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Abstract 

In our days, more and more organisations from private to public sectors are pursuing to 

reach high customer values of satisfaction, loyalty and retention. Following that idea, 

higher education institutions seek to develop more efficient management styles through 

the adoption of CRM – Customer Relationship Management strategies. But, as in any 

sector, to develop a CRM strategy it is important to get someone involved who as a 

vertical and horizontal view of all the activity of the organisation. That person must be a 

marketeer because it is one of the only collaborators who understand what CRM is and 

how to adapt it to the needs of his organisation. According to that, this study discusses the 

importance of a marketeer in the adoption of a CRM strategy in a Higher Education 

Institution. To develop this study, the Action Research method was adopted and two 

action researches were developed for each process (selection and implementation). 

Besides that, the following work also presents a set of Critical Success Factors which are 

important for the creation of project. To conclude, through the following work, any 

University or different type of organisation can learn with this experience and understand 

what kind of issues and advantages they can find during the adoption of a CRM solution.   

Keywords: Customer Relationship Management, Higher Education, Marketeer role, Selection and 

Implementation Software, Action Research. 



 

 

 

Resumo 

Actualmente, um grande número de empresas públicas ou privadas procuram obter uma 

maior lealdade, satisfação e retenção dos seus clientes. Da mesma forma, hoje em dia, as 

instituições de ensino superior pretendem desenvolver estilos de gestão mais eficientes 

adoptando estratégias de Customer Relationship Management (CRM). Mas, como em 

qualquer empresa, para desenvolver uma estratégia de CRM é importante ter o 

envolvimento de quem possui uma visão ampla de toda a actividade da sua empresa. O 

Marketeer é um dos colaboradores que melhor entende o que significa CRM e o que é 

necessário para adaptá-lo às necessidades da sua organização. Este estudo procura 

analisar a importância de um Marketeer na adopção de uma estratégia de CRM numa 

Instituição de Ensino Superior. Para desenvolver este estudo foi adoptado o método de 

Action Research na qual foram realizados dois ciclos (selecção e implementação) de 

CRM. Para além disso, o trabalho procurou apresentar um conjunto de Factores Críticos 

de Sucesso que são importantes para o desenvolvimento de um projecto de CRM. Para 

concluir, através deste trabalho, qualquer Universidade ou outro tipo de organização pode 

aprender com esta experiência e perceber que tipo de problemas e vantagens podem se 

encontrar durante a adopção de uma solução de CRM. 

Palavras-chave: Customer Relationship Management, Instituições de Ensino Superior, papel do 

Marketeer, Selecção e Implementação de Software, Action Research. 
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1. Introduction 

Customer Relationship Management (CRM) is focused on customer business strategies to 

specifically increase their satisfaction and loyalty by offering more attentive, specialized and 

customized services to each single customer (Croteau and Li, 2003). Nowadays, organisations 

have a huge necessity to strategically evolve using technologies in order to enhance their 

reputation as to increase customer loyalty and retention. To reach these objectives, it is critical 

for an enterprise to collect the best internal resources (people, technology and process) to 

effectively develop a CRM strategy. 

Recently, Higher Education Institutions (HEI) are adopting CRM strategies. The main reason 

for that comes from the fact that their management style is evolving through the adoption of 

best and new management practices from private sectors (Santiago et al., 2006). Although, as 

it is well known, students are their core client and to have a closer relationship with them as to 

increase their satisfaction it is crucial to be focused on their needs. Higher Education 

Institutions seek to develop a “student-as-customer” perspective where through an educational 

CRM system they pretend to have a full understanding of each specific student situation in 

order to offer a stronger interaction with the most important student touch points, for 

example: admission, registration, financial and aid (Seeman and O’Hara, 2006; Grant and 

Anderson, 2002). But, it is not enough to develop and implement a good CRM strategy. 

To be successful in implementing and developing a CRM strategy, Srivastava et al. (1999) 

showed how important it is to integrate and get a marketeer involved. The marketeer will play 

an important role during all the process. In fact, he is unique persons who has a general 

overview of: (1) how the business of the company works; (2) how the company is defined and 

structured; (3) what kind of organisational culture does exist; (4) who are the different types 

of customer; (5) how to deal with them; (6) how the products are defined and (7) what really 

means a Customer Relationship Management.  

With his full participation in the project, the marketeer will clearly help to find solutions for 

the issues found during the selection and implementation processes. Indeed, he will be one of 

the main keys of the project and during the selection and implementation processes several 

issues like lake of experience, communication difficulties inside of the project team, change 

resistances and rivalries between Information Technology (IT) and management departments 

where found in the field. 
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The main idea of this study was to analyse the importance of having a marketeer integrated in 

a CRM project. Through that analysis, the study also seeks to analyse which CSF’s can be 

used by the marketeer as guidelines to help in maintaining the focus of the true concept of 

CRM. 

