspecifically applies to the
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analysis of multiple cases and is more relevattiefcase study approach consists of

at least two cases, and this will be discussetderfdllowing chapter.
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Chapter 6

Cross-Case Data Analysis

This chapter presents the second stage of datgsealoss-case analysibetween
the two case studies that were separately explaamedd analyzed in the previous
chapter. The cross-case analysis technique is lusefaurrent research as it applies
specifically to the analysis of multiple-case sasdand helps researchers to analyze
and discuss the results in a more structured wagn;Tthe four major components of
an ideal CRM model (proposed as a frame of referancchapter 3) are used to
discuss these results more accurately; followeddmye suggestions that are proposed
by the researcher for each component of the CRMeinoygl using the best practices
of CRM. The chapter then presents the benefitshef docio-technical theory for
banking industry. In the last part, the chaptersenés some challenges and issues
relate to the CRM adoption within the banking indysf Pakistan and the UK.

6.1 Cross-Case Data Analysis to Uncover the Similastieand

Differences Between the Two Case Studies

The results gathered from the first stage of datalyais, within-case analysis
described in chapter 5, will be further analyzedmpared, and discussed in this
chapter to identify the similarities and differeadgetween the two main case studies
i.e. () CRM operation in the banking sector of B&dn, and (i) CRM operation in
the banking sector of UK. In the previous chaptbeese results were presented
separately and analyzed by different themes cogehe overall operation of CRM in

the banking sectors of Pakistan and the UK. Thess-case analysisechnique
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introduced in the previous chapter will be used¢doduct the second stage of data
analysis. Using this technique, the results fromfitst stage of data analysis will be
further compared using a thematic analysis appr@achss the cases (Yin, 2009,
p.156). In order to use Yin's technique, we havsigieed different word tables for

each theme containing the major similarities arfteinces between the two case
studies; this is followed by a detailed comparaiilecussion for each theme. The

cross-case analysis is also valuable in answenndjrst research question:

R Q No. 1: What are the similarities and differenre& CRM Operation between the
banking Sectors of Pakistan and the UK?

6.1.1 CRM: Vision

Theme Pakistani Banks UK Banks

- No single definition of CRM was - CRM definitions gathered were overall
provided even within the same bank. | similar.

- Different banks’ departments viewed Similar views about CRM wer
CRM differently. gathered from different departments |at
different banks.
CRM: Vision | - Some of the banks are at the initjal
stages of implementing the complete A complete CRM suite is already
CRM system. installed in most of the UK banks.

D

- Others have installed some of jts CRM is overall seen as a bank’'s
packages at the call centres. internal centralized system used by
every department and every member| of
staff at the bank.

Table 6.1: CRM Vision

To discuss the similarities and differences in CRpkration between the banks in
Pakistan and the UK, we first need to talk about hbfferent banks (especially
different departments within the selected bankisath countries) view CRM. As seen
in table 6.1, one of the major differences in tlaking sectors of both countries
regarding CRM vision is that in Pakistan, CRM igwed differently by different
banks. Even in the same bank, different departmeiets CRM differently. The
majority of the banks in Pakistan view CRM as ariomation of call centre
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operations rather a company-wide solution. One h&f nain reasons is that in
Pakistan, CRM is not fully integrated across a#l thfferent channels in the banks.
Some of the banks in Pakistan are in the initafjs$ of implementing the complete
CRM system; others have installed some of the CRbkages and have started CRM
operations at the call centres. IT departments astrof the Pakistani banks have a
complete knowledge of CRM; whereas, most of theeottepartments are still not

benefiting from the CRM system, and consequengyved it differently.

On the other hand, in UK banks, CRM is overall veewn a similar way by all the
departments across different UK banks. They sas dn internal centralized system
of the bank that is used by almost every membestaff working at the bank.
However, each department has specific limitatiansts use of the central system
when viewing and updating customers’ details irt §ystem. Customer information
can, nevertheless, easily be seen by every menib&aid at the bank. Therefore,

CRM is overall viewed in the same way in differ&i banks.

6.1.2 CRM Operation at the Branch Banking

Theme Pakistani Banks UK Banks

- Branches are not fully integrated with Complete CRM system is available |at
CRM software. different banks’ branches.

- Each branch services its own In each branch, CRM system |is
CRM customers. available and is already used by every

: member of staff.
Olpietfaliat &l - In some cases, main branches (or [the

the Branch bank’'s head offices) are equipped wjth For any problems or queries, customers
. CRM modules. can contact any branch of their bank
Banking (during their opening hours) or the

- For any problems, customers have| toank’s call centre (24/7) via the phope
contact either the branch where thbanking facility.
account was first opened or contact the

bank’s call centre via phone banking.

Table 6.2: CRM Operation at the Branch Banking

As shown in table 6.2, the overall CRM operationtte branch banking level in

Pakistan is different in several ways from UK banksPakistan, most of the CRM
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modules are used at the main branches of banksatatite head offices; the small
branches are still not centralized and are notrgetull benefit of CRM. At present,
these small branches, especially those in the areds of Pakistan, only deal with
their own customers. In short, they only providsibaccount facilities to their own
customers. In case of any problems with customacsounts, customers have to
contact either the bank’s main branch, or the brambere the account was opened
(because they keep the complete information o thestomers), or even the bank’s
call centre via phone banking.

On the contrary, in the UK almost every branchdgsipped with a complete CRM
system (no matter if it is a small or a large bgnand these branches are all
centralized. In branch banking, almost every braeciployee can easily view and
update customers’ accounts. However, different demts have different
responsibilities in amending customers’ accoumsother words, each department

has certain limits in using their bank’s centralNCRystem.

6.1.3 CRM Operation at the Call Centres (Customer Servicentres)

Theme Pakistani Banks UK Banks

- At present only a few CRM packages Fully integrated CRM system installed
have been introduced and are being usad call centres where all the banking
only in the major banks. facilities are available 24/7.

CRM - CRM at call centres is available as a
o : - CRM at call centres is only used frcomplete suite where all the major CRM
peration at . : L

three different modules i.e. phongackages are fully functioning across
the Call banking, complaint management, andifferent channels.
customer base centre.
Centres - IT department takes responsibility for
handling CRM-related issues, while the

- Mostly IT departments deal with CRMCRM  software vendors deal Wgh

packages, hardware, and their updatgpdates, hardware and software
related issues. warranties, and security-related issues.

Table 6.3: CRM Operation at the Call Centres

In Pakistan, several banks have recently introdgoade of the CRM packages at call

centres and are planning to fully integrate CRMossrall other bank channels
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(especially at the branch level), which accordingthiem is a challenging task.
According to several interviewees, CRM at call cestin Pakistan only works in
three different modules, i.e. phone banking, complenanagement, and customer
base centre, as shown in table 6.3. Similarly, calitre agents deals with basic
account-related queries and credit and debit caieties on a daily basis. These
agents are fully trained and have a complete knbydeof the different CRM

packages that are currently used at call centres.

However, at call centres in UK banks, CRM is aV@daas a complete suite where all
the major CRM packages are installed and updated oegular basis. The CRM
packages that are currently used at call centeesimiilar to those used at the branch
banking level. The only difference between braneahking operations and the call
centre operations in the UK banking sector is thatbranch banking mostly deals
with more general queries (such as account openasl) withdrawals, etc.) and has
limited opening hours. The call centre agents dedh all types of customer
complaints and queries and are operated 24/7 (@genking in different shifts).

At the call centres of different banks across Rakisit is mostly IT departments that
deal with the hardware, software, and update-relsgues of the CRM packages that
are currently used. In UK banks, IT departments tadsponsibility for handling
CRM-related issues and provide facilities to th&edent departments; however,
according to several interviewees, CRM vendors liysdaal with software updates,
hardware and software warranties, and other sgeawléted issues. Likewise,
vendors are also responsible for providing trairtimghe bank’s internal IT staff for

the operations of different CRM packages at thecemitres.
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6.1.4 Query Response Time using the CRM System

Theme Pakistani Banks UK Banks

- Queries are dealt with at both branch Queries are dealt with at branch leyel
level (during their opening hours), and|aand also at the bank’s call centre.
the call centres (24/7).

QU= - Usually, 90% of the customers’ querigs
Response - Call centre agents try to resolyare resolved straight away via call
i . customers’ general queries within OC$8entres and at branch level. CRM system
Time using (one call service). ensures that the query goes to the right
the CRM _ department.
- It takes longer sometimes because of
System internet connectivity issues. - Two CRM applications are specifically

used for queries, i.e. RMS and CMS.
- Internet bandwidth problems.

- No issues with internet connectivity.

Table 6.4: Query Response Time using the CRM System

As we can see from table 6.4, in Pakistan and Ukk&aquery-related issues are
generally dealt with at both branch level (durimgit opening hours), and at the
banks’ call centres (24/7). However, in Pakistaanks, because of not having a
centralized CRM system, branch banking only death \general account-related
gueries; while in UK banks, branch banking dealthwil sorts of customer queries.
Similarly, most of the call centres in both couedriusually try to resolve their
customers’ queries within a single call. Howevearmstimes it takes longer than
usual, depending on the type of query, possiblyd@s to 72 hours. The call centre
representatives usually make a service call to thestomers once the query has been

resolved completely.

However, for query resolution, the other major eiéince is that in some Pakistani
banks, sometimes it takes even longer for a quelyetresolved. For instance, if a
customer’s account is in a branch which does nateshustomer information across
different channels (i.e. the customer’s branch does have the CRM system
installed), then it takes even longer than usuatife query to be completely resolved.
However, the call centres of UK banks have thereei@RM system installed (at
branch level and at call centres) to ensure thattrery goes to the right agent in the
right department in order to resolve it promptlgc8ndly, in UK branch banking and
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at call centres, two CRM specific packages are @igeduery purposes: a complaint
management system (CMS), and a request managelyspeins(RMS) (i.e. CMS
system is used for customers’ complaints and (RM8)jem is used for customers’
product request).

Another problem is internet connectivity, commomost of the banks of Pakistan.
When such a problem occurs, call centre agentsllyseguest their customers to
contact them later because customers’ data is ¢preass different departments and
the call centre agents require full access to tlth8erent departments in order to
completely check the previous details of their costrs. However, no such issues

related to internet connectivity were seen in tikeldanks.

6.1.5 Major Products and Services

Theme Pakistani Banks UK Banks

- Different products are designed [te Variety of products are available that
facilitate different types of customers. | are offered to all types of customers.

- Minimum account balance requiremgrt  No minimum account balande

el at different banks. requirement.
Products and

. - Loans and mortgage facilities are The advisors using a bank’s centfal
Services mostly available for business custome§RM system perform a credit check for

because of specific requirements. each customer to see the credit
worthiness and to check how much each
- No credit scoring technique is used. | customer is entitled to borrow.

Table 6.5: Major Products and Services

For products and services, banks in both Pakistehthe UK offer a variety of

products to their customers to facilitate all typésustomers. For account products,
banks in both countries offer different types ot@mts such as current accounts,
savings accounts, term deposit accounts, businessumts, etc.; these banks also
offer other types of products such as loans, mgagahome financing, auto loans,
insurance products, etc. Mostly, these productotiezed based on each customer’s
monthly income. Similarly, each account product ket criteria. For example, the

basic account offered by almost every bank in Rakidias a minimum account
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balance requirement of Pk. Rs. 5000 (equivalerdrtamind 40 UK Pounds). Banks
usually put some charges on customers’ accourtsatf balance is not maintained
even for a single day. In UK banks, there in noimum balance requirement for a

basic account.

As shown in table 6.5, another difference is thaPakistani banks, products such as
loans, mortgages, etc., are mostly offered to tmness customers, because of the
specific requirements for these products; themoisredit scoring technique in most
of the Pakistani banks. Therefore, it is hard falividual customers to even apply for
a loan. However, using the central CRM system, @KKs perform a credit check for
each customer (both individual and business custne see their credit worthiness.
Based on the results, banks offer loan entitlerf@rgach customer.

6.1.6 Maintaining Relationships with Business Customersnd Individual

Customers

Theme Pakistani Banks UK Banks

- Depending on the customer’'s overal Using the central CRM system
s worth, banks categorize different typesustomers are divided into two different
Maintaining of customers. channels, a business channel (for
Relationships business customers), and an individpal
- Bank managers usually contactetail channel (for individual customers).
with Business | business customers.

- For the business channel, business

and - Individual customers are contacted pgdvisors/relationship managers deal with

Individual call centre agents. business customers.

Customers - For individual retail channel, personal
banking advisors deal with day to day
customers.

Table 6.6: Maintaining Relationships with Businassl Individual Customers

Another comparison is how banks in both countri@sntain relationships with their
business and individual customers. Usually, difiedreanks have adopted different
strategies to fulfil the requirements and satisiiy heeds of both types of customers.
In Pakistan, based on the individual customersbant balances, most of the banks
have categorized their individual customers in ¢hdéfferent levels: lower level,
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middle level, and higher level. In each level, oustrs’ receive different facilities
from their bank (i.e. lower level customers haviarated number of facilities while
higher level customers receive better facilitide)some ways, some of the higher
level customers receive the same facilities asbtigness customers. These facilities
include: better interest rates, increased credd @it and better rates on insurance
products. For business customers, bank managersvileahem and approach them
by visiting them in case of any account-relatedbfgms even advertising new
products to them. However, UK banks treat individaad business customers
completely differently. As shown in table 6.6, mofthe UK banks consider that the
needs of these two categories of customers arytdttierent. Therefore, each bank
has designed two different banking channels, thdivigual retail channel (for
individual customers), and business channel (faifass customers). In the business
channel, business advisors or relationship managdeat with business customers.
Depending on the size of the business, each resitip manager (RM) handles a
certain number of business customers. For the ioha retail channel, personal
banking advisors deal with day to day customersthla way, UK banks usually

maintain relationships with their customers.

