
 

 

  
Abstract—After reporting a literature review on Customer 

Relationship Management (CRM) and knowledge management, some 
important issued arise, in particular related to the lack of success of 
CRM strategies implementation. The paper contributes to this 
proposing an integrated model of CRM success taking into account 
complementary factors such as organizational factors, technology, 
knowledge management and customer orientation.  
 

Keywords—knowledge management, CRM, CRM success, 
organizational factors.  

I. INTRODUCTION 
N the new environment, relations with the market are 
critical, and have completely changed the marketing 

strategies of firms to other more relational approach [1]. In 
this context, emerged the concept of Customer Relationship 
Management (CRM) that will be considered in this paper as a 
business strategy enabled by IT, which involves the 
establishment and development of value relationships with 
clients that aim to the retention and loyalty of the clientele. 
Moreover, research on the subject emphasizes that companies 
find it more profitable to retain existing customers, by 
developing long-term relationships that meet their needs, 
attracting new customers. These long-term relationships are 
based largely on customer knowledge and knowledge 
management and CRM systems improving not only the 
organization's ability to interact, attract, and build personalized 
relationships with customers, but also the ability to increase 
their knowledge about them [2].  

Reviewing the literature, many studies that analyzed the 
crucial role played by knowledge management initiatives as 
determinants of the success of CRM were found [3, 4]. 
However, many studies that showed high rates of failure to 
implement that strategy were also found [5, 6, 2]. 
Consequently, it could be said that there is still no integrated 
conceptual framework to guide companies to their successful 
implementation. 

Therefore, a question might be, is the actual knowledge 
management enough? On the other hand, does it take more 
attention to make the company successful in the 
implementation of CRM? In this paper, the relationship 
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between knowledge management and CRM will be explore 
and whether or not it is enough to have the actual knowledge 
management initiatives of customer relationships to succeed in 
CRM will be analyzed. In the following, a review of the 
literature linking the two areas and the proposal a model of 
CRM success are included. 

II. THEORETICAL BACKGROUND 

A. Knowledge Management overview 
Knowledge creation has been widely recognized to be 

strategically relevant for organizational learning and 
innovation [7], especially in high-velocity environments. 
Reference [8] considers knowledge management as achieving 
organizational goals through the strategy-driven motivation 
and facilitation of (knowledge) workers to develop, enhance 
and use their capability to interpret data and information (by 
using available sources of information, experience, skills, 
culture, character, personality, feelings, etc.) through a process 
of giving meaning to these data and information. If knowledge 
from a systemic approach is studied, data as input, information 
as the process and knowledge as the output should be 
considered [9]. 

One important aspect is how knowledge is created. The 
dynamic model of knowledge creation of [10] is one of the 
best-known and accepted models of knowledge creation and 
management and has become a generally accepted conceptual 
framework for analyzing the activities and knowledge flows 
within the organization [11]. In fact, it could be said that the 
ability to acquire, integrate, combine, store, share, apply, and 
institutionalize knowledge in the firm represents the most 
important capability for building and sustaining competitive 
advantage [i.e. 12, 13]. 

 

B. Customer Relationship Management (CRM) overview 
Despite the recent birth of CRM, which stands in the 

nineties, in a short time it has become a key tool for business 
management. The implementation of this strategy involves the 
orientation of all business processes to the customer, which is 
situated in a central position, emerging as key asset of the 
company. After reviewing the literature on the concept [14-
16], the definitions offered coincide in stressing a number of 
features such as follows. First, CRM is a customer-centric 
business strategy or model that should be integrated into the 
whole organization in order to align the different functions 
with a common objective. Second, the main objective of CRM 
is to generate value for the customers through knowledge of 
their needs and preferences and via adaptation and 
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personalization of the products and services. Third, CRM 
includes the use of technological tools that enable the strategy, 
but CRM is not just a technology but a much broader concept. 
Fourth, CRM is a long-term business strategy that generates 
benefits for the various parties involved in the relationship. 
Finally, CRM requires a redesign of the organization to orient 
it to the customer, so the strategy requires an appropriate 
organizational culture and leadership. Consequently, the 
concept of CRM could be summarized as follows: CRM is a 
business strategy that aims to establish and develop value-
creating relationships with customers based on knowledge. 
Using IT as an enabler, CRM requires a redesign of the 
organization and its processes to orient them to the customer, 
so that by personalizing its products and services, the firm can 
optimally satisfy customer needs and thereby generate long-
term, mutually beneficial, loyalty relationships.  