According to what was previously presented and broadly speaking, this paper discusses 

strategic lines to enable an University to build a suitable CRM strategy. To develop it, an 

action research was conducted in a Portuguese University, focused on answering to: “How 

important is a Marketeer in the adoption of a CRM strategy for a Higher Education 

Institution?” 

The paper is organized in eight sections: after this introduction the study explains how 

important a CRM strategy is for a HIE, establishing a relation between critical success factors 

of a CRM and “people, processes and technology”. The theoretical referential also explains 

the importance of the integration of a marketeer in CRM projects and presents a methodology 

to select a CRM software. The next sections describe the adopted method in this research and 

after, the action researches conducted at the Sigma Institute are described. Finally, the result 

reached with this study through the two different action researches cycle lived is discussed. 

2. Literature Review 

2.1. The importance of CRM for an Higher Education Institution 

Nowadays, due to the constant global evolution, Higher Education Institutions are constantly 

in transformation to try to follow and adapt themselves to the tendencies of market 

orientations and behaviour. As a result, their management style is evolving through the 

adoption of new management practices (Santiago et al., 2006). 

More and more HEI’s are looking to reach high customer values of satisfaction, loyalty and 

retention. To reach such objectives, they have to increase and develop strong CRM strategies 

and philosophies where the Information System (IS) solution can fit into (Lavanya, 2011). 

According to Seeman and O’Hara (2006), all Higher Education Institutions have an important 

diversity of stakeholders but the most important of them are the students. Through these 

students, an HEI can develop new relationships with their relatives. To have a closer 

relationship with them, it is crucial to be focused on their needs. To achieve that concept, HEI 

seek to develop a “student-as-customer” perspective where through an educational CRM 

system they pretend to have a full understanding of each specific student situation as to offer a 
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stronger interaction with the most important student touch points (admission, registration, 

financial and aid) (Seeman and O’Hara, 2006; Grant and Anderson, 2002). 

As mentioned by Hilbert et al. (2007), nowadays a new concept of CRM education is 

emerging but it is still in development: Student Relationship Management (SRM). SRM is 

oriented specifically to Higher Education’s environment where all the strategic, process and 

philosophical lines are oriented and focused to the academic and student needs. Broadly 

speaking, the specific aim of a SRM is to offer the capabilities to develop a 360º vision of the 

students life and needs, where HEI’s will increase the retention and loyalty of their customers. 

2.2. People, process and technology vs. CRM critical success factors 

Customer Relationship Management is a strategy which connects three important vectors 

(Technology, Philosophy and Strategy) and combines three important organisational 

resources (People, Technology and Processes) to reach high levels of customer satisfaction, 

retention and loyalty (Edwards, 2008; Chen and Popovich, 2003). 

Through their historical customer’s needs, the CRM is increasingly viewed as a critical 

success factor for an organisation. This vision offers an enterprise the expansion of its 

capacity to answer to the future needs of their customers as to improve its interaction 

(satisfaction, retention and loyalty) and experiences with them (Xu et al., 2002). On the other 

hand, CRM is considered by the same authors, as a way to obtain competitive advantage, 

where an organisation has the possibility to maximize its customer relationship value and 

reach positive impacts in its performance (e.g. return on sales and investments). 

According to Rahimi and Berman (2009), processes are ways which permit the customers to 

relate with organisation through its different functions such as sales forces, client services, 

marketing and support services. That relation between customers and organisational functions 

only exists thanks to the employees. These actors have a specific role in a specific department 

and this relation only exists when they integrate the CRM philosophy (Mendoza et al., 2007). 

But, to integrate successfully a CRM strategy in the whole organisation, as mentioned by the 

authors, it is important to consider technology as an important part of the CRM strategy 

because Information Technology looks to create and implement specific tools regarding the 

processes necessities. 

It is essential for a CRM strategy to incorporate characteristics, elements and variables which 

can significantly increase the impact of the performance and efficiency of each internal 

resource. All these properties are known as Critical Success Factors (Rahimi and Berman, 
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2009). The following tables present which CSF are related with the different internal 

resources. In Table 1, it can be considered that the main idea of the CRM CSF related to 

people is to define a central organisational culture focused on the customer relationship where 

the messages are shared equally between each stakeholder. 

Table 1: CRM CSF related to people 

Critical Success Factors Description Authors 

1. Top Management 

commitment. 

Top Managers from the 

organization need to be strongly 

integrated in all the adoption of 

the CRM solution. 

Xu et al. (2002); Mendoza et al. (2007); Sin et al. 