6.1.7 Customer Acquisition vs. Customer Retention

Theme Pakistani Banks UK Banks

- CA: TV channels, newspapers. - CA: marketing departments design
strategies to attract and approach new
- No trend of sending brochures ta@ustomers via print media, electronic

customers’ home address. media, web marketing, information
packs to customers’ home addresses,
Customer - CR: loyalty programmes have recentlgtc.
been introduced, operated by different
Acquisition departments. - CR: each UK bank has a loyalty

department that approaches customers
vs. Customer | Each customer’s discount entitlemerdifferently, providing different loyalty
Retention is different, estimated according to theffers to retain them.

customer’s account history.
- The loyalty offers are designed
according to each customer’
preferences and are based on each
customer’s previous history with the
bank.

Table 6.7: Customer Acquisition vs. Customer Rébent
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Customer acquisition and retention are two of thestmimportant components of
CRM for any bank. Based on these components, bankiser decide how they
approach new customers, and on the other hand, thew retain their existing
customers that are valuable to the bank. For cuat@oquisition, banks in Pakistan
usually attract new customers using two main chignire via electronic media (T.V
channels), and via print media (newspapers). Adogrdo them, these are the
commonly used channels to attract new customergeisas to inform our existing
customers about bank’s new products. However, Uikkbaises different marketing
techniques to approach new customers such as weketing, via print media,
electronic media, information packs to customersmbk addresses etc. These
channels are also used to inform existing custorakogit the bank’s latest products
because banks aim to approach the customers byealhs. Similarly as seen in table
6.7, for customer retention, different loyalty pragns have recently introduced in
most of the banks in Pakistan that are operatedifbgrent departments. In some
Pakistani banks, loyalty department operates tlogsdty programs. However, in UK
banks, each bank owns a loyalty department thatoapp customers differently by
providing different offers to retain them. To thermsach customer’s discount
entitlement is different and the loyalty offers alesigned based on each customer’s

preferences and are offered based on each cusspnevious history with the bank.

6.1.8 ATM Operations and its Issues

Theme Pakistani Banks UK Banks

- ATM service providers usually deduct No service charges from customers| to
some service charges from customersise ATM facility.

account balance every time customers

use ATM. - No annual charges for ATM card.
ATM
. - Banks usually charge an annual fee of Few security issues, otherwise the
Operations Pk Rs. 330 for providing ATM card. | ATM machines are advanced in terms|of
and its Issues o _ latest technology.
- Security issues such as pin cqde

hacking, on spot thefts, old machines ATMs' software keeps update
etc., are all related with the use of ATMegularly and most of the ATMs are new
service in Pakistan. with latest updates installed.

Table 6.8: ATM Operations and its Issues
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As seen in table 6.8, for ATM operation in Pakistavo ATM networks are available
i.e. One link, and MNet. These networks have rdgeobllaborated to facilitate
customers of all the major banks in Pakistan. Hamethere are some specific
charges that these service providers deduct franctistomers’ account each time
customers use ATM service. For each service usihlyl Acharges are different; for
example, for cash withdrawals, customers have yoapstandard charge of Pk Rs. 15
each time customers withdraws the cash using ATNat Bmount usually deducts
automatically from customers’ account. Similarlgr fother services using ATM,
charges are different. Also, mostly banks chargeamnual fee of Pk Rs. 330 to

provide basic cash card to their customers.

However, in UK banks, ATM facility is available #eof charge to all the customers
of different banks across UK. Banks also provideditr debit, and cash card facilities
to their customers without any annual charges. &loasds are offered based on each
customer’s credit history. For example, credit clardt or overdraft limit offered to
each customer is different that is based on eastomer’s previous credit history.
Banks using their centralized CRM system easilymege the credit entitlement of

each customer.

On the other hand, there are several security ssauth the use of ATM service in
Pakistan. These security issues were shared byrasewgerviewees during the
interviews from five different banks. Some of th@ronon issues addressed by the
interviewees are: pin code hacking, on spot the&§M card misplacements,
machines run out of money, card gets stuck in th&Anachine etc. Some of these
security issues were also addressed by severalogegd in UK banks during the
interviews; however, according to them, ATMs arevrend advanced with latest
updates installed on them. Also, these machineslasely monitored by the bank
staff to check if they are not misused. UK banls® glrovide security instructions to

their customers in order to make them use theséimes properly.
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6.1.9 e-CRM Facilities (Internet Banking, Mobile BankingPhone Banking, and
SMS Alerts)

Theme Pakistani Banks UK Banks

- Internet banking is not offered by mast Internet banking is offered by most pf
of the banks because of issues witthe banks and it is secure.
internet security.
- Using internet banking, transmission |of
- Banks feel that the internet security|inlata is secured by a separate intefnet
e-CRM Pakistan is not up to the internationgbrotocol with data encryption.
S standards.
Facilities - Some banks even provide spedial
- Other services such as: SMS bankingevices and software to their customers
internet funds transfer (IFS) using ATMo use internet banking more securely.
phone banking etc., have recently started

but are not much popular. - SMS banking, phone banking, mobjle
banking etc., are all commonly used.

Table 6.9: e-CRM Facilities (Internet Banking, MiebBanking, Phone Banking, and
SMS Alerts)

e-CRM simply means doing business over the webhoough different other
electronic channels; with the use of e-CRM servibasking is not only face-to-face
communication with customers anymore. Now daysh Bedkistani and UK banks
offer several e-CRM related facilities to their mmers such as: internet banking,
mobile banking, phone banking, SMS alerts etc. With help of these facilities,
customers can easily transfer funds between diffeaecounts 24/7 without even

visiting their bank’s local branch.

In Pakistani banking sector, some of these e-CRMea@ facilities have recently been
introduced. For example, SMS banking is a servicwiged by few Pakistani banks
to their credit card customers. Every time wherustamer uses his/her credit card,
the automated system sends a message to the custaelephone with the details
about the current usage of credit card. Customanssabscribe or unsubscribe that
service any time. Phone banking is another sepfieged by Pakistani banks through
which customers can easily receive all the updetgarding their accounts while

having phone conversation with their banks’ calhtoe agents. Similarly, these e-
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CRM services are also offered by almost every UlKkband are mostly used by

customers on a daily basis.

However, as seen in table 6.9, internet bankingicers not offered by banks in
Pakistan. Banks considers it not being safe becdhsee are no set standards of
internet security provided by the government lemePakistan. On the contrary, in
UK banks, internet banking is offered by almostrgusank. According to the several
employees of UK banks, internet banking is a sadg 0 do banking; it is based on
secured web connections and is accessed through log®s with encrypted
password. The data transmission is secured by araepnternet protocol, with data
encryption. Moreover, a device is used caltsM (Host Security Module) to encrypt
customers’ passwords. Some of the UK banks offeurgy software to their
customers (free to download from the bank’s webddeuse internet banking more
securely; others provide a special device caldN sentry security devicéhat
generates 8 digit random numbers used as a pasacidtime customer logins.
Hence, UK banks are proud of their internet bankiaglity and this service is

popular in several banks’ customers.

6.1.10 Future of CRM in the Banking Industry

Theme Pakistani Banks UK Banks

- At present, CRM is seen differently by CRM is a requirement of banks in UK
different people at banks. Only IT andind it seems like banks are depending on
call centre staffs have complefet.
knowledge of CRM.
- CRM is used by every member of staff
Future of - Majority of the banks nowadays aret banks and they all have a complete

: completely aware of the importance joknowledge of CRM.
SR e CRM. Banks feel that CRM is the future

Banking in the banking industry of Pakistan. - Banks are working on improving its
performance that could help employges
Industry - However, there are some constrainte use the central system more easily.

from the government level that needed
to be resolved to incorporate CRM CRM receives higher support from
properly within the banking industry ofboth government level and from higher
Pakistan. management level to implement CRM
policies within banks.

Table 6.10: Future of CRM in the Banking Industry
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As seen in table 6.10, at present, CRM is seererdiitly by different banks in
Pakistan. One of the main reasons is because CRNbtigntegrated across the
different channels of banks and across differeptidenents of the banks. Currently,
only IT and call centre employees are dealing wlifferent CRM packages running
at the banks. Therefore, they are the only onesagasomplete knowledge of CRM.
However, in UK banks, CRM is overall viewed simikaross all the departments at
different banks because making proper use of CRétksyis a part of their job at the
banks. Therefore, almost every member of stafioimmetely aware of using CRM

system.

In Pakistan, while comparing with the past few ge&RM culture is increasing and
it looks like banks nowadays are completely awdnésdamportance. To them, CRM
is the only way banks would survive in the markatel Therefore, in coming years,
it looks like CRM culture would definitely increasa the banking industry of
Pakistan. However, there are some issues relatddthe adoption of a complete
CRM system in the banking industry of Pakistan sashlack of support from the
government level, strict policies from the Statelbaf Pakistan, issues with the
internet connectivity, employees’ awareness abeut technologies etc. These issues
require consideration in order to increase CRM uraltand adoption of CRM
successfully. Similarly, with the advancement ichi@logy, UK banks aims to
further improve the overall performance of theinttal CRM system that would help
bank employees to use the system more easily whikacting their customers. To
them, using CRM is a part of every single persothatbank and that culture would
definitely increase in the years to come.

6.2 Discussions and Suggestions Using the Componentarofideal
CRM Model

In the previous section, we analyzed and discugsked major similarities and
differences between the CRM operation in the baplgactors of Pakistan and the
UK. The comparison was based on the cross-casgsaaechnique using similar

themes in order to compare the overall CRM opemaitiothe selected banks of the
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two countries. In this section, we will further diss the results from the two case
studies using the components of an ideal CRM mpdgbosed by Liu (2007) and
also propose some suggestions. The purpose oftingleand presenting an ideal
CRM model in this study was to build up an appraigriframe of reference for
investigating CRM activities in the banking sectofghe two different countries. As
seen in chapter 3, the CRM model used in this stualytypically designed for banks
covering the bank’s architecture and different CRWtivities in an ideal CRM-
enabled bank. Therefore, the interview questionsdufor data collection were
designed to cover the four major components of dame CRM model: contact
channel management, enterprise-wide managemengnoeisdata management, and
IT management. The following discussions and suggesare based on these four
components of an ideal CRM model.

6.2.1 Contact Channel Management

Contacting different types of customers throughiowes channels is always
considered as the initial step of any CRM-enablankb The more contact channels
available for customers, the better it is for battksnaintain long-term relationships
with their customers. Parvatiyar and Sheth (200dijned that, prior to the CRM-era,
banks used to interact with their customers prilpahirough the sales and marketing
personnel. The old system required customers 1o this bank for transactions and
the bank employees used to interact with them fadace to provide details about
their new productsToday, most of the banks interact through a varggtghannels
that include: through sales and service persoca#lcentre agents, internet websites,

and marketing department.

Knox, et al, (2003, pp.26-29) and Liu (2007) explained thadrg contact between a
bank and its customers is a chance for the bustndssrn more about the customers
and to deepen the relationship between the twoidtre studies of CRM failure in
banks have shown that such banks offer fewer cookennels to their customers and
failed to provide consistently high standards ofviee across different contact
channels. Therefore, it is extremely important banks to offer multiple contact

channels because with the availability of differelmannels, banks would easily gather
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valuable information from their customers (throudifferent sources); they also
gather information about customers’ requirementg. eroducts they require,
customers’ common queries, how each customer wantse contacted, etc. Such
information can be stored in the bank’s centrabldase in each customer’s profile,
for further analysis. In this way, the informaticnollected from different customers
also helps banks to offer different products basedthe requirements of each

customer.

The results from various interviews have shown ih&akistan, the contact channels
offered by banks vary in different cities. For exden in rural areas, banks still have
the old concept of branch banking as the only ainthaannel, while in the large
cities, several banks have introduced various CRSEHO contact channels for their
customers, such as phone banking and ATM, and te&eed call centres. However,
the operation of these channels is limited to twgdr cities. Similarly, internet
banking channel is still not offered by most of Bekistani banks because of security
issues. However, banks have recently introducesivaekCRM related services such
as sending SMS alerts to customers’ cell phoneghigir account transactions, and
these are becoming very popular with some custan@e of the reasons for banks
offering different contact channels in differenties is that they are still not ready to
invest in CRM-related contact channels in smalldex According to these banks,
CRM software requires a huge amount of investmedttanks are still not ready for
it. Therefore, looking at the current environmetiie number of contact channels
these banks offer varies in different cities acrésskistan and the concept of
centralized banking is still not available. Howevitiey are aware of the importance
of CRM and are positive towards its implementatfespecially at the branch level)
across the country in years to come. They would ne@ffer more contact channels,
especially in the rural areas, and link them with CRM system in order to facilitate
all types of customers throughout Pakistan.

On the other hand, the results from the selectedbldkks have shown that these
banks offer a variety of contact channels to tleastomers, such as phone banking,
internet banking, e-mail, branch banking, kiosks, €hese channels are offered in all

the cities across UK and the banks are all cem&dliDuring the interviews in four

200



major UK banks, several interviewees explained thKt banks offer all types of
contact channels because they want to approach ¢hsiomers through different
ways. Customers are also aware of the availahilitgifferent channels, and each
customer wants to approach the bank accordingstadr own preference.