Authors have actually made some progress with respect to 
the definition and theoretical delimitation of CRM, but they 
have not yet reached a consensus about a clear conceptual 
framework or structure of the concept [15, 17]. Research on 
CRM has increased significantly over the past few years [18]. 
However, there are still research needs in different areas such 
as a generally accepted conceptual framework, analysis of its 
key dimensions, study of CRM impact on business results, 
barriers to its successful implementation, development of valid 
and reliable scales to study the degree of implementation and 
success and rigorous empirical studies on the subject [14, 19-
21]. 

At the theoretical level, CRM clearly offers numerous 
advantages, but a large number of empirical studies indicate a 
high failure rate in the implementation of this type of strategy 
[2, 5]. The literature examines the various causes of these 
negative results [5]. It suggests that one of the main causes of 
failure is not integrating CRM into the firm’s overall strategy, 
in other words, considering CRM as an exclusively 
technological tool, and not assuming the various 
organizational and cultural changes it entails. In turn, [21] 
argue that there is no integrative conceptual framework 
translating the CRM concept into specific guidance to 
companies in implementing the strategy successfully.  

In view of the high failure rate in CRM implementation, 
and of the need to improve understanding of why some 
initiatives are successful while others are not [22], the next 
subsection presents an explanatory model for CRM success 
based on knowledge, which includes the main variables that 
determine successful implementation of the strategy. 

 

C. CRM and Knowledge Management 
In recent years, companies have integrated their customer 

relationship management (CRM) and knowledge management 
efforts because they realize that knowledge management plays 
a key role in CRM success [23]. Identifying the high value 
customer is a sophisticated knowledge task, as is determining 
the range of profiles among current customers. Technology 
can assist but knowledge management puts the information 
processing power of technology to effective use. Collaborating 
with customers requires a strong grasp of tacit knowledge 
exchange, and anticipating or predicting new customer needs 
can be delivered competently using statistical methods with 

technology, but can only be done excellently when the 
dimension of tacit knowledge exchange and collaboration are 
also deployed [24]. CRM processes are based on large 
amounts of knowledge [25]. 

CRM is about managing customer knowledge to better 
understand and serve them [8]. Much CRM writing focuses on 
technology applications, but the critical role of knowledge 
management is now beginning to be recognised [24]. CRM is 
definitely related to the discipline of knowledge management, 
thus, the existence of sufficient and continually updated 
customer knowledge is critical for an effective CRM system 
[26].  

Given the important role being played by knowledge 
management systems in the current customer-centric business 
environment, there is a lack of a simple and overall framework 
to integrate the traditional customer relationship management 
(CRM) functionalities with the management and application of 
the customer-related knowledge [8]. Recent literature has 
placed the knowledge management capabilities such as the 
more significant Critical Success Factor in the implementation 
of a CRM initiative, since the processes of customers’ 
knowledge transmission are a key resource that will enable the 
company strengthen its relationships with them and gain a 
sustainable competitive advantage [27, 28]. 

At this point, it is interesting to note, that, as has been 
argued, knowledge, unlike data or information, is embedded in 
people and not in IT [29]. The way people capture, share, and 
interpret knowledge accumulated in organizational 
repositories is very important in operational and strategic 
business activities and actions aiming at retaining competitive 
advantage [26]. Therefore, the relationship of the discipline of 
CRM with technological capabilities and knowledge 
management is being recognized as an important research 
field at present [19, 23]. Moreover, several authors believe 
that while previously the majority of CRM research focused 
on technological aspects, the critical role of knowledge 
management is beginning to be recognized in research [24, 
28]. 