(2005); Croteau and Li (2003); Shum et al. (2008); 

Rahimi and Berman (2009); Chen and Popovich 

(2003). 

2. Communication of 

CRM strategy 

To share the common values and 

goals it is important for the 

organisation and the project 

success that that the CRM 

strategies are clearly 

communicated in all the 

departments. 

Xu et al. (2002); Mendoza et al. (2007); Sin et al. 

(2005); Rahimi and Berman (2009); Chen and 

Popovich (2003). 

3. Customer services have 

to take advantage of the 

personal characteristics of 

their employees. 

The value of the relationship 

between customers and customer 

services can be increased through 

taking advantage of their personal 

characteristics. 

Xu et al. (2002); Sin et al. (2005); Bull (2010); Lin et 

al. (2010); Shum et al. (2008); Shang and Lin (2010); 

Mendoza et al. (2007). 

4.  Customer-centric 

organisational culture. 

Through CRM, from operational 

positions to executive positions, 

all of them integrate and share the 

same customer view and 

philosophy. 

Xu et al. (2002); Adebanjo (2003); Sin et al. (2005); 

Lin et al. (2010); Shum et al. (2008); Chang et al. 

(2010); Shang and Lin (2010); Rapp et al. (2010); 

Rahimi and Berman (2009); Chen and Popovich 

(2003); Mendoza et al. (2007). 

5. The end-users need to be 

involved since the 

beginning. 

The final users must be involved 

since the beginning of the CRM 

construction to integrate all its 

values and principles. 

Xu et al. (2002); Shum et al. (2008); Chang et al. 

(2010); Shang and Lin (2010); Rahimi and Berman 

(2009); Chen and Popovich (2003); Mendoza et al. 

(2007). 

6. Managing expectations is 

a key factor for acceptance. 

Managing the expectations of 

employees related to the CRM 

allows the growth of their 

motivation, attachment and 

commitment. 

Xu et al. (2002); Light (2003); Shum et al. (2008); 

Shang and Lin (2010); Rahimi and Berman (2009); 

Mendoza et al. (2007). 

7. Integrate all different 

departments through a 

CRM project team. 

Through a project team the union 

between all different departments 

will be created. This commitment 

will help to support all their CRM 

needs.  

Xu et al. (2002); Shum et al. (2008); Shang and Lin 

(2010); Rahimi and Berman (2009); Chen and 

Popovich (2003); Mendoza et al. (2007). 

Cont. 
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Cont. 

Critical Success Factors Description Authors 

8. The whole organisation 

has to work towards 

common goals. 

Defending the same aims and 

working toward to the same 

objectives allow the CRM project 

to create strong customer 

relationships. 

Sin et al. (2005); Shum et al. (2008); Chang et al. 

(2010); Shang and Lin (2010); Rapp et al. (2010); 

Chen and Popovich (2003); Mendoza et al. (2007). 

9. Training people is a 

critical factor. 

Training employees to use the 

CRM is an important step for 

acceptance and motivation as for 

helping the transformation 

process. 

Shum et al. (2008); Mendoza et al. (2007); Chen and 

Popovich (2003); Xu et al. (2002). 

Through Table 2, it is possible to understand those processes play an important role in a CRM 

strategy. As the authors referred, people are the key factor for CRM success, but without 

processes, people will not be able to coordinate their CRM and organisational needs. 

Table 2: CRM CSF related to process 

Critical Success Factors Description Authors 

1. Build an all-embracing 

approach. 

This approach offers the 

possibility to integrate sales, 

customer service, marketing, field 

supports and other functions. 

Xu et al. (2002); Light (2003); Sin et al. (2005); 

Shum et al. (2008); Chang et al. (2010); Shang and 

Lin (2010); Rapp et al. (2010); Rahimi and Berman 

(2009); Chen and Popovich (2003); Mendoza et al. 

(2007). 

2. Identify corporate needs 

and break general goals into 

narrow specifics.  

The problems of the organisation 

(functional and business needs) 

must be defined for the right 

selection and implementation of 

the future solution. It helps to 

better control and assess the 

progress. 

Xu et al. (2002); Light (2003); Bull (2010); Shum et 

al. (2008); Chang et al. (2010); Shang and Lin 

(2010); Rapp et al. (2010); Rahimi and Berman 

(2009); Chen and Popovich (2003); Sin et al. (2005); 

Mendoza et al. (2007). 

3. Automate the decision-

making process and re-

engineered processes when 

necessary. 

It is important to define automatic 

procedures in certain decision to 

bring fastness on the processes. 

When necessary, re-define the 

structure and concept of existing 

processes. 