To suggest the importance of CRM-based contactrefarto the banking industry
(especially to the banks in Pakistan in our cdeglelkerjee (2007, p.64) proposed and
emphasized the customers’ preferences. The autlggested that an ideal CRM
system in banks takes into consideration the neédach type of customer and also
acknowledges the fact that different customers liifferent preferences. Banks must
introduce more contact channels and offer accefiseto customers through a variety
of these channels, including retail premises, mgebanking, phone banking, and
ATMs. In this way, a particular customer can use ¢thannel that he/she finds most
convenient. For example, an elderly person mayepregd use branch banking or
phone banking while a business customer may prefeuse internet banking.
Therefore, multiple channels should be offeredn® tustomers. Mukerjee further
claimed that the secret to a good CRM is to offelater value after offering multiple
channels. For example, some banks offer 8 AM tdvBlanking at retail outlets, in
addition to enhancing the features of the intemebsite to offer more value to

customers.

Similarly, the idea of multi-channels will also pedustomers to lodge complaints and
requests for any bank product. For example, usiegoank’s website, customers can
easily lodge complaints and also request any ptodising the same channel.
However, there are several issues with these chatim& require consideration in
order to successfully integrate different channétiin the banks. Table 6.11 covers

some of the issues concerning multi-channels dtdan
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Type of Channel Issues of Consideration

- Continuous training to all the personnel workiag branches to ensure
Branch Banking | uniform customer interaction.

- Provide service to the customers based on tladiilevto the business.

- Ensuring updated data on the site (by incorpogatustomer transactions
Internet Banking | conducted through other channels).

- Ensuring that customers’ transactions are dores@cure manner.

- Proper training and customer orientation fortladl agents.
Call Centres/ P g g

n

- Ensuring updated data on customers (by incorpgratustomer transaction
Telephony

Enabled Channel

conducted through other channels).

- Dependence on verbal communication may resultgtomer dissatisfaction

- Technology must be minimal to ensure high custosceeptance.

Kiosks/ATMs - Location should not cause customer inconvenience.

Table 6.11: Issues Concerning Multi-channels atkBatSource: Mukerjee, 2007,
p.64)

6.2.2 Enterprise-Wide Management

This second component of the model includes thenr@®RM activities within the
bank using the front-office and back-office systelisually at banks, the front-office
system contains several CRM-based components #ededi strategies that are used
by bank employees while contacting the customehng. Back-office system contains
the bank’s internal operations where bank employeesstigate their customers’ data
more precisely and plan their approach to eachomest differently. Several
researchers have emphasized the importance of tasesystems. For instance,
Peppard (2000) studied the CRM issues in finanoiitutions such as banks, from
the enterprise-wide perspective, and emphasizethtpertance of the integration of
contact channels and front-office and back-offigstams. Similarly, Liu (2007)
recommended that banks must integrate their fréfideoand back-office systems
from the customers’ point of view and redesign bess processes from the outside
in. If banks are unable to integrate their frorfieaf and back-office systems, then the
problem of mismatch or inconsistency can lead ssds from a failure to retain or
keep customers.
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6.2.2.1 Front office system

As already explained in the previous chapters, tfodfice system, in other words
operational CRM contain different customer-facing and customevise functions.
Front office can similarly refer to the client-fagi activities in front of the back
office. Ideally, some of the CRM-based front-offitls used in banks are: cross-
selling/up-selling, marketing automation, campaiganagement, lead management,
etc. As we know from the analysis results, CRMasused as a complete suite across
different banks in Pakistan. During the intervieatdhe Pakistani banks, several bank
employees talked about the importance of fronteeffsystems. For instance, one of

the IT managers at Bank Alfalah explained it as:

“The performance of the front-office system canilgabe measured by
looking at the overall performance of a bank beedusnt-office systems are
used while interacting with the customers. Themfowe are planning to
introduce more advanced CRM-based components innde future to
enhance the performance of our front-office systarso, our plan is to fully
integrate CRM components used in the front-officeghwthe back-office

system” (T Manager, Bank Alfalah Ltjl.

Looking at the overall results from the selectedigtani banks, currently these banks
are using some of the CRM-based components inrtim 6ffice and are planning to

introduce more in future.

On the other hand, our interview results have shthahthe UK banks have already
installed most of the CRM-based components in tbhatfoffice, currently used by
different departments based on the requirementsaoh. For example, sales force
automation (SFA)-related components are used l®sgarsonnel, while campaign
management and marketing automation-related conmg®nare mostly used by
marketing employees. Also, UK bank employees wearsitipe about the overall

performance of their front-office CRM components.
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However, in an ideal CRM-enabled bank, numeroustfoffice CRM components

are available for different departments of the bddsed on the ideas of Liu (2007),
here we recommend and discuss some of these sagtifcomponents that are
suitable for banks in both Pakistan and the UK winégracting with their customers.
These components were also proposed by severarcbses and their views about

some of these components are:

» Sales Force Automation (SFEAAs already explained in chapter 2, sales force
automation (SFA) is a CRM component designed talit@e the sales
process. It is an application of computerized tetbgies to support
salespeople and sales management in the achieverhémir work-related
objectives. Its hardware includes desktop, handdelces, and call centre
telephony technology. All SFA software is designed that pertinent
customer-related data can be captured, storedyzathland distributed to the
sales people in order for them to become more tefee@and efficient in the
pursuit of their objectives (Buttle, 2009, p.396).

» Lead Managementt is a sales force automation capability forckiag and
monitoring sales prospects and a bank’s interastwith them, as well as
enforcing sales tactics and automating key taskdsod enables telemarketing
staff to pass leads along to the appropriate sethesmnel (Dyche’, 2002,
p.293).

» Campaign Managementhis CRM component is widely deployed in business
to customer environments especially for customgusiion. The marketing
managers design, execute, and measure marketingagam with the support
of CRM technologies. These campaigns include meltilam campaigns across
direct mail, e-mail, fax, outbound telephony, angre SMS platforms. The
CRM technology also assists in selecting and graugotential customer
targets, tracking contacts, measuring campaigrtsesund learning from these
results to produce effective and efficient campaifgm future (Buttle, 2009, p.
251).
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» Marketing Automation Similarly, marketing automation is another CRM-
based front-office component used to automate niactkgrocesses such as
customer segmentation, customer data integratioBl)(Cand campaign
management. The use of a marketing automation coempomakes these
processes much more efficient and makes some neeegses possible
because previously these processes were done ryaloyahe marketing staff
at the banks (SearchCRM.com, 2010).

6.2.2.2 Back-office system

The back-office system a@analytical CRMis considered as an internal system of a
bank. Back-office also means the internal operadioa bank that is not accessible or
visible to the general public. In banks, the CRMteyn is usually part of that internal
system; the system involves different CRM composédatanalyze each customer’s
data separately with great care. The CRM componesgsl at both front-end and
back-end also help banks to design customer-basategies. According to Liu
(2007), ideally, the bank’s back-office system ddonclude and combine some other
systems such as: ERP system, CRM system, suppiy ofenagement system, and
knowledge management system. These systems anefds@d agnterprise systems
and were described by Turban and Volonino (201@h&ir work. However, in order
to understand these systems more precisely, th®msuin their recent book define

these terms as follows:

» Enterprise Resource Planning (ERP) Systé&he software that integrates the
planning, management, and use of all resourceshén entire enterprise
(Turban and Volonino, 2010).

» Customer Relationship Management (CRM) Systéne entire process of
maximizing the value proposition to the customewotigh all interactions,

both on-line and traditional (Turban and Voloni26,10).

» Supply Chain Management (SCM) Systebhe management of all the

activities along the supply chain, from suppligxs,internal logistics with a
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company, to distribution, to the customers. Thi@dudes ordering, monitoring,
and billing (Turban and Volonino, 2010).

» Knowledge Management (KM) SysterdM is the process that helps
organizations to identify, select, organize, arahs$fer important information
and expertise that are part of the organizatiorésary and that may reside in

unstructured form within the organization (Turbawl & olonino, 2010).

The interview results from the selected banks &id?an and UK shows that more or
less banks in both countries are using these aigerpystems at the back-office i.e.
Pakistani banks are using a few packages while @Kk are using them as a
complete suite in the back office. By using thesekboffice enterprise systems,
different departments can easily share any typeusfomer-related information with
each other. Also, using these enterprise systeiffistetht bank employees can easily
collaborate and communicate with each other udmegsame system. Several bank
employees explained that the back-office systemséex as the main communication
channel through which different departments eadigre the common queries of their
customers. For instance, using the bank’s intespsiem, branch offices contact call
centre agents to enquire about customers’ prevoueries and how they were
resolved, because it is usually the call centrensgeho deal with customers’ query-
related issues. However, in some Pakistani balesptoblem seen was that some
parts of the bank’s internal system (or some paekay the back-end system) were
not available in small branches, especially thoghe rural areas. Employees of those
branches usually contacted the main branch (th&'damead office) when they
required any information, using some other soustgsh as e-mail, telephone, etc.
Therefore, it is important for banks in both cotedrto fully integrate these back-

office systems across all the branches in ordeh&we information more precisely.

6.2.3 Customer Data Management

As cited in Liu (2007), this third component ofideal CRM model was described by
Reynolds (2002, p.169) as:
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Understanding and managing customer relationshippethd on the proper
integration of a wide variety of customers’ datan &pproach to define data
requirements starts with what a company knowsndsfivhat it wants to do
with the gathered information, and then defines tithdoes not know

In organizations, especially in banks, customertadgathered at the front office
using the bank’s different contact channels furtfemords into the bank’s central
database (data warehouse) where different CRMegijgns are used to filter out any
unnecessary or repetitive information while theuahle information remains in each
customer’s profile and can be further used by diffié departments of the bank. Thus,
the customer data management platform is considesethe bank’s most valuable
component, as it enables different departmentsctess customer data, perform
analysis on each customer’s profile using a var@tyanalysis methods, and then
approach them differently, based on each custommr&rall worth to the bank.
According to Liu (2007), the customer data managegncemponent can be divided
into two areas: the database, and customer analfsese areas are discussed in the
following sections using some of the results frdra selected banks of Pakistan and
the UK. Also, some suggestions are proposed foseth®anks, using the ideas of

different CRM practitioners.

6.2.3.1 Database

Ideally, in an organization, a database processlveg data gathering, recording,
filtering, segmenting, extracting, and retrievilBased on some of the examples from
the interviewees, in this section we discuss homkban Pakistan and the UK collect
and integrate their customers’ data. In Pakistankb, the IT Manager at Habib Bank
Ltd talked about how most of the banks in Pakisteord and retrieve customers’

information:

“The information that customers provide at the tiofie@pening an account is
usually stored in our central database. That inédion is updated in the
bank’s database on a regular basis. By using cesgnmformation from the

central database, different departments such aketivag, sales, credit card
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department etc., contact each customer differexityut the availability of our

new products” T Manager, Habib Bank Lt}.

Likewise, the branch manager at the Bank Alfalatcuassed how the department

handles customers’ data in the data warehouse:

“At our bank, the systems and operations departisergsponsible to manage
customers’ data. The department works closely i IT department to
operate and manages customers’ accounts. The uhepaiis also in charge of
making customers’ data available to all the reléwipartments so that every
department can easily view customers’ details atbank” Branch Manager,
Bank Alfalah Ltd.

In UK banks, the IT manager at Santander Bank ptedesimilar views about how
customers’ data is stored, retrieved and updatedildo discussed how long the bank

keeps customers’ records in the database. He aerpldéine process more precisely as:

“The information we collect from our customers isually stored in our
central database (data warehouse). Such informe#éinrbe easily retrieved by
every department of our bank, such as call cemngl@yees, marketing staff,
sales staff, and branch employees, etc., at arg tke record our customers’
information (their account activities, etc.) undeeir profile starting from the
day when they open an account. From the informatadlected, certain things
stay the same; other details are updated. Fomiostaf a customer stays with
us for 10 years, his/her initial information such rame, surname, date of
birth, etc., would obviously stay the same but dtfeer information will be
updated on a regular basis. We also aim to updatewstomers’ background
information at least once a yealT (Manager, Santander Bank

The above examples from the interviews show thak®an both countries keep
records of their customers’ previous and latestrmftion. Using several tools and
techniques, they acquire and keep hold of valuabbemation on their customers. To
suggest improvements for these banks of Pakistantla® UK, Mukerjee (2007,
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p.103) recommended that the databases where altubtmers’ information is

usually stored should fulfil the following capabiis:

» Robust The database should be robust and enable tramsaets and when
desired by the users. Also, the robustness shamddre that there is no loss of

data, etc. during the transaction process.

» Scalable The database should be such that as the custarhene grows and
the number of customers increases, it should be tabinanage the increased
load. Therefore, before selecting the databasejuade consideration should
be given to the issue of the future projections enlayl the bank with regard to

the customer base, number of users expected thh@d€ systems, etc.

» Secure The database must always be secure and thetyeshwuld always be
considered. For instance, if the credit card nusbéthe customers are stored
in the database, users querying the database shouloke able to get hold of
such sensitive data since the database would bewamerable to hackers
(Mukerjee, 2007, p.103).

6.2.3.2 Customer Analysis

This approach to customer data management focusdsow banks analyze their
customers’ data. Liu (2007) argues that customelyais is useful for banks to
identify the value of each customer, identify tlaegeted customers to balance the
relationship, and calculate the cost/revenue/acataatributions of each customer. In
this section, using some of the interview resulig, will discuss the concept of
customer analysis that helps banks to identify eagtomer’s value to the bank, and

also the concept of customer loyalty (i.e. custoragntion).