CRM and knowledge management initiatives are directed 
towards the same goal: the delivery of continuous 
improvement towards customers [23]. Clearly, knowledge 
management is an area that warrants further e-CRM research 
[19]. Following [17] knowledge management could be seen as 
the main sub process of a CRM strategy because, to manage 
CRM effectively, companies must develop capabilities related 
to customer knowledge management processes, since these 
capacities, being difficult to imitate, can become a source of 
competitive advantage. From a resource based perspective [30, 
31], customer knowledge will be a valuable and rare asset for 
businesses, which will allow them to respond quickly to 
customer needs and adapt to changing markets [28]. Whereas 
the search for competitive advantage becomes the key factor 
of current strategic management, to collect information about 
customers in the context of a relationship, and offer those 
customers a superior value proposition based on this 
knowledge, would be a key advantage, hard to imitate.  
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III. RESEARCH MODEL 
Based on the conducted extensive literature review on the 

topic, a success model for CRM implementation is developed. 
The proposed model, that considers knowledge management 
as main success factor, includes other three variables that are 
considered in the literature key factors for the success of the 
CRM strategy (see Figure 1): organizational variables; 
technology and customer orientation. In the following, a brief 
definition of each model variable is included, and then a 
formulation of the research hypotheses to be tested, which 
postulate the impact of each variable on the results of the 
CRM strategy are synthesized. 

 
Fig. 1: Proposed CRM implementation success model 

A. Knowledge Management and CRM success 
As noted earlier, a large number of studies in the literature 
focus on the relation between CRM and knowledge 
management [26, 32]. A number of specific studies even 
propose strategic models based on combining the two 
concepts [33, 3]. Considering that implementing a CRM 
project requires that the firm collects and analyzes a large 
quantity of data, which is enabled by IT, the management of 
customer knowledge represents a step in this process. When 
this information is integrated and assimilated throughout the 
whole organization, it becomes truly effective customer 
knowledge.  

Furthermore, the creation and transmission of knowledge is 
seen as strategically significant as one of the fundamental 
processes that determine the ability of organizational learning 
and innovation [7]. Because of this, knowledge management 
will exercise a decisive role when implementing a CRM 
strategy, as it involves a change in the organizational vision 
and therefore a great deal of learning and innovation within 
the organization. According to [34], three fundamental 
processes within knowledge management could be considered: 
knowledge acquisition, application, and diffusion and 
transmission throughout the firm. Based on this, a scale 
consisting of three blocks, which will include several items to 
measure each of these processes was developed. In subsequent 
analysis, as a first hypothesis of the model it was considered 
the following: 

H1: An appropriate knowledge management will have a 
positive effect on the results of the CRM implementation. 

B. Organizational variables and CRM success 
These variables are aspects to do with human resource 

management, the organizational structure, and resource 
allocation. Considering that implementing the CRM strategy 
requires changes both in the way a firm is organized and in its 
business processes [21], any model needs to include a variable 
measuring the importance and effect of these organizational 
factors on CRM success. In fact, in order to implement CRM 
successfully firms need to redesign their organization and 
orient their value chain to the demand [35]. Thus, the strategy, 
the organizational structure, and the business processes all 
need to be transformed to implement the CRM strategy, since 
success in the initiative will depend on creating the right 
synergy between technological systems, processes and people 
[2].  

On the other hand, the human factor is critically important, 
since even with the best-defined processes and the most 
advanced technology the relation between people still has a 
determinant role in the implementation of any business 
strategy [36]. This is why factors such as employee training 
and motivation and the establishment of appropriate reward 
systems will be determinant in employees’ involvement in 
implementing this type of strategy. Moreover, the 
organizational culture will play a key role in knowledge 
management: the vision of the organization, rules, structure 
and reward system are direct determinants of the transmission 
of knowledge within the company [37], and therefore have a 
direct effect on the successful implementation of an initiative 
of this type. Based on the above discussion, the second 
hypothesis of the model presented here is as follows:  

H2: An appropriate organization will have a positive effect 
on the results of the CRM strategy implementation. 