Xu et al. (2002); Light (2003); Sin et al. (2005); 

Shum et al. (2008); Shang and Lin (2010); Rapp et al. 

(2010); Saini et al. (2010); Rahimi and Berman 

(2009); Mendoza et al. (2007); Hang and Lin (2010); 

Chen and Popovich (2003); Lin et al. (2010). 

4. Define clear and 

measurable business 

objectives for each phase of 

the implementation. 

It is important to define specific 

objectives as measures to achieve 

at the end of each phase of the 

software implementation.  

Xu et al. (2002); Adebanjo (2003); Light (2003); 

Shum et al. (2008); Rahimi and Berman (2009); 

Mendoza et al. (2007). 

Cont. 

 

 

 



 

8 

 

Cont. 
Critical Success Factors Description Authors 

5. Learn from campaign 

mistakes and successes and 

Analyse customer database. 

The past results of campaigns will 

help to reach future 

improvements and the customer 

database analysis will offer a 

clear idea of the quality of their 

information. 

Xu et al. (2002); Sin et al. (2005); Chang et al. 

(2010). 

6. Technical competencies 

are multifunctional. 

It is important to involve IT, 

operational and cultural 

knowledge in all the 

technological process. 

Adebanjo (2003); Shum et al. (2008); Chang et al. 

(2010); Rapp et al. (2010); Chen and Popovich 

(2003); Mendoza et al. (2007). 

7. Develop one-to-one 

marketing. 

One-to-one marketing allows 

customers to receive unique 

solutions for their specific needs 

as helps to win their loyalty and 

satisfaction. 

Sin et al. (2005); Mithas et al. (2006); Chang et al. 

(2010); Mendoza et al. (2007); Rahimi and Berman 

(2009). 

8. Integrating innovation 

capabilities. 

It will help to develop a unique 

and efficient CRM strategy 

(product, process, administrative, 

marketing and service). 

Lin et al. (2010); Chang et al. (2010); Chen and 

Popovich (2003); Mendoza et al. (2007). 

On the other hand, CRM CSF related to processes link the organisational and CRM needs to 

the technology. 

Table 3: CRM CSF related to technology 

Critical Success Factors Description Authors 

1. Accessing the central 

customer database. 

Using this database, anyone in 

the organisation can know all the 

details of each individual 

customer. 

Xu et al. (2002); Adebanjo (2003); Sin et al. (2005); 

Bull (2010); Mithas et al. (2006); Shum et al. (2008); 

Chang et al. (2010); Rapp et al. (2010); Saini et al. 

(2010); Chen and Popovich (2003); Mendoza et al. 

(2007). 

2. Automated scripting 

based on known solutions.  

The efficiency and quality of call 

center and help desk supports are 

improved through these solutions. 

Xu et al. (2002); Sin et al. (2005); Shum et al. (2008); 

Chang et al. (2010); Rahimi and Berman (2009); 

Mendoza et al. (2007). 

3. Develop a central data 

warehouse including 

analytical tools for new and 

old data. 

Through these technologies, 

specific information’s about the 

customer needs can be created. 

This data can be data mined and 

analysed to discover new 

customer characteristics and to 

create new opportunities to 

increase their retention. 

Xu et al. (2002); Light (2003); Adebanjo (2003); 

Shum et al. (2008); Chang et al. (2010); Rapp et al. 

(2010); Rahimi and Berman (2009); Chen and 

Popovich (2003); Mendoza et al. (2007). 

Cont. 
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Cont. 

Critical Success Factors Description Authors 

4. Configurable application. 

The more tailored are the 

requirements of the organisation, 

closer the solution responds the 

real needs of the organisation. 

Adebanjo (2003); Light (2003); Sin et al. (2005); 

Shum et al. (2008); Chang et al. (2010); Rahimi and 

Berman (2009); Chen and Popovich (2003); Mendoza 

et al. (2007). 

Considering this observation and according to the literature, the success of a CRM strategy 

depends on the strong union between each internal resource and on the relation between 

CSF’s and each internal resource. 

2.3. Marketeer integration in CRM projects 

As mentioned in previous topics, CRM it is a business strategy well accepted and adopted by 

organisations all over the world. However, the main issue in the adoption of a CRM strategy 

is its integration in the organisation (Gneiser, 2010). For the success of a CRM it is important 

to create a relationship with the end users through the involvement of all the diverse functions 

of an organisation. Such importance is due to the fact that people are in the centre of any 

process modification, the attitude and reaction of employees in front of a certain change 

process must be carefully analysed and registered (Shum et al., 2008). 

In fact, Shum et al. (2008) mentioned that there is a direct correlation between the 

commitment of employees and the success of a CRM implementation. Due to that reason, 

nowadays CRM projects seek to integrate a collaborator of the marketing department of the 

company because it is the department with a better knowledge and understanding of how to 

create relationships with their customers (Cooper et al., 2008). 