In Pakistan, it is seen from the interview resthiat banks mostly analyze the overall
value of each customer based on their account talam Pakistani banks, the overall
value of each customer is obtained using some CR$&db analytical tools. For

instance, the branch manager at Bank Alfalah expththis concept as:
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“Using our bank’s internal system, we categorize oustomers in three
different levels, i.e. lower level, middle levehdahigher level. These three
levels have a different account balance limit farstomers. Similarly,
customers’ value to the bank is different in eaekel, i.e. lower level
customers get fewer benefits because they aresédsable to the bank, while
higher level customers receive better offers bezafisheir higher value to the
bank. If a customer’s balance increases and gods tipe higher level, we
contact that customer and further inform him/hesuitihe extra benefits he/se
can get if he/she maintains such balance in hisdlceount. Similarly, if a
customer wishes to close the account, by lookinpetalue of that particular
customer using the bank’s internal system, differ@yalty offers are
generated and offered in order to keep our existongtomer” Branch
Manager, Bank Alfalah

Likewise, UK banks are proud of their central CR¥stems and several banks’
employees explained that using it, customers avallysdivided into two different

groups, business and individual. The CRM systenlyaea each customer’'s data
carefully and then automatically generates offerfulfil the requirements of different

types of customers.

The above discussion shows that banks in Pakigtdntlze UK usually maintain
relationships with their customers based on the@rall value to the bank. The value
of each customer is usually obtained by carefulhalgzing each customer’s
information stored in the database. The CRM sysisad at these banks has several
data analysis components which help in definingre@gations based on customers’
income class, geographical area, profession, etth Slassification further help banks

to maintain relationships with each customer déiely.

6.2.4 IT Management

This is the final component of an ideal CRM modetdssed in this section. All the

bank services (including several CRM componengshaanaged using a variety of IT

equipment, including computer hardware (used atktsnch banking level) and
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different equipments used at the call centres. Ating to Liu, (2007), a proper CRM
system requires banks to invest in its IT infrasinee and in specialized software to
record, track, and analyze customers’ interactidhg. IT management component in
banks is critical when putting different managemstrategies into practice. For
example, looking at the ideal CRM model, IT managetris essential for the other
three components i.e. IT hardware and software as@dntact channels helps bank
employees to easily communicate with their custem&milarly, IT hardware and
software are also used for information sharing ketwfront-office and back-office
systems. Likewise, with the help of several IT keace and software, banks can
easily store and retrieve their customers’ valuabfermation, which further helps

them to analyze the value of each customer.

Several bank employees (especially the IT perspnimelthe selected banks of
Pakistan and the UK explained that in order toseseral CRM packages efficiently,
banks need to have the latest IT equipment instgbeth hardware and software).
Most of this latest IT equipment was seen at dafiercall centres during the
interviews and their performance and features eeained by the IT managers at
the different banks. Therefore, in this section, discuss and propose some of this
equipment currently used in the banks of PakisteahldK. These IT equipments were
also discussed and proposed by Bergeron (2002), stiessed the importance of
these IT systems and suggested that their perfa@nanimportant in order to use

CRM successfully. The equipment most commonly wezdll centres includes:

» Computer Telephony Integration (CTIJhis is the real-time integration of
voice and computer data that allows email and phaeta from the same
customer to be routed to a particular call centeprasentative. This
technology allows customers to place an order gitaine web and to later
call a call centre agent to check the status obtider or to modify the order.
Without CTI, agents either have to have two comzui their desk, one with
the record of on-line transactions and one witeard of phone-in orders, or

switch between two programs on their computer (Beng, 2002).
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» Private Branch Exchange (PBXThis is a privately owned and operated
central switching device used at most of the caities. The PBX connects a
call from a customer to a particular representatitesupports modern,
electronic telephones, with data displays, progratien buttons, call
forwarding, and other features. An advantage ofigusi private switchboard
instead of a public one is greater flexibility, t@svings, and the ability to

select from a wider range of features and telephi¢Bergeron, 2002).

» Automatic Call Distribution (ACD)This is an alternative to a PBX that
answers calls and puts them in a specified orderline of waiting calls. An
ACD can be programmed; for instance, to transfés ¢a the representatives
in a predefined order or to representatives witlstmdle time. ACD devices

are used at call centres and are more expensind”BA (Bergeron, 2002).

> Interactive Voice Response (IVRAn IVR is a telephone interface to a
computer system driven by either voice responseslephone keypad entries.
IVR menu-driven responses replace human telephgegators, allowing
customers to retrieve their bank account balancegfjuest product
information, or validate their credit card, etdl, automatically without the
help of a representative (Bergeron, 2002).

Throughout banks in Pakistan and the UK, compuéedware equipment (that are
also part of the IT management components) are tsesipport different CRM

packages to run efficiently at banks’ front-offisgstems (while gathering data from
customers) and at back-office systems (while irddgg customers’ data and sharing

such data between different departments) of banks.

The back-end applications, including programminggleages, are also used at these
banks to support CRM software. For instance, tiieceatre staff at several Pakistani
and UK banks mentioned some of these supportingranoming applications, e.g.
HTML, JAVA, XML. The banks’ IT staff also explaineithat with the help of up-to-
date computer hardware and the back-end applicatiomstomer information can
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easily flow between front-office and back-officessgms. Some of the computer

hardware used at these selected banks includes:

» Backup HardwareUsed to archive both customers’ and banks’ datéooa
CD-ROM, DVD, a hard drive or other media. For tlaeger call centres,

server-based automatic tape back-up hardware @ use

» Network HardwareAll modern computers used in branch banking anchh
centres use a network of some type to connect tt@sputers to databases,
printers, and with each other. Networks can takeaowariety of physical
configurations, most of which use the Ethernet ddath to communicate
among devices. The most common elements of a c@mpatwork to plan for
include: cables, firewall, hub, modem, network camuter, server machine,

and several wireless devices.

» Security System3he security systems are commonly used at bangsotect
and secure customers’ personal and financial irdtion. A popular way to
keep prying eyes from specific data is to encrygch that only those bank
employees with access to the decryption key cae havess to the customers’
information (Bergeron, 2002).

To conclude, this section presented some discussiod suggestions based on the
results obtained from the two case studies. Thesdts were also discussed using the
four major components of an ideal CRM model (odjy proposed as a frame of
reference in chapter 3) in order to analyze andudss these results more precisely.
The CRM model used in this study is helpful asivieg guidance and an in-depth
view of how CRM should work within different depants of the banks. Similarly,
some suggestions were also proposed in this sectsamg examples from some well
known CRM practitioners. In the next section, wecdss the concepts and design
principles of the socio-technical theory and prapbsw these design principles are
useful for banks in both countries i.e. Pakistad #me UK while using the latest
technology (i.e. CRM).
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6.3 Benefits of Socio-technical Theory for Banking Inddry

RQ No. 2: How would the design principles of sodexhnical theory benefit the
banking industry while using the latest technologi§CRM) in the increasingly

changing work environment?

To suggest how socio-technical design principlesildidenefit the banking industry
while using latest technologies i.e. the CRM systera first need to consider the
changing nature of work in organizations under tingpact of these latest
technologies. Several social scientists have exptesheir views and predicted the
future of organizations (especially the financradtitutions). For instance, as seen in
(Mumford, 2006), George Soros, an internationaricier, believes that capitalism is
becoming unstable and it is changing rapidly. Bseaaf this, organizations have
adopted the latest technologies and are more fdcase chasing money while
ignoring their focus on social and political factoThe social objectives such as
providing employment, take second place while ttganization’s major focus is on
its consolidations, short-term targets, and indérgpis profits. For instance, there is a
lot of competition within the banking industry asdveral banks have adapted the
latest technologies in order to compete and sustaim position in the marketplace.
Employee-related problems such as job satisfacfdnsecurity etc., are their lowest
priorities. The author sees two possible scendapsrganizations in years to come;
the first scenario is that global capitalism wilirgve and will dominate the world
economy even more than it does today; severe catiopewill prevent companies
from paying much attention to social concerns. $&eond scenario is that the system
will collapse and that political groups will seak take over the multinationals and

restore national wealth (Soros, 1998; Mumford, 3006

Other social scientists have different views abglatbal capitalism. For instance,
Scott (1999) presented two different scenariosfitseis that economic activity will
be internationalized (it will become borderlessheTauthor's second scenario is that
there will be regional economic growth, which meahat companies will then
become global and will move round the world to fofteap labour and new business
opportunities (for instance, several western banksvadays have opened their
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branches and call centres in different other coemsuch as India and Pakistan where
they can easily find cheap labour in order to cdher global market); and the most
successful companies will retain their nationakgithnces. However, as seen in
Mumford (2006), Stenberg (1999) argued that eveth Wie growth of information
technology, despite many companies having a glofmket vision, manufacturing
industry will remain extremely important. Informati technologies cannot be created
without manufacturing technologies to produce tbeessary hardware; for example,
the latest computer hardware is an essential repeint for banks to make proper use
of the CRM systems (Mumford, 2006).

Similarly, Castells (1996) believes that there maor restructuring going on within
organizations. Many organizations are moving fraardrchies to networks and from
centralized to decentralized structures in whictispaf a company are run as semi-
autonomous units. The British Department of Traak ladustry (DTI) proposed two
alternative scenariosyired world andbuilt to lastfor the organization of the future
(DTI, 1999). The first scenario is that networks s#flf-employed individuals will
come together using the internet to work on comrpajects based on temporary
contracts. The wired world is a world of portfolirk in which individuals develop
sets of skills and a knowledge base and sell tisbdés to other individuals or
companies. Because many of the newwledge workersvill be self-employed, the
job for life concept will disappear and individuals will hawe hecome skilled at
selling themselves, running their own lives andigeting their knowledge. Hence, in
this concept, people will not be looking for joldbey will rather be looking for
customers. Because people working as individudlserahan as members of teams
have little job stability, it is believed that sgsts of social support and protection will

need to be created.

The second scenario proposed by the DTI as amattee towired worldis thebuilt

to last company. These are stable, relatively large comspamot very dissimilar to
the successful organizations of today. Their cdigeaive is to grow through the
collection of knowledge which means that these comgs place a high value on the
development of knowledge and they are anxious &p kbe employees who possess

this. Such companies are therefore likely to dffeg-term contracts and job stability.
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According to DTI, it is possible that a new globatonomy will contain
representatives of both theired world and built to last companies. The strategy
adopted by any organization will depend on the neati its objectives and markets.
The success of both scenarios is highly dependanthe relationship between
employer and employees. For instance, in banks|ampwants employees to be
loyal and dedicated to the company, whereas emefogee interested in their job
assurance, a decent salary, and promotion oppbesini Maintaining such
relationships is extremely important as it woulteef the overall performance of the
organization (DTI, 1999; Mumford, 2006).

Over the last decade, there has been a major clatige overall environment within
the banking industry in which technology has plageohajor role. With the help of
the latest technologies, several banks have begpobal. These banks have opened
their branches in different countries across tlodejl their core objective is to spread
their business internationally to generate betwemnues. They are least concerned
with maintaining relationships with their employe@s the other hand, looking at the
employers’ behaviour, employees have started lapfan better job opportunities in
other organizations. They prefer changing job whdretter opportunity arrives in a
different organization. As a result, it seems thia¢ job for life concept has
disappeared and if the situation remains the sanfeture, it will affect the overall
performance of the banks in a long run. With theppr implementation of socio-
technical theory concepts within the banking indyssuch problems could be
rectified and it would further help bank employéosmaintain better relationships
with their employees. In this way, employees wiicome loyal and would work

together with higher management for the succefiseobrganization.

Another change in the work environment with the oée¢he latest technologies in
banking is discussed by Mumford (2006). She besiettgat that the advent of
computers in the banking industry has introducatew, more constrained form of
routine work which requires data to be input malyuab that it can be processed
electronically. This needs concentration and aayuend talking on the job is not
possible. For instance, the call centre jobs inkbahese days are more stressful as

they require call centre employees to constantlpwan or make calls to their
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potential customers. Often, the numbers of caliglled are electronically monitored
and the kind of responses the agents make is dgri$tened to by their supervisors.
Even worse, it is now thought that constant usethef telephone can affect an
operator’s hearing, leading to deafness.

Several other researchers have discussed the agangature of work in

organizations, especially in banks. To summarizaintaining better relationships
both internally (employer with employees) and exadly (bank with customers) is
always considered as an advantage for banks tizgipate in the future and to sustain
their position in the marketplace. The proper uB€RBM systems helps banks to
maintain relationships with customers but in orgiemaintain relationships between
employer and employees, banks need to adopt thgndasnciples of socio-technical

theory within the organization in order to enhatiar performance.

The design principles of socio-technical theorydfgthe banking industry in several
ways; for instance, the theory encourages the girafejob design/redesign within
the organization so that work will be equally dmtited among several work groups
and the boundaries of each work group will alsaé&rmined. Other aspects of the
theory, such as employees’ training and job satisfia, are also popular concepts of
the theory that are essential for banks. In théwohg sections, we discuss and

propose some of the benefits of socio-technicahéor the banking industry.

6.3.1 Job Design/Redesign

According to Mills (2007), to understand what jobs@n is and why it is important
for organizations such as the banking sector, we ba first clarify the components

of a work system. A work system comprises threepmments:

> People those who are employed in an organization (siuchank cashiers,

call centre agents, branch managers, etc.);

» Technology machines (such as computer hardware/software)cantputer
systems (such as CRM, ERP, SCM);
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» Materials the physical substances or information symbolsmbich a work

system acts.

The way these three components are combined mapkeotequired activities of the
work system. Mills suggested that for organizatjahgre are a number of ways to
design jobs that can be used to fit the work thedpte do more closely to their

demonstrable social and psychological needs asibeiags.