C. Technology and CRM success 
CRM technological systems should be seen as a key 

component in implementing this type of strategy [36]. As [21] 
note, CRM software systems enable firms to offer a 
customized service with higher quality but at lower cost, so 
many customer-centric activities would be impossible without 
the right technology. Consequently, to implement the CRM 
strategy successfully the firm must have the right technology 
with which to optimize the business processes involved in 
customer relationships [38]. This author also argues that CRM 
technological systems offer numerous benefits to firms, since 
they provide a single view of the customers, manage the 
relationships with customers in an integrated way regardless 
of the communication channel used, and help the firm improve 
the efficiency and effectiveness of the processes involved in 
customer relationships. 

Despite all the above, however, it is not a good idea to give 
the technology an excessive role. Instead, the firm should 
consider it as an enabler of its CRM strategy. In this paper, the 
technology was considered as a necessary but not sufficient 
condition for the success of the CRM strategy. The third 
model hypothesis follows:  

H3: An appropriate management of the technology will 
have a positive effect on the results of the CRM strategy 
implementation. 

Organizational 
variables

Technology

Knowledge 
manage ment

Cus tomer
orientation

CRM
results

Internal 
perspective

Exte rnal 
perspective

H1

H2

H3

H4
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D. Customer orientation and CRM success 
Following [39] conceptual proposal, this paper assumes that 

a customer orientation implies having a sufficient 
understanding of the customers to be able to offer them greater 
benefit. Likewise, customer orientation implies unequivocally 
placing the customer at the center of all the firm’s activities in 
order to build gradually long-term relationships [40]. This is 
why this variable is a fundamental component of the 
organizational climate needed for CRM success: an 
organization that is strongly oriented to the customer will be 
able to design its processes better, since that organizational 
culture is conducive to improved employee understanding of 
the customers [41].  

Consequently, a customer orientation is an indispensable 
prerequisite for the successful implementation of the CRM 
strategy [40]. On this basis, the fourth hypothesis follows:  

H4: An appropriate customer orientation will have a 
positive effect on the results of the CRM strategy 
implementation. 

E. Results of the CRM strategy implementation 
There were some difficulties in measuring the results of the 

CRM strategy implementation, since as various authors note 
[42, 21], despite the increasing importance of the CRM 
concept there is still no validated measurement scale for 
evaluating its results. Measurement of firm performance is 
traditionally based on an analysis of a limited number of 
financial measures. But if the aim is to evaluate the impact of 
a CRM initiative, which seeks to improve customer 
relationships, any measure of results must also include the 
perspective of the customers [43]. Authors recommend not 
using a single indicator to measure the results of the CRM 
strategy implementation, so most models use a two-
dimensional measurement scale that includes both financial 
performance and market performance. 

Thus the current authors decided to take a two-dimensional 
approach to measure the results of the CRM strategy 
implementation, as proposed by authors such as [44, 21]. The 
financial perspective will measure the impact of the CRM 
strategy for the organization in terms of improved profitability 
or reduced costs, while the market perspective will capture the 
value that the strategy generates for the firm’s customers, and 
include measures such as customer retention and satisfaction 
rates.  

IV. CONCLUSIONS AND LIMITATIONS 
After a literature review many studies that analyzed the 

crucial role played by knowledge management initiatives as 
determinants of the success of CRM were found. Contrary to 
what could be imagined, there were several studies that 
showed high rates of failure to implement that strategy, so 
there were still no integrated conceptual framework to guide 
companies to their successful implementation. 

This paper contributes to this in building an integrated 
model of success, stressing as main factors the following: 
organizational factors, technology, knowledge management, 
and customer orientation. 

As this is an exploratory paper, more research, in particular 
empirical studies will be necessary to test the proposed 

hypothesis. However, the proposed model could be a step 
forward in building such an integrated model of CRM success. 
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