Through the involvement of a Marketeer, the project team intends to create a peaceful 

relationship between information systems personnel and collaborators of the different 

departments of the organisation (Cooper et al., 2008). This necessity arises because 

collaborators from management departments always put high expectations on the future 

solutions and they expect that the new Information System – IS solution comes to solve their 

small daily problems (Meyer and Kolbe, 2005). The same authors mentioned that through the 

creation of a short term vision of their future needs, that collaborators start to create conflicts 

and resistance when IS professionals’ need to collaborate with them in order to collect all the 

details of their work process. 

On the other hand, Shum et al. (2008) refer also that stakeholders from management 

departments do not accept easily the fact that a professional from an IS department can 
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understand perfectly his functions, tasks and responsibilities. Besides that, those stakeholders 

will not present or explain easily their work process because they think that it is a form of 

controlling it (Maltz and Kohli 2000). For the same kind of resistance, the majority of 

collaborators also do not think that IS solutions are adopted to help their daily work, they 

think that organisations intend to adopt them to control the productivity of its collaborator 

(Shum et al., 2008). 

As presented by Meyer and Kolbe (2005) and Cooper et al. (2008), CRM is a customer-

centred initiative which needs a cross-functional team well integrated and accepted by all the 

stakeholders of an organisation. That’s why it is important to create a project team where a 

marketeer has his space to accomplish his role, avoid and solve all the different kind of 

prejudices and resistances with IS departments. 

However, it is also important to integrate a Marketeer in CRM project because he can be one 

of the only stakeholders to understand perfectly what means CRM and what the organisation 

can achieve with that solution (Gneiser, 2010). According to Srivastava et al. (1999), through 

a CRM strategy, a Marketeer can have the following capabilities: (1) Identify potential new 

customers; (2) Determine the needs of existing and potential new customers; (3) Learn about 

product usage and application; (4) Develop/execute advertising programmes; (5) 

Develop/execute promotion programmes; (6) Develop/execute service programmes; (7) 

Develop/execute sales programmes; (8) Acquire/leverage information technology/system for 

customer contact; (9) Manage customer site visit; (10) Enhance trust and customer loyalty and 

(11) Cross-sell and upsell of product services offer. 

Through that capabilities offered by a CRM solution, a Marketeer can increase the 

performance and value of the company. To reach that, it is important to develop a stronger 

customer focus, product focus, customer relationship, vision of the market, to control 

competitors and achieve economies of scale (Srivastava et al., 1999). 
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3. Methodology 

This research was developed through a qualitative approach based on Action Research – AR 

method. According to Altrichter et al. (2002), Action Research is a method where researchers 

and participants work together to reach and find an answer for a specific problem in the 

organisation. On a first hand this collaboration intends to allow participants to increase their 

skills as to solve specific issues bringing improvements in their processes. Secondly, with 

their participations and observations, researchers have the opportunity to reach new scientific 

learning’s and knowledge (Baskerville and Wood-Harper, 1998). 

Figure 1 - Action Research cycle 

Source: Baskerville, 1999, pp. 14 

Baskerville and Myers (2004) refer that Action Research has an important role in Information 

System research due to its focus on real organisational problems and where they can be 

applied action-oriented changes. The facility in applying these action-oriented changes is 

related with the constant technological evolution which has a direct impact in the 

modernization of organisations, as well a direct impact in the culture of organisations where 

participants are playing an important role (Baskerville and Wood-Harper, 1998). 

The following action’s researches were developed in one of the most prestigious Institutes of 

Management and Economics in Portugal and for reasons of confidentiality, this Institution 

will be called Sigma. 

As presented in the Figure 1, to develop a successful Action Research method, Baskerville 

(1999) explains that it is important to interpret this method as an organic process with five 

systematic phases which sometimes can involve repetitive cycles. 

Diagnosing 

Action Planning 

Action Taking Evaluating 

Specific 
Learning 

Client-System 

Infrastructure 
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Figure 2 - Action Research cycles 

According to the Figure 2 which presents the two Action Research cycles of this study, the 

appendix A – Action research phases, describes all the different phases of each AR cycle. 

In the first action research, the first project team was composed by one director of the school, two 

marketing collaborators and two researchers. It is important to refer that one of researchers was also 

one of the marketing collaborators. During all the selection phase and as referred in the next sections, 

the researchers did several studies with the following main keys: (1) collect information’s about 

similar cases; (2) Understand what could be done in the school; (3) Set a number of guidelines for the 

future steps and (4) Define good practise in the adoption of CRM solutions in Higher Education 

organisations. Besides that, the researches collaborate deeply in all the selection process and they 

played an important role contacting all the different customer services to create a relation with them 

and to get them involved from the beginning. 