Similarly, Sprague and McNurlin (1993, p.542) dssed that in this increasingly
competitive and time-driven world, management isopg&ng more concerned with

improving employees’ productivity. Many of the salelaims for new information

technologies promise to raise the productivity afiptoyees significantly. These

technologies by themselves, however, can not peothd productivity gains that are
the centre of attention. Management should notebdetd expect this of technology.

Instead, it is themployeesperhaps with thaelp of technology, who can provide the
big gains. Similarly, the key to increased produttiis people Technology can help

people to do their jobs better if they are willitgguse it. However, many employees
have not been impressed with the computerized mgsteecause they have had to
adapt to the computer rather than the reverse.ofien they have had to follow the
dictates of a computerized application rather thige the computer as a tool to
augment their own work style. Increased produgtidepends on the employees’
attitudes to their jobs and the feelings they haleut how management is treating
them. The authors proposed that in an organizatimm as banking, jobs should be
designed according to the requirements of employsesause the employees’
involvement in job design is important as it wibver the problems they are facing
while interacting with customers using the latesthnologies. For example, call
centre employees at bank interacts with the cus®n®d/7 using up-to-date

technologies, i.e. CRM systems. Therefore, invgvihem in the job design phase

will cover their issues.
In general, job design and the impact of techn@®gin jobs is a complex issue. Most

of the previous studies have given attention totélcbnical and economic issues and

focused on the positive side of technology, sucliaaer access of data to increase
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productivity, but the side effects of a new systam be quite different from what is
anticipated. As cited by Nadiet al, (2001), Hendrick (1997) argues that most of the
approaches related to job design and the implementaf new technologies are
technology centred. These approaches often faibtwsider the implications for the
personnel involved. The result is a suboptimal wsyktem, not only in terms of
productivity but also in terms of the psychologiatd physical well-being of
employees. Organizations need to design a worlesysipproach that considers the
needs of employees and also covers the criticalensons of the technology,
personnel, and the external environment. The asitippoposed a socio-technical

viewpoint as a suitable approach to cover the diveeads of an organization.

Ideally, socio-technical theory has been a sucaktsbl in designing jobs for nearly
half of the 28 century. The main goal of this approach is to giegobs so as to
increase employees’ work motivation. High on tls¢ &ire factors such as job variety,
discretion, participative decision making, continsofeedback, training, career
advancement and recognition (Mumford, 2003). SiryjaMills (2007), views socio-
technology as an ideal job design approach for $anid referred to it as rale-
content approachThe role-content approach was further explaingthke author as:
“different workgroups in a bank working independgnising the technology (CRM)
to complete the same task; each workgroup shouleédomlly responsible for the

completion of the task”.

Similarly, as seen in Sprague and McNurlin (1993%58), Dr. James Taylor, an
American social scientist, presented a new apprtagbb design in the work system
using the ideas of socio-technical theory by carsmg) the latest technological
factors. His approach is useful to job design & blanking environment as most of
the work in banks nowadays is done using compuistesis. Taylor distinguishes
between a computer-automated system and a comga#isted system. In the former,
the computer sets the work pace by feeding worthéoemployees. In the computer-
assisted system, the employees set the work pacesathe computer as they need
it. By using the socio-technical approach, Dr. Bayttempts to achieve a computer-
assisted system. He explained that the socio-teghmlesign work is generally

performed by a group of employees under the sugierviof a socio-technical
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consultant. His approach has been successfullyeinghted in several organizations
in which some of the employees used computers wilers did not. Taylor
describes the job design process using the sochmiteal theory ideas in five
different steps: 1) scanning the work group, 2htecal analysis, 3) variance control,
4) social system analysis, and 5) the socio-teethriesign. The author recommends
that if employees are given the authority to schetheir own work within the group,

the workload can be balanced by them, not assigpélde supervisors.

Most recently, an article in (Openlearningworld.co2010) presented several
approaches to job design and proposed socio-teadhhieory as a suitable approach,
amongst several others; it connects both techardlsocial aspects while designing
jobs. The article proposed that redesigning workhie banking industry using the
socio-technical systems methods requires the cadt@fforts of bank employees and
higher management in analysing significant job apens. Jobs are not only designed
to be essentially motivating; rather, they are glesd so that the work is done. Each
individual's goal should be to ensure that the bmokjectives are met. However, this
is accomplished by concentrating only on criticdd pspects, by forming work teams
consisting of members who have the necessary magidns to accomplish the tasks
and by allowing work groups the independence toagartheir own work process.
The thrust of the socio-technical approach to jelsigh is that both the technical
system and the social system should be considened designing jobs. According to
this concept, jobs should be designed by takihglstic or systemwiew of the entire
job situation, including its physical and socialieanment. Using the socio-technical
approach, the following guidelines have been dgezldor designing jobs:

» A job needs to be reasonably demanding for theviddal in terms other than

sheer endurance and yet provide some variety @o®gssarily novelty);

» Bank employees need to be able to learn on thandito keep on learning;

» Bank employees need some minimum area of decisaking that they can

call their own;
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» Bank employees need some minimal degree of sagmdast and recognition

at the workplace;

» Bank employees need to be able to relate whatdbeand what they produce

to their social life (Openlearningworld.com, 2010).

6.3.2 Provide Training to the Employees in New Technel®qgi

Training, in other wordgearning in the workplaceis another essential concept of
socio-technical theory identified by several sagochnical researchers in their work
while proposing suggestions and solutions to nuoeerorganizations. Nowadays,
with increasingly advanced technology, it is extegmmportant for banks to provide
training to their employees because banks sellicesvthat incorporate new
procedures, often based on technology, and aimedoaiding greater benefit to the
client and greater profit to the bank (Heap,al, 1995, p.183). Secondly, making
proper use of CRM systems in banks also requirgdames to be well trained in
terms of the latest technology. For instance, as g& Goldenberg (2002, p.135), ISM
(ismguide.com) previously published that for evédy a bank spends on CRM
automation technology such as: hardware, softwaaré,communication equipments,
it should budget $1.50 for training over the life the project (which is typically
around five years). The training costs are spreagt the life of the project; for
example, if the technology costs are $1 milliomnthhe training costs should be $1.5
million, but that amount is spread over five ye@sdepending on the duration of the
project). The idea of this discussion is that baskeuld never underestimate the
importance of providing training to employees inlerto make proper use of CRM.
Goldenberg (2002, p.136) further talked about tiffierént forms of training usually
available for banks using the CRM system: initigkwutraining, train the trainer,
system administrator training, periodic traininghe$e types of training are also

proposed by the researcher in this section andiacessed below:
» Initial User Training This type of training is a requirement for almesery

bank employee. If the bank ends up purchasingheffshelf CRM software,

initial user training is usually included or can begotiated into the overall
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price of the software. If the bank is developing tbRM software in-house,
training programmes can be designed and arrangetiebyT department to
educate the bank employees about the major featfitee new software. The
main objective of initial user training is to prde bank employees (users)
with an overview of the new system, then to go imdividual system
functions and features. After each section of thaing, it is best practice to
ask employees (users) to complete a hands-on deshdw that they have
understood how to use that section of the systéactefely.

» Train the Trainer This type of training is essential for those battkat prefer
to do their own training, or when there are so maggtem users that it
becomes difficult to train them all at once. Thgegbve of this session is to
bring together internal trainers so that they meari how to use the system

and then how to teach other bank employees (useuse the system.

» Systems Administrator Trainindf the bank’s CRM software is purchased
from an external vendor, this type of training wlptace between the vendor
and the bank’s assigned system administrator($flelfiCRM software is built
in-house, it is still critical that the system adistrator(s) receives proper

training in its use.

> Periodic Training The bank employees already trained on the CRNEBYsS
and who use the system shortly thereafter areylit@lretain much of their
training. Nonetheless, the most seasoned learneefitee from periodic
training, particularly if new updates of the CRMfts@re are installed that
include advanced functions and features. Therefiors, recommended for
banks to arrange periodic training sessions forleyegs at least every six
months after the system has been properly instaled implemented
(Goldenberg, 2002, p.136).

Another researcher named Bergeron (2002, p.73)nmemnded and explained the

importance of computer-based training (CBT) for baemployees (especially

customer service representatives). The author Jeslidhat the customer service
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representatives tend to be the least trained gfocate employees, in part because of
the expense and time involved; however, teachirgnttabout the use of latest
technologies, especially the use of computerizedCGiystems, can be simplified
through computer-based training. Similarly, CBT danuseful to help and support
personnel in order to learn and review how to perfooutine maintenance on the
CRM hardware and software, such as how and whetrdate data archives, etc.
Although it is expensive to design and develop GBdgrammes in-house there are
several commercial packages available that arerdaffite enough to be used to

supplement classroom training.

6.3.3 Employees’ Job Satisfaction would bring Customeisgetion

Consideration of employees’ job satisfaction iatmportant for banks and several
socio-technical researchers have claimed thatsiteheajor role in the success of an
organization. For instance, Mumford (2006) suggestieat the most important
concept that socio-technical design contributassisalue system. This concept tells
us that even though technology and organizatiomattsires may change, the rights
and needs of the employees would always get asahgtiority as those of the non-
human parts of the system. In banking, it is ctbat by using the latest technology,
banks have moved from traditional banking, (i.ealahg with customer queries at
branch level, cash in and out over the counter,)etowards a CRM-oriented
approach, (i.e. solving customers’ problems over gghone through call centres, e-
mails, and other electronic sources where the oumts data is retrieved and updated
through highly advanced computer systems). Thesguters are equipped with the
latest CRM applications through which agents casilyeaetrieve customer account
information within seconds while talking to themeowthe phone. By looking at the
detailed account information, these advisors aimptovide the best available
solutions to their customers. Also, such technoldg@s made things easy for
customers; for example, using the internet, custsro@n easily buy any product from
any desired bank. Hence, with the help of technol¢gspecially the internet),
customers have become more sensible and more demdmndhen it comes to buying
any product from the bank) and are completely awétbeir importance to the bank.

Secondly, the technological change in the work remwvnent, especially in the

223



banking industry, has on one hand provided employrfee many but on the other
hand, it also results in unemployment for those wiave insufficient skills to

participate in the future world.

Banks, dealing with demanding customers by usirg ldtest technologies, have
increased pressure and stress on many employetds ivork environment. For
example, compared with 9 to 5 branch banking, catitres these days are offering
24/7 banking facilities, so employees are workirggdhin day and night shifts to
satisfy their customers’ demands and achieve thajets. Therefore, it seems that the
concept of employees’ job satisfaction, which isgidered as one of the basic

principle of socio-technical theory, is not seetthie banking industry.

Several IS researchers have proposed suggestionsdanizations, especially for
banks, and discussed the importance of employebs’satisfaction. For instance,
Buttle (2009, p.355), believes that several bardwsatays have realized that happy
employees make happy customers make happy shaeeholdmong them is an
Australian bank called Westpac Bank, shown in fg6rl. The bank believes that if
its employees are satisfied in the workplace, thiélydeliver excellent service to their
internal and external customers. This in turn diile up customer retention rates and
improve the bank’s overall performance. Therefahe, author suggests that banks

must take positive initiatives to maintain goodateinships with their employees.

Employee : Customer Shareholder

Emﬂ{ﬂfﬁe ! Revenue

. e s
) g — profitabity | -

WiFestpac

Australia's First Bank

H

Figure 6.1: The Service-Profit Chain at WestpackB&@ource: Buttle, 2009, p.356)
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Buttle (2009, p.357) describes another study, lyltistitute of Employment Studies,
which found that: “the employees’ job satisfactiand their job commitment is
connected to the bank’s profitability in three drfnt ways, i.e. directly through
employee behaviours, indirectly through customesatisfaction, and indirectly

through a reduction in staff absenteeism and tieridBarber et al, 1999).

However, a recent survey about employees’ jobfaatisn conducted by the Society
of Human Resource Management (SHRM, 2009) has lexv¢he top five issues of
job satisfaction from the employees’ perspectiveese are: job security, benefits,
compensation or pay, opportunities to use skilld abilities, and feeling safe in the
work environment. The survey also mentions thdtte ‘employees’ job dissatisfaction
can contribute to the multiple organizational pewb$ and is associated with turnover
and absenteeism, which ultimately cost the orgaioizan terms of low performance
and decreased productivity” (SHRM, 2009). Therefares important for banks to
consider these issues in order to maintain goadioglships with their employees.

6.3.4 Health and Safety, and Employees’ Stress-Relaterb$s

The design principles of socio-technical theoryoakncourage the concept of
employees’ well-being in the work environment. Articke by Matheson (2006)
explains that it is essential for banks to consigi@ployees’ issues right from the
beginning of technology innovation and not aftee implementation; employees’
needs and problems should be considered alongsuttedlogical justification. For
banks, employees’ health and safety-related isshesld be one of the important
concerns at the planning stage of CRM implemematiowadays, the intense use of
computers in banks imposes risks from VDU (videsplily unit) exposure, of
radiation, risks to vision, stress related problearsl physical injuries such as RSI
(repetitive strain injury). The article suggestattthe implementation of technology in
banks requires planning for proper ergonomics s the risks associated with
computer-based technologies are avoided. Addressiggnomics issues will also
result in methods of designing machines, operatimaskstations, and environments

so that they match human capabilities and limitetioFurthermore, information on
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health and safety issues should be incorporatethgiithe employees’ training

sessions.