During the second action research cycle, the restructured project team was composed by the same 

members of the first project team, including two programmers, one project manager and another 

analyst. In this new project team, the researchers seek to: (1) define the steps for the implementation 

process; (2) define the best methodology to implement the solution; (3) Analyse the work process of 

each different department and (4) Transform the work processes of each department in CRM 

processes.   

4. Action Research - The Sigma Institute CRM project 

Sigma Institute is one of the three top-ranked prestigious and experienced business and 

economics schools based in Portugal with approximately: 4800 students, 200 academic staff 

and 50 employees. This school looks to instruct capable business and economics students and 

to train the most skilled managers, providing them with the best knowledge and skills for their 

real working life. Besides that, the school has a clear focus on top quality research and 

1st Action Research 2 nd Action Research 

Selection process Implementation 

process 
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teaching, which looks forward to continue to educate, train and prepare their students for their 

future professional life. 

On the other hand, the school intends to increase their scientific research and provide a range 

of services to meet the future demands of corporations (from any sector) in economics and 

management knowledge, know-how and skills. According to the dean of the school has an 

orientation to a modern, dynamic and innovative management style, which has a focus on the 

development of a strong relationship and commitment with its community. To achieve that, 

the adoption of strategic IS solutions was a real necessity. 

Understanding this background and before the beginning of the selection process, the project 

team had some meetings with the school board to discuss: (1) how the selection process will 

be conduct; (2) how it will be divided and (3) which strategy will be adopted during each 

meeting with the suppliers. 

 After these meetings, the project team realized that the organisation had diverse important 

necessities related with the CRM concept but not directly related with the customers 

(students). Broadly speaking, the concept of this CRM project was not just focused directly on 

the retention and satisfaction of students. The Sigma HEI had the ambition to develop close 

relations with enterprises and Universities who need its services or want to create a 

partnership with. But, that type of customers were not the only target of the School, the Sigma 

Higher Education Institution also wanted to develop programs to attract talented students as to 

control the number of talented prospects attracted. 

On the other hand, to follow the new trends, the school wanted also to take advantage of its 

different social networks to have a closer relationship with all its students. 

As it can be understood, the CRM concept of this HEI is more than developing a close 

relationship with its main customers (students). This CRM project has a global view of its 

customers and is focused to define and create strategies to be closer with all of them.  

4.1. First Action research cycle: Selection of a CRM software 

When an organisation decides to acquire an IS solution like a CRM software, it is important 

to know specifically for what it is needed and what kind of necessity and difficulties it will 

solve. That’s why nowadays organisation create project’s teams to define and organize all the 

fundamental steps to follow in order to successfully achieve the selection and implementation 

of the right IS solution (Jadhav and Sonar, 2009). 
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Diagnosing

Action Planning

Action Taking

Evaluating

Specific Learning

To select the right IS solution for a CRM project, the project team has to follow and respect a 

set of rules (Ahituv et al., 2002). Through the analysis of four different IS selection 

methodologies, the following Table created presents different phases that must be attended: 

Table 4: Methodology for IS selection 

According to the different phases of the action research method presented previously, it 

describes for each phase all the steps done in the development of the CRM project and present 

which CSF and methodology phases of a IS selection are related with each Action Research 

phases. 

 

Figure 3 – Months invested in each phase of the 1
st
 Action Research cycle 

Phases 

Authors 

Ahituv, Neumann 

and Zviran  

(2002) 

Jadhav and 

Sonar (2009) 

Chau 

(1995) 

Colombo and 

Francalanci 

(2004) 

1. Definition of the project objectives and aims X X X X 

2. Market Analysis of IS solutions X X  X 

3. Analysis of the Business needs and services issues X X X X 

4. Define and select potential group of vendors and 

consultants 
X X X X 

5. Build a RFP – Request for proposal to send to the 

select group 
X    

6. Investigate the alternatives of each of them through 

meetings 
X  X  

7. Analyse technically each vendors and consultants 

proposal   
X   X 

8. Assess the global proposal through technological, 

economical and organisational aspects 
X X  X 

9. Select the two/three most interesting proposals and 

start negotiations 
X X  X 

10. Contract and signing with the system vendor or 

consultant 
X X X X 

Months

4,5

2

1

0,5

0,5
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As it can be seen in the Figure 3, the Action Research cycle took approximately eight months 

and half to be conducted. The Diagnosing phase represents 53% of all the time invested and 

the Action Planning represents 23%. As it can be concluded these two phases are important to 

this AR cycle.  

Finally, during the whole cycle, the project team had two meetings every week with the 

duration of one hour and half (total of 68 meetings which are equivalent to 102 hours). 

4.1.1. Action Research – Diagnosing 

As presented in the following descriptions, the phases 1 to 4 from the methodology of a IS 

selection are related with the diagnosing phase of the Action Research. 

Figure 4 – Months invested in each phase of the Diagnosing phase  

 Phase 1 - Definition of the project objectives and aims 

In the beginning of a IS selection process, the CRM internal resources like people and process 

are the most influent. In this phase it is important to build a strong group spirit in the 

organisation where employees are focused and motivated sharing the same goals and views. 

In addition, the definition of the project objectives and aims can be changed in the future by 

the influence of the results of the following phase. 

The idea of a CRM project started in a meeting with the school board and specific researchers 

of the school. The objective was to find solutions to solve issues concerning the notoriety of 

the organisation, its relationship with its customers (mainly students and enterprises), the 

centralization of information resources, the creation of more value and the reduction of 

manual procedures in the daily work of the Sigma collaborators. From that moment, all the 

participants of that meeting realized that the main issue was in how to create a strong 

relationship with customers to reach their satisfaction and loyalty in order to increase the 

0,5 

1,5 

2 

0,5 

Phase 1

Phase 2

Phase 3

Phase 4
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number of new clients. Simultaneously, they realized that adopting a CRM strategy would 

also help the organisation to centralize the information as well as to increase the productivity 

of their collaborators. 

 Phase 2 - Market Analysis of IS solutions 

For this phase, processes and technology are the most important CRM internal resources 

because it is through them that an organisation can decide and define the “guide-line” of what 

has to be done to select the right solution that fits better with its needs. 

The school board decided to create a project team to analyse the viability of creating a CRM 

project in a Higher Education Institution. The team did several studies and researches in a 

global concept to assess how this project would answer to the real needs of the organisation. 

First, we did a market analysis and benchmarking studies to collect information and solutions 

in similar cases (appendix B – overview of the results). On the other hand, the real aim of 

these analyses was to find answers in what had been done until now in this particular field. 

More precisely, researchers and participants were working in finding what kind of solutions 

Higher Education Institutions have adopted and which benefits they achieved. 

 Phase 3 - Analysis of the Business needs and services issues 

All three internal resources are crucial in this phase and they are all integrated together. It is 

through each of them that the project team will be able to select, recognize and analyse what 

are the real business needs and issues to solve with a IS solution. 

Once the results of the previous studies and researches collected, the project team built 

together a set of guidelines. These guidelines were the different phases of the methodology 

described on the literature review. With these orientation lines, the project team was able to 

guide its work and we concluded that the next important step was to start analysing the 

business needs and service issues of the school.  

To collect this important information we decided to interview 11 different customer services: 

undergraduate office, post-graduate office, graduate office, Erasmus office, library, alumni 

association, marketing department, career development office, international office, 

counselling office and student ombudsman. This cycle of interviews was divided in two 

phases, the first one was the main interview which took approximately two hours for each 

service interviewed. The second one consisted in presenting to each customer services the 
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results obtained for their confirmation (appendix C – example of the document presented). To 

realize the first interviews an interview guide was created where the questions were separated 

in three parts: (1) customer/student relationship; (2) daily work and (3) Internal relationship 

(appendix D – example of an interview guide). 

Interviewing all these different services of the school, the team could collect all the business 

needs and issues of each different customer service. After this important work, the team 

triaged this data and selected just the business needs and issues that would fit with the vision 

of the pretended CRM solution. On the other hand, this previous work was the base for the 

construction of the Request for Proposal (RFP). 

However, as the team always defended, it was important to create early a strong relationship. 

To reach that objective, we decided to select and analyse the issues collected previously 

which were not used for the next step, and offer solutions to solve some of their difficulties. 

With this strategic action, the project team won the respect and trust of each different service. 

 Phase 4 - Define and select potential group of vendors and consultants 

This phase can have some influences from processes, but, in reality, this step has a huge 

influence from the know-how and experience of the school board. 

After performing the previous deep analysis, the project team was able to define and select the 

potential suppliers of the future CRM solution. In this phase a market research was done to 

select the CRM solution of five suppliers. More precisely, the market research looks to 

analyse general aspects like: (1) The type of IS solution (i.e.: if it is friendly-user or not; if 

technically it is easy to install or not); (2) The reputation of the brand/company and (3) The 

financial investment (an average of it). 