Similarly, the nature of work these days in bankiegpecially the call centre-related
work, has a significant impact on employees’ stass stress-related outcomes, as it
does in other work settings (Frenkatl al, 1998; Holmanet al, 2002). Previous
research on job design in call centres has denaiedtrthat low control, lack of
variety, and high demands are important prediadbrstiress (i.e. anxiety, depression,
emotional exhaustion, etc.) and stress-relatedoowts such as absence (Karaseck
and Theorell, 1990; Terry and Jimmieson, 1999; Pekerson and Walsh, 2001).
Also, Holman,et al (2003) stated that employees’ performance mangors an
important factor that has attracted attention bseaaf its assumed effect on stress.
Previous studies have shown that two kinds of asqpis are available for
performance monitoring. The arguments in favoumaoinitoring are that employees
benefit because they can improve their performamue also develop new skills
(Grant and Higgins, 1989) which in turn helps tld centre representatives to cope
better with demands (Stanton, 2000). On the otlerdhthe arguments against
performance monitoring are that it is threatenmghie call centre employees because
the information gained may affect employees’ remnatien or even co-worker
relationships (Alder, 1998). Employees’ monitorisglso considered to be a demand
in itself (Smithet al, 1992); the threat of monitoring and the consatfieeling of

increased demand are thought to negatively affepi@yees’ well-being.

The authors proposed some suggestions, that theagmen must take positive
initiatives towards employees’ well-being since theanagers have a greater
opportunity to determine the work conditions forpayees. In other words, bank
managers must adopt a proactive approach towargéogees by trying to reduce
stress through the design of call centre work. iy, as the causes of well-being in
banks’ call centres are similar to the causes erobrganizations, theld rulesare
still useful in a new work environment. Thereforeany of the job or systems
redesign methods including socio-technical methzaasbe usefully applied in a call
centre setting (Parker and Wall, 1998).
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The socio-technical methods can be effectively usedechnologies, on job design,
and on performance monitoring systems, particulatlying their design and
implementation phases. In terms of performance taong, the author suggested that
it seems imperative that it should be a part ofyatesn that aims to develop
employees’ skills and performance and that theseuldhbe closely linked to
coaching. Another suggestion would be to minimieeiumber of criteria used when
monitoring employees’ performance to reduce thecquion that it is intense
(Holman,et al, 2003).

To conclude, this section presented some bendfisoao-technical theory for the

banking industry while using the latest technoleg{ee. CRM). The benefits and

suggestions of the theory were proposed basedeordias of several socio-technical
and IS researchers. Similarly, the following settioovers several issues and
challenges from CRM adoption in the banking indusfrboth Pakistan and the UK.

6.4 Challenges and Issues from CRM Adoption in the Bam
Industry

RQ No. 3: What are the challenges and issues froRNC adoption in the banking
industry of Pakistan and the UK?

The adoption of a CRM culture within the bankinglustry is highly dependent on
the overall adoption of the IT culture as a wholthim the country. Today, developed
countries like the UK are enjoying innovative teglugies, tailor-made systems, and
have a high level of IT maturity within their orgaations, especially within banking.
Because of such a high level of IT maturity, mdsthe IT projects in organizations
are well managed (Kundi and Nawaz, 2006). Compaitddthe developed countries,
developing countries such as Pakistan are stillimtpavith several technological

issues and the biggest one is the lack of IT algmrwithin its organizations.

Results from the current research have shown tRa¥l ©peration in UK banks is

different from that of Pakistani banks. In UK ban&RM is used as a complete suite

227



of packages fully integrated across all the diffédgank channels; while in Pakistan,
only a few CRM packages have been introduced inesofnthe country’s leading
banks, and these are integrated with only a fewtaobrchannels such as phone
banking and call centres. Currently in Pakistaimesaf the main challenges and
issues with CRM adoption in the banking industre aelated to the lack of IT
resources, poor internet infrastructure, lack gfpsut from higher management and

from the government level, and inflexible policfesm the State Bank of Pakistan.

In general, Pakistan has made sustained effoligng its IT sector up to par with the
other leading players, but compared to the othants, there is still a long way to
go in achieving the desired goals (Kundi, al, 2008). In terms of overall IT
adoption, according to the latest e-readiness mngski2009 report (Economist
Intelligence Unit, 2009), written in co-operationthvthe IBM Institute for Business
Value, out of 70 countries, Pakistan lies in th&' @®sition while UK is 18. As
shown in table 6.12, the report also shows thatethe a huge gap between the
developed and developing countries especially mparison with Denmark, the USA
and the UK. India, Sri Lanka and Pakistan are &miitd in the race for e-readiness of

IT advancement (Kundgt al, 2008; Economist Intelligence Unit, 2009).

2009 2009
E-readiness Rank 2008 Rank Country E-readiness Scorg 2008 Score

(of 70) (out of 10)
1 5 Denmark 8.87 8.83
2 3 Sweden 8.67 8.85
5 1 USA 8.60 8.95
13 8 UK 8.14 8.68
58 54 India 4.17 4.96
63 60 Sri Lanka 3.85 4.35
66 64 Pakistan 3.50 4.10
68 70 Iran 3.43 3.18

Table 6.12: E-readiness Annual Rankings and Scd@89 (Source: Economist

Intelligence Unit, 2009)
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Similarly, table 6.13 reveals the readiness of la@beloped and developing countries

with respect to six different factors: connectiyityusiness environment, social and

cultural environment, legal environment, governmgmlicies and vision, and

consumer and business adoption.

Social and Govt. | Consumer
Overall - Business Legal Policy and
Connectivity : Cultural ; .
Score Environment . Environment | and Business
Environment - )
Vision | Adoption
Category
) 20% 15% 15% 10% 15% 25%
Weight
Denmark | 8.87 9.50 8.03 8.53 8.10 9.65% 8.90
Sweden 8.67 9.10 7.85 8.63 8.50 9.1% 8.63
USA 8.60 8.25 7.65 9.03 8.70 9.55 8.60
UK 8.14 8.85 7.03 7.93 8.10 8.00 8.48
India 4.17 2.45 5.89 4.90 5.60 5.2% 2.88
SriLanka | 3.85 2.50 5.62 4.70 5.95 3.80 2.55
Pakistan 3.50 2.85 4.81 3.13 5.60 3.80 2.45
Iran 3.43 3.50 4.22 5.23 3.00 2.65 2.48

Table 6.13: Overall Score of Developed and DevelggCountries for E-readiness

with Reference to Six Different Factors (Sourceoamist Intelligence Unit, 2009)

As we can see from table 6.13, Pakistan is laggiggnd in the IT adoption race,
compared to the UK. The overall e-readiness scbRakistan is 3.50 as compared to
the UK’s 8.14. Also, looking at the overall e-rea@ls scores, other developing
countries such as India and Sri Lanka are in aebetsition than Pakistan, having
overall scores of 4.17 and 3.85 respectively (Kureti al, 2008; Economist
Intelligence Unit, 2009).

There are many other challenges and issues thawt ddressed properly by banks,
could restrict the adoption of CRM within the bamkiindustry. Similarly, if these
issues are addressed, they can be considered ad&iittors. Some of these issues

are discussed in the following sections.

229



6.4.1 Political and Governmental Issues

“The political stability of the government ensugpeaceful and conducive political
environment for successful computerization in toentry; this further encourages
foreign investment and business activities to grékiindi et al., 2008). During the
interviews in UK banks, several bank employees a&rph that the political
environment in the UK is very strong and stablej #re government policies are in
favour of technology adoption in organizations, eesally in the banking industry
which is considered as most up-to-date in termtedfinology adoption. In Pakistan,
however, the overall political environment seemstaible, law and order is poor and
turbulent, and this discourages investors from stimg aggressively in the IT sector
(Kundi, et al, 2008). Similarly, several bank employees durihg interviews in
Pakistani banks believed that because of negligasfcéhe IT industry at the
governmental level, several basic problems sucim@msistency of electric power,
poor internet bandwidth, security issues with edections (which involve services
such as internet banking and mobile banking), diseotion issues because of faulty
cables installed, etc., are barriers to implemegnéircomplete CRM system within the
banking sector of Pakistan. These issues requiieuseconsideration in order to
integrate CRM across all the channels and to ingprds performance within the
banking industry of Pakistan.

6.4.2 Technological Issues

Technology plays a major role in successful CRMlengentation. Ideally, in banks,
technology includes computer hardware, softwarel different telecom products.
The use of technology in banks starts with captutive data from customers, storing
the data in the central database (data warehops®essing the data using several
data mining tools and techniques, and then generakesired outputs so that each
individual customer will be approached differenlgcording to his/her needs and
demands. Therefore, it is essential for banks tob#-date in terms of technology as
it also supports several CRM packages and compsnieatt run across different bank
channels. Secondly, technology (especially compbtdware and the different

telecom products used in the call centres and atdbr banking level) needs to be
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current and advanced because the CRM packagesdpdowiy vendors require

frequent updates only supported by the latest harelw

The UK bank employees during the interviews exméssmilar views about the use
of technology in banks. According to them, it isrweexpensive to implement
technology and keep it up-to-date because each Iask many branches. For
instance, if we think about the thousands of braadaf the different banks in the UK,
then obviously it is very expensive for each bamkiplement the latest technologies
and maintain the same level of standard acrosstsalbranches. However, these
employees from different UK banks seemed quite hapjth the current use of
technology. According to them, with the use of kst technology, things can be
done a lot quicker; technology is also useful beeatustomers’ demands nowadays
have increased. In order to meet these demandks lvaguire the most recent and
accurate information about their customers, whibhytcan easily share across
different branches through different channels. €f@e, the real reason for UK banks
having the latest technology is to maintain theglerm relationship with their

customers by providing better customer servicedeoto get customers’ satisfaction.

However, in Pakistan, the use of technology varesveen different banks’ branches,
i.e. banks in the large cities have the latest aders with CRM packages installed,
while banks in rural areas are still dealing witlokof technological issues such as
old computers with no internet facility. Similarlyn Pakistani banks, few CRM
packages are used at present, with a limited nurmbawailable contact channels.
Therefore, Pakistani banks need to adopt the léfe&cilities in order to integrate
CRM across all the channels because CRM softwapdgres the latest IT equipment.
Furthermore, with the help of the latest technaegifront-office staff at branch
banking level, especially in the rural areas ofigtak, can easily help customers with
their queries, which reduces the work load of peaplthe back office. In this way,
the back-office people will spend more time lookiamgcustomers’ records to offer

them better products via different marketing cargpsi
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6.4.3 Cultural Issues

Recent studies in the CRM area have shown thatotganizational culture is a
predictor of CRM success (Buttle, 2009, p.75). CBd&s not only require investing
huge amounts on technology and its implementatiirwthe banks, it also requires
developing a CRM culture within the banks. Thisbscause bank employees are
going to benefit from such a technology; so, theysttknow how to make proper use
of it. In UK banks, CRM is used by almost every nbemof staff and they are
completely familiar with the use of CRM systems.tfiem, it is a part of their job to
use the system. However, each employee’s job ferdiit while using the CRM
system. However, in Pakistani banks, apart frorava lhank employees who use the
CRM system and are aware of its importance, mosthefother employees still
believe that CRM is only software that is operaaed dealt with by the IT staff, and
that other departments have nothing to do witflierefore, it seems that there is a
huge need to increase the CRM culture within thekimgy industry of Pakistan. Also,
the government policies towards banks should b&yaded so as to support the CRM

culture within the banking industry.

Similarly, during the interviews in Pakistani banks was noticed that the top
managers in different banks have a politicized ;rokey are appointed through
political means. Caudlet al, (1991) and Kundet al, (2008) believe that having a
politicized role in the organization means that #ppointed person will serve at the
pleasure of the elected officials and must deah whie political influences and the
needs of multiple interest groups. This shows thatgovernment officials are much
more concerned with the policy agenda setting m®aather than management

functions.

On the other hand, wide evidence from a numberriof gtudies indicates that the
success and failure of a CRM project depends omseher management’s support in
the organization; and the organizational cultureneaffects business performance
(Deshpandegt al, 1993). In UK banks, however, several bank emgegyexplained
that jobs in UK banks are offered based on eackopé& qualification and work

experience. Therefore, in Pakistani banks, theumilbeeds to be changed and higher
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management should be appointed according to thast werformance, work

experience, knowledge of banking policies and afgte overall bank environment.

6.5 Conclusions

In this chapter, we presented the second stagetaf @halysis using the cross-case
analysis technique in which the results from thstfstage of data analysis were
further compared and analyzed to uncover the giitida and differences between the
two case studies. The cross-case analysis techmigagound useful for the current
research as it applies specifically to the analgkimultiple-case studies while helping
the researcher to uncover the similarities ancedifices between the two case studies
in a more structured form. Then, by using the faajor functional areas of an ideal
CRM model (already proposed as a frame of referenchapter 3), the results from
the two case studies were further analyzed andiskstl, and some suggestions were
proposed in terms of how CRM should work within thenking sector in an ideal
case. The chapter also proposed some suggestiong idsas from several CRM
practitioners. The chapter presented the benefitthe® socio-technical theory for
banking industry and it also covered the challenged issues relate to the CRM
adoption within the banking industry of Pakistam dhe UK. The chapter also gave

the answers to our main research questions.
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Chapter 7

Conclusions and Future Work

7.1 Conclusions

In this thesis, we have presented the research taskd on studying and analyzing
the current operation of customer relationship rgangent (CRM) system within the
banking industry of developed and developing coestrin developed countries, the
UK banking sector has been selected whereas foddheloping countries, Pakistani
banking sector has been selected for the purposeroént research. This research
work was conducted using the qualitative case staggarch approach using two case
studies i.e. CRM operation in the banking sectoPakistan agase study oneand

CRM operation in the banking sector of the Ukcase study two

To study the overall operation of CRM within thenkag industry of the two
countries, a semi-structured interviews style welecded and used as a main source
of data collection; using this technique, sevenénviews were conducted with the
employees of different banks. Similarly, the datalgsis in this study was performed
using the cross-case analysis technique so asatgzanthe obtained results from the
two case studies more precisely. A cross-case sisagchnique was selected as this
technigue was found ideal for comparing the resalitained from the two case
studies in a more structured way. By using the zu@se analysis technique, the
research targets were successfully achieved anchdl@ similarities and differences
in CRM operation between the banking sectors of tike countries were also

addressed. Furthermore, this research work haspatseded answers to the major
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research questions and also addressed some cleslland issues associated with the

CRM adoption in the banking industry of the two cwies.

In chapter 1 we introduced the area of customer relationshgmagement (CRM)
and highlighted its potential in the banking indysSecondly, we presented the CRM
adoption issues in both developed and developingtces and also mentioned the
reasons why CRM is not properly implemented inldheking industry of developing
countries context. A brief overview of the bankiegvironment in the UK and
Pakistan was presented and we also discussed #sense of conducting CRM
research in the banking sectors of Pakistan andUtke The research aims and
objectives and the major research questions wepeddscribed in this chapter. Then,
we presented an overview of the research approadhhe data analysis technique
used to conduct this study. At the end of the drapwe presented the original
contributions of this study and the structure a$ timesis in which we described the

contents of each chapter.

Chapter 2provided the background of CRM by presenting saermearkable work
previously done by several researchers in this.arba chapter started with some
basic definitions and concepts such as: custonustpmer relationship management
(CRM), and the concepts of relationship marketiRiyl] considered as the origin of
CRM. Then, some major types of CRM i.e. operatipanhlytical, collaborative, and
strategic were thoroughly discussed. Then, we fdusn the use of CRM in the
banking industry which includes its advantages hedefits and we also presented
previous work done by several researchers in CRM&nking industry. The current
operational issues associated with the CRM adopitiorthe banking sectors of
Pakistan and the UK were also discussed in thagitehan that section, based on the
findings from the initial investigations, we highited some of the major problems
with regard to the CRM implementation in Pakistdanks. Then, the major
components of CRM that are mostly used in a CRMslembbank are presented based
on the designed taxonomy containing several commered CRM which are broadly
classified into four major operational areas okalbi.e. (i) Marketing, (ii) Sales, (ii)
Service and Support, and (iv) IT and IS. Ideally,banks, CRM is implemented

across these four operational areas. Several CRip@oents in each operational area
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were thoroughly presented as these components @msidered important for

achieving CRM goals within the banking industry.

Similarly, some well-known vendors of CRM were dissed i.e. SAP, Oracle’s
Siebel Systems, and Salesforce.com. According ¢orétent results published in
Gartner studies (Gartner, 2009), among severalr gibpular CRM vendors, these
software vendors are considered the top three &emating large revenues by
providing complete banking solutions. Finally, imetlast part of chapter 2, some
renowned success stories of CRM implementatioménbianking industry were also

presented.

Chapter 3provided a theoretical framework in which we preed and discussed an
ideal CRM model for banking industry previously posed by Liu (2007) in his
work. The selected CRM model was found useful fos study as it gives proper
guidance and in-depth view of different CRM actest within a bank. Several other
CRM models were also presented in this chaptergehew Liu’s model was proposed
as a frame of reference in this study as it is ifipally designed for banks and the
model projects all the functional areas of CRM witla bank. The model also
contains most of the CRM components and the barikstact channels which were
thoroughly discussed in chapter 2. Similarly, thedel comprises four major
functional areas of CRM within a bank i.e. contalstnnel management, customer
data management, enterprise-wide management, anandmagement. A brief
description of each functional area of the moded waesented. The CRM model was
later on used by the researcher in the analysiptenand the results from the two
case studies were discussed and some suggestionsiae proposed using the same

model.

Similarly, the chapter also presented an overviégeweral research theories that are
useful for a social science research and we alscugsed the purpose of using a
social theory for this study. Moreover, the chapitéroduced socio-technical theory
as the main theory used in this study through whigh results from the two case
studies were analyzed and the theory proposed saggestions to the banking sector

in order to make proper use of CRM system whilesatering the human factors. A
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detailed description of the theory along with it®sidn principles, and its
contributions towards several organizations wes® gresented. The chapter also
contained some discussions about several othealsti@ories that were initially
considered for this study.

In chapter 4 we described the available research approachasatie useful to
conduct a research study i.e. quantitative anditqtise approach. In the quantitative
approach, we presented two main research strategiesurvey and laboratory
experiments. On the other hand, for qualitativeeaesh approach, action research,
ethnography, grounded theory, and case study @sedrategies were thoroughly
described in this chapter. A qualitative reseangpreach was selected for this study
as this research did not require any quantitatate;dt is highly focused on studying
and analyzing the current CRM operational issuethénbanking sectors of Pakistan
and the UK. Therefore, a qualitative research agpgravas found useful to the nature
of this research. Then, we covered the three relsegraradigms (research
philosophies) that are generally used in IS re$eaec positivistic, interpretive, and
critical research. An interpretive approach wasaeld for this study as this approach
is more focused towards the understanding of s@catext of information systems
and it gives more freedom to a researcher to irdegnd analyze the data based on
his/her own understanding to the actual problem.

Furthermore, an interpretive case study researphoaph with multiple-case studies

were selected for this research as this approachfauwand suitable to present the
CRM operation in the banking sectors of the twontoeas by presenting two different

case studies. A complete description of the aviglalata collection techniques that
are useful to conduct a multiple-case study rebearere also described in this

chapter. Finally, the data collection techniquescivhwvere used by the researcher for
this study were also presented at the end of tapteh

Chapter 5presented the first stage of data analysis oftwe case studies using
within-case analysisapproach in which the researcher separately pesseand
analyzed the results of the two case studies. Asried in the previous chapters, the

selected case studies for this research are: (M GReration in the banking sector of
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Pakistan asase study onend (ii) CRM operation in the banking sectorltd UK as
case study twoThe obtained interviews’ answers from differersnks of both
countries were presented and analyzed in the fdritmese two case studies using ten
different themes i.e. CRM vision, CRM operation taé branch banking, CRM
operation at the call centres, query response tisiag the CRM system, major
products and services, maintaining relationshiphwiiusiness and individual
customers, customer acquisition vs. customer netentATM operations and its
issues, e-CRM facilities (internet banking, molienking, phone banking, and SMS
alerts), and the future of CRM in the banking irtdusThese themes were emerged
from the CRM literature and from the interview qu@ss that were mostly discussed
during the interviews with several banks’ officiats the two countries. Similarly,
these themes were designed to be similar for batie ctudies so as to obtain the
similarities and differences in the CRM operati@ivieen the two case studies more

accurately.

The chapter also provided discussions about sewo¢har data analysis techniques
that are usually used for an interpretive caseystedearch i.e. pattern matching,
explanation building, time-series analysis, logiodels, and cross-case synthesis.
However, thecross-case analysigpproach was selected for this study as this
technique specifically applies to the analysis ofiltiple-case studies and is
considered more relevant if a case study approacdsists of at least two cases.
Hence, this technique was selected and using ¢bltque, the results obtained for

the two case studies were presented, analyzed]istussed.

Chapter 6provided the second stage of data analysis usiagctoss-case analysis
approach in which the obtained analysis resultsftbe first stage of data analysis
(i.e. within-case analysis) in chapter 5 were fertbtompared and analyzed to uncover
the similarities and differences between the twsecstudies. The results were first
presented in the form of different word tables fflgssome key words for each theme)
in which we highlighted and uncovered the majorilsinties and differences in CRM
operation between the banking sectors of Pakistahtle UK. Similarly, we also
analyzed and discussed the major CRM operatiosakssin each theme in terms of

the current CRM performance in the banking industrpoth countries. Then, we
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further discussed and analyzed these obtainedtsebyl using the four major

functional areas of an ideal CRM model (alreadyppeed as a frame of reference in
chapter 3). Some suggestions were also proposed tl# same CRM model. The
model was found useful to discuss results and m®@oggestions and it helped to

cover the overall CRM operational issues withintheks.

Moreover, the chapter presented answers to our meggarch questions. Similarly,
the benefits of the Socio-technical theory for bagkndustry were also presented. In
the last section, we also covered the challengdsissues associated with the CRM
adoption within the banking industry of Pakistail #ime UK.

7.2 Research Contributions

The original contributions of this study (as alregtesented in chapter 1) will be
further categorized in the following sections imnme of theory, methodology, and

practice.

7.2.1 Theoretical Contributions

In this research, we have studied several socedribs that are useful for a social
science research. The socio-technical theory was #elected for this study to
analyze the research findings and propose suggsstiothe banking industry. The
theory was selected as it provides a compreherenk structured view of how
different departments should work within a bank.(thesocial systeinwhile using
different technologies such as CRM, ERP, and SC# ffietechnical systejn

Secondly, over the past several years, socio-teahiheory has been seen as a
successful tool of designing jobs for organizati@ires banks in our case) while using
the latest technologies (i.e. CRM); the main puepotthis approach is to redesign
jobs within the organization so as to increase egg®s’ work motivation while using
these latest technologies (Mumford, 2003). Theeefasing the design principles and

the ideas of the theory, we answered one of thearelB questions by proposing
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several benefits of the theory for the banking s8idu The researcher believes that by
considering these socio-technical ideas, banksdcaubrove their use of CRM

system. These ideas are:

» The idea of job design/re-design,

» The idea of providing training to the bank empla/ée the new technologies
(CRM),

» The idea of employees’ job satisfaction that wouldng customers’
satisfaction,

» The idea of health and safety, and employees’stedated issues.

7.2.2 Methodological Contributions

This study has made some methodological contribatas well. This research should
be considered the first of its kind to be conduatedhe area of CRM within the

banking sectors of both Pakistan and the UK by qudime qualitative research

methodology with case study research approach. Hemveseveral other research
methodologies and research strategies were igittalhsidered and were thoroughly
studied. The selection of a research methodology witially considered as a big

issue because in the field of IS, two research auetlogies are available i.e.

guantitative research and qualitative research. f@searcher had the choice of
selecting either a quantitative or a qualitativeesech methodology in order to
conduct this study. The quantitative research ndtlogy was not found suitable for
this study as this approach is more convenienhef requirement of research is to
gather statistical data and to analyze such datey s®me mathematical modelling
tools (such as using SPSS software etc.). On ther dtand, the qualitative research
approach is appropriate if the researcher inteadsover a lot of social and cultural
aspects of the desired research area.

Upon considering the pros and cons of both researetmodologies, the qualitative
research methodology was found suitable as thesarel covers a lot of social and
cultural aspects of the CRM such as how CRM sysierurrently used by the
leading banks of both Pakistan and the UK, and vematthe cultural differences
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between the two countries in terms of CRM adoptand how different banks in both
countries perceive it (either as a technology atrategy) in order to attract new
customers while maintaining relationships with thesting customers. As a result,
the qualitative research methodology was foundablet and was selected by the

researcher for this study.

Secondly, after selecting the qualitative reseanethodology, another issue was with
the selection of the research strategy. In theitagtige research path, the researcher
came across with four different research strategesaction research, case study
research, ethnography, and grounded theory. Asb#imking industry was already
selected to be the organization from which theaedeer was required to collect the
data, the case study research strategy was foerslttable choice among other three
research strategies. Reason being that the cadye approach allowed the researcher
to conduct an extensive and in-depth study of tRéMGwithin the banking industry
while being an outsider (not a part of the orgatmzg. Furthermore, as this research
was focused on studying and analyzing the curr@eration of CRM within the
banking sectors of two different countries i.e. iB@ and the UK; the multiple-case
studies approach was also found appropriate fergtudy. Using this approach, two

case studies were designed.

Similarly, the researcher believes that the salaabf a case study research approach
was an appropriate move towards this study asappoach provided a structured
way to present the CRM operational issues in timkibg sectors of the two countries
in the form of two different cases. Secondly, tlgproach has provided the
researcher a series of different steps to apprteehesearch problem i.e. (i) identify
the cases, (ii) collect the data by conducting sEvaterviews, (iii) write a detailed
description of the cases by using the collected,dat) analyze the data (focus on the
key issues), and (v) perform the comparison betwieernwo cases and further report

the meanings of the cases.
Furthermore, in the data collection process, thmis¢ructured interview technique

was found suitable to collect the required datanfrdifferent banks. The use of

several other data collection techniques was nsgipte in the case of this research as
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banks do not usually provide access of their infdrom to the public as they keep
sensitive information of their customers. Therefarsing the above techniques, the
researcher has successfully uncovered the sinmelariand differences in CRM

operations between the banking sectors of the twmtcies and provided answers to
the main research questions. Similarly, the rebesrchas also presented the
comparative results that were also analyzed, ascudsed in this thesis. Lastly, the

researcher has also identified the future direstmfithe research in the area of CRM.

7.2.3 Practical Contributions

The practical contributions of this research are:

» Multiple contact channels that are mostly offergdblanks in Pakistan and the
UK to their customers were studied and thoroughigsented. Mostly in
banks, CRM is operational at these contact chanbedéich banking, phone
banking, ATM, and internet banking. Also, sever®N components that are
mostly used in banks were explained and discusdsese CRM components
were presented based on the designed taxonomy imogtaseveral
components of CRM that are mostly used in four majerational areas of a
bank: (i) Marketing, (ii) Sales, (iii) Service aGdipport, and (iv) IT and IS.