Before starting the first contact with the suppliers, the project team shared with them a 

document with an overview of the needs and requirements of the CRM project. In this 

contact, two weeks before their official presentation in the head-quarter of the organisation, a 

document with the CRM necessities of the school was sent to each supplier. After these two 

weeks, the project team and the school board received each of them to discuss their future 

proposal. 
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4.1.2. Action Research – Action Planning 

After the diagnosing, planning the future actions is the second important step during an AR 

cycle. During the Action Planning, the phases 5 and 6 of the IS methodology are related with 

it. Besides that, the CSF related to people and processes are the most influent ones due to the 

fact that they are more present during the development of the following phases of the 

selection process. 

On the other hand, according to what was referred in the beginning, during the action 

planning phase the project team had at least 16 meetings to define perfectly the future 

objectives. 

 Phase 5 - Build a RFP – Request for proposal to send to the select group 

During the RFP definition, processes and technology need a special attention because it is 

essentially through them that the organisation will be able to define strategies and requests to 

solve cultural, technical and process issues. 

After collecting, triaging and selecting the right business needs and issues related with the 

CRM strategy defined for the Organisation, the project team was able to develop a RFP – 

Request for Proposal for the future selection process of the solution.  

The creation of this document was very important for the whole organisation because it 

represents how a CRM solution has to answer to its real business needs. Detailing its 

construction, the document was structured in three parts. The first part intended to describe 

the CRM vision shared by the organisation. The second part, with 38 business requirements, 

described the principal requirements for the business needs of the school. Finally, the third 

part, with 60 requirements, presented all the important functional requirements to take in 

consideration in the implementation and customization of the CRM solution (appendix E – 

example of a part of the RFP). 

 Phase 6 - Investigate the alternatives of each of them through meetings 

In this specific step, it is really important to know deeply each solution. It is important to be 

able at the end of this phase to distinguish perfectly the strengths and weaknesses of each 

alternative. 

Once selected, the school board approved the choice and gave the permission to start the 

selection process. This process was divided in three phases. The first one looked to involve 
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the suppliers and the organisation inviting them to our office where they had the opportunity 

to make a presentation to the project team and school board of their adapted solution to our 

needs. After that, each supplier had more or less three weeks to answer to the RFP and present 

their proposal.  

4.1.3. Action Research – Action Taking 

During the action taking the phase 7 to 10 from the methodology of IS selection were used as 

guidelines and strategies to reach the objectives. For the development of each following 

phase, the whole CSF had to be considered, however and once again, the critical success 

factor with more presence and influence during the process were the CSF related with people 

and processes. It is obvious that the technological ones are important because they can 

represent extra costs and investments but the most important thing in all the development of 

this process is to find a solution which better fits with the needs of the stakeholders and the 

business needs of the organisation. 

 Phase 7 - Analyse technically each vendors and consultants proposal 

To analyse technically each proposal, factors from processes and technology need to be 

strongly considered, they are the key factors for the future quality of the IS solution. 

With the reception of each proposal, the project team started the analysis of each solution 

proposed by the suppliers. To realise this analysis, the team gave priority in the assessment of 

all the technical conditions, answers and offers presented by each supplier. More precisely we 

looked to assess the following points: (1) Answers of the requisites (technical and business 

needs); (2) Methodology chosen for the implementation (development and control) and (3) IS 

solution, support and IT requirements (appendix F – example of the matrix analysis). 

 Phase 8 - Assess the global proposal through technological, economical and 

organisational aspects 

For the final assessment of each proposal, it is important to include organisational and 

economic issues due to the fact that financial and cultural reality change between each 

organisation and in that case the priorities are different. In this phase it is common to adopt 

analytical models to obtain a quantitative average in order to define a ranking of each 

proposal. 
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After analysing technically each supplier proposal, the team used a method where we created 

an assessment map divided in five important groups: (1) Answers of the requisites (technical 

and business needs); (2) Methodology chosen for the implementation (development and 

control); (3) Team structure, size and experience; (4) Timing planned for the development of 

the project and (5) “Supplier assessment” (financial situation, local representation, contractual 

conditions, brand and corporate reputation). 

Each group was assessed through the weight average technique. Using this technique of 

assessment, the team was able to generate a final value, which was converted to a final mark 

(1 to 20). At the end, a global map was created where each previous group was represented 

with different percentage weight. These weights were defined according to their importance 

and priority for the success of a project. With each final group mark, the global map was able 

to deliver the final mark of each supplier proposal (Appendix G – example of the assessment 

map). 

 Phase 9 - Select the 2/3 most interesting proposals and start negotiations 

According to the analysis done by the project team, the school board will select the two or 

three solutions with the best assessment. In that moment, short negotiation will be done with 

each. The aim of these negotiations is differentiating each solution in order to select the 

solution which fits perfectly with the needs of the organisation. 

Finally, with the assessment