» Several CRM models (previously designed and prapésenumerous CRM
researchers) were presented and discussed anRiilen@del was selected
and its components were thoroughly discussed. Madel was designed by
Liu (2007) and was patrticularly designed for batikview the overall CRM
activities within the banks. The model was used dsame of reference and
using the four different components of the modwed, iesults obtained from the
two case studies were thoroughly analyzed and s®cl Furthermore, some

suggestions were also proposed using the same C&ié¢Im
» Several data analysis techniques were discussedaatrdss-case analysis

technique was selected and the obtained resultstiie two case studies were

analyzed using this technique. A cross-case arsalgshnique was selected as
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this technique was found ideal for comparing theoled results from the two

case studies in a more structured way.

» The results gathered for the two case studies fwstepresented and analyzed
separately in each case study in the form of téferdnt themes using a
within-case analysis approach. Similarly, theseltsgthemes) from both case
studies were further compared using the cross-easdysis approach to
uncover their similarities and differences in terrof the overall CRM
operation between the banking sectors of Pakistdritee UK.

» The challenges and issues associated with the CRdptian within the
banking industry of Pakistan and the UK were thgtdy discussed. Some of

these major issues presented in this study are:

o Political and Governmental issues,
0 Technological issues, and

o Cultural issues.

7.3 Research Limitations

As in any research, this study is not without latiins. However, a great care was
taken in structuring this research so that thesetdiions would not affect the
outcomes and the contributions of this study. Dbedoelow are the major limitations
that came across while conducting this study.

7.3.1 Limitations in terms of Information Access from Diérent Banks

Although, this research has studied and analyzedcthirent use of CRM system
within the banking industry of Pakistan and the did successfully obtained the
similarities and differences by comparing the rissabtained from two different case
studies. However, it is not possible to say that¢tbmparative analysis has covered
almost every issue in terms of CRM operations i lanking sectors of the two
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countries. It is because the available data cadlectources to conduct this study were
semi-structured interviews, personal observati@mg by collecting organizational
records. Therefore, the results obtained in thislystare solely based on these data
collection techniques. Other data collection teghes were not possible because
banks do not usually provide access of their infdrom to the public as they keep
sensitive information of their customers. Howe\al,possible efforts were made to
conduct as many interviews possible from employeesking in different
departments of these selected banks and the rbsealso gathered some accessible

records from these selected banks that were fogleslant to this study.

7.3.2 Authenticity of the Collected Data from Differentterviewees

Other limitation is the difficulties associated kithe data collection process while
conducting several interviews with employees iriedént banks of the two countries.
There exists no practical way whereby the researcdie ensure that the authenticity
of the collected data from different banks and litbaesty of the interviewees while
answering the interview questions. Additionally, fdse conducting several
interviews, the researcher ensured that the ir@erguestions must be designed to be
more simple and concise so that the intervieweaddvcdearly understand the exact
context of each question. However, there is noiptesway the researcher can ensure
that the interviewees always understood the trumesd of each question in the way
the researcher want the interviewees to undersiandherefore, given these
considerations, there is a possibility that themiewees may have provided answers
that may have deviated from the reality.

7.3.3 Limitations in terms of Selection of Different Barkin Pakistan and the UK

Another limitation came across during the selecporcess of different banks in both
Pakistan and the UK for data collection. The bapédicipated in this study were
selected based on their willingness to particigatethis research, rather than being
selected on a random basis. Similarly, these bamkse also agreed to share
information about the current use of their CRM egst Therefore, there is no

assurance that these banks are the representdtigseveral other banks in both
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countries (i.e. the way these banks operates thd €tem does not actually mean

that other banks in both countries operates the Gid¢em in the same way).

7.4 Future Work

Although, we have successfully achieved the aim#hisfproject; however, there are
several directions in which future research worlklldde required. Listed below are

few suggestions which could be used for future work

7.4.1 Designing of a New CRM Model

As the objectives of this study were successfutlijieved using the existing CRM
model which was previously proposed by Liu (200Bimilarly, using the
components of the same CRM model, we have analgmeddiscussed the results
from the two case studies and also proposed suggedbr different banks in both
countries. The existing CRM model was selectedHisr study as this research did not
require designing of a new CRM model. Also, sev&BM models were already
available that were proposed by some renowned nds&ra of this area and the
model selected for this study was particularly gesd for the banks and was found
ideal for comparing results obtained from the tvase studies. However, using the
obtained results from the two case studies, thseegepossibility to design a new CRM
model which covers the weaknesses collected framottitained results of the two
case studies. In this way, the new CRM model ctweldised in future as a frame of
reference by the researchers while studying antyzing the CRM operational issues

within the banking sectors of both developed anceligping countries.

7.4.2 Studying and Proposing Suitable Method for Banks thcquire CRM
Applications

As this research was not focused on the identiinadf different CRM applications

(also referred to as software or systems) usedtueatdlected banks; this research work

only required studying and analyzing the operalissaues of the CRM system within
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the banking sectors of Pakistan and the UK. Theeefanother future work could be
to further investigate which CRM vendor providesstbsolutions to the banks by
studying and analyzing the performance of differ@ilable CRM vendors that are
currently used in the banks.

Furthermore, another future work could be to penfaan in-depth study about
different available methods that are useful forksato acquire CRM applications and
suggesting the best available method for banksctuiee CRM applications as
different banks acquire CRM applications using etiéht methods based on their
requirements and their budget. Turban and Volor{2@10) in their recent work
proposed three major options available for banksdguire CRM applications i.e.
buying (outsourcing), lease (rent), and develophfose). A short description of

these methods is presented in the following sestion

7.4.2.1Buying the CRM Applications from Vendors

According to Turban and Volonino (2010), this optis also known asurnkey
approach Buying an existing CRM application can be co$édive and time-saving
strategy compared with in-house application develept. Before considering buying
option, banks must ensure that all critical featuoé current and future needs are
available in the selected CRM package. Otherwiseh spackages will quickly
become obsolete. The buying option is especialhactive if the CRM vendor allows
for modifications. However, this option may not ¢ensidered attractive in case of
high obsolescence rates or high package cost.

7.4.2.2Lease (Rent) the CRM Applications

Leasing a CRM application is another option avaddbr the banks which can result
in substantial cost and time savings. In thosescagere an extensive maintenance is
required or where the cost of buying is very hitggsing is very advantageous.
Similarly, leasing is also advantageous if a bardnts to experiment with a CRM
package before making a heavy up-front buy investnf&€urban and Volonino,
2010).
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7.4.2.3In-house Development (In-sourcing)

The third method for banks to acquire CRM applaatis to develop or build the
application in-house (in-sourcing). Although in-lseudevelopment can be costly and
time consuming; it may lead CRM applications thettdr fit a bank’s strategy and
vision. In-house developed CRM applications haveaathges over the purchased
ones because the purchased CRM applications aretiso®s not very easy to modify
and requires huge business process changes dumngmiplementation process.
However, in-house development is a challenging tasknost CRM applications are

novel, and may involve a huge change within baikskian and Volonino, 2010).
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Sample Interview

1.

Customer Relationship Management (CRM) In general

a. What is CRM? Describe its primary use?

CRM stands for Customer Relationship Managenierit is primarily used at

retail and consumer banking. Basically, CRM cossidtdifferent processes a
bank uses to track and organize its contacts Mstlturrent and prospective
customers. CRM packages are used to support thiesesges. Using CRM
system, information about customers and their augsns can be entered,
stored, and accessed by employees working in diffedepartments of our
bank. Typical CRM goals are to improve servicesvjged to the customers,

and to use customers’ contact information for teegenarketing.

b. What information does the CRM system collects tr@bank customers?

The CRM system collects and maintains all sortsustomers’ information.
Such as personal details of customers, their fiaanustory, birthdays,

anniversaries etc.

c. How your bank uses the customers’ information?

From the collected customers’ information, we idgrithe customers’ needs,
their likes and dislikes etc. We then try to fingt ¢he better way to provide

improved services to our customers.

d. How does the CRM system helps banks to grow?

CRM system helps banks to grow in lots of differematys. For instance, CRM
system has various analysis tools which help inindef different
segmentations based on customers’ income classgraygocal areas,
professions etc.
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. What is the CRM workflow?

= CRM system is usually provided to the sales stdfd wnaintains database of
customers. Based on the recorded data, MIS repses generated for
management. Further, such data helps a bank inngnakiture strategies
towards customers.

Which phase in CRM process you think is most irapt?t

= Each phase in CRM process is important: from datheging, to analyzing
the collected data, and to offering improved prasluand services to the
customers.

. Who is interacting with the customers using the Giystem?

= Bank managers and personal bankers at the braweh knd call centre

agents via phone banking.

. Which department is responsible for handling CRMvsare packages at your
bank?

= |T department is usually responsible for techngtgdport. However, retail and

consumer department owns this software.

How do banks select CRM? Tendering Process?

= Advertisement is made for tender. Applications rem@. Evaluating all the
applications and deciding on the best solution igevby keeping an eye on

the cost.

Is CRM really useful in the banking sector? Pleasglain?
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» Yes, it is useful for risk management as well agatim operations of banks’

businesses.

If CRM is mostly used in banks then why banks ar@advanced in terms of

technology adoption while comparing with severaleotorganizations?

= Because banks deals with the financial serviceskargs detailed information

about customers.

Which CRM packages are currently used at your baxre?hey really useful?

= Itisin-house developed software. Yes, we trustioiernal system.

. SAP vs. Siebel?

= N/A

. Cost of CRM software? Any estimate?

= N/A.

. How do you see the future of CRM at your bank?

= Very bright. However, CRM adoption requires hugemut from the higher

management and from the government level.

Products, Services, and e-CRM Facilities

. What type of accounts does your bank offer?

= Consumer products like current and savings accoya&ssonal loans, auto

loans, mortgages, credit and debit cards etc.
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. While comparing Business customers vs. Individuatamers, does your bank

provide different facilities and services?

= Absolutely, our bank provides services as per eatomer’s overall value
and needs.

. What is the procedure of getting a loan/ financirng@w the CRM system helps
the process?

= (i) Filling an application Form, (ii) Data from alpgation is recorded into the
CRM system, (iii) Reports are generated to as$essgsk profile of customer,
(iv) Depending on that, loan is approved and limifssigned in the system

with subsequent maturity plan.

. Does your bank offer credit/debit cards? What &r&irtinterest rates?

= We do offer credit and debit cards. Normally, caads approved on the basis
of each customer’s overall worth. Interest rateharged on a daily basis, and

calculated on a number of days of credit balance.

. Does your bank offer an overdraft facility? Itsargst rate? How the CRM system

helps the process?

= OQOverdraft is a short term financing facility, givéa high net worth client,
usually business concerns, to make their paymevesn they do not have
credit in their account by over drafting their agob Yes, we do offer
overdraft facility based on each customer’s crbitory.

Does your bank offer an internet banking facilitg?t safe?

= Yes, we do offer this facility to our customers.idt safe, if the customer
follows the instructions booklet provided by thenka
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g. What are the security issues with the internet bagik
= Password hacking is the common issue because bfiarg software not
installed on customers’ personal computers. Howewar internet banking is

secure and we do recommend our customers to insethnti-virus software

provided by our bank.
3. ATM Facility and its Issues
a. What are the security issues while using ATM mad#n
= ATM is an automatic teller machine used to disparast. But now days, cash
deposit, bills payment, funds transfer are alsocedibmough it. Customers are
equipped with a debit card and security pin to A3aMs. It is up to the
customers to ensure that they keep their persterakito themselves and not
let any third-party person make use of them.
b. What are the NCR charges?
= NCR is a company that provides hardware equipmEm#ATMs. No idea
about the charges.
4. Customer Service/ Call Centres
a. Does your bank own a call centre? Is it providirths service?
= Call Centre is usually a support staff whose jotoifacilitate customers about
their different queries and helps customers to taairtheir accounts with the

bank. Yes, our bank owns a call centre and it plewiservice 24/7.

b. UAN No.? Toll Free No.?
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= |tis 0800 Number.

. While dealing with customers’ queries, how long weny resolution takes to

resolve completely? What is its procedure usingdR& system?

» It depends upon the nature of problem. Usually,oant activation, card
activation is done at spot. But their may be some tag involved in complex
gueries. In that case, we register customers’ caimpand provide them the
complaint number for future correspondence or tackrthe complaint

resolution in future.

. What are the major products and services offeredhieycall centre staff to the

customers? Do they offer any different products gamng to the branch

banking?

= Mostly, the call centre agents provide similar acds facilities such as
corporate banking services, SME banking servicassumer banking services
etc. However, they mostly deal with customers’ eser

How your bank approaches different customers? ES8dr letters?

= By courier mails as well as via e-mails. Depends tbe customers’

preferences.

How do you inform your customers about your bamiew products? How CRM

system helps while approaching customers?

= Usually through brochures and unsolicited e-mails.
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02" October 2008

To Whom It May Concern

This is to confirm that Mr. Shahzeb Ali Malik is BhD Student at Manchester
Business School, University of Manchester, U.K. RisD project is in the area of
CRM and his PhD title i850On the Use of Customer Relationship ManagementMER
in the Banking Industry: A Qualitative Cross-Casealysis between the Banks in
Pakistan and the UK”His research is based on the qualitative cas#y sesearch
and for that, he requires to conduct the comparatimalysis in CRM operation
between the banking sectors of Pakistan and the. UnKorder to fulfil the
requirements of his research, he has to do somevietvs from different banks in
Pakistan and the UK.

Is it possible for your bank to let Mr. Malik inteew a few members of staff. The
results of this study will be presented in the fafPhD thesis, but any information
that could result in your personal identificatiorl wemain confidential. If you have

any questions about this study, | will be happtatk with you.

A AN
A e

Yours Sincerely
Trevor Wood-Harper
Professor of Information Systems

and Organisational Change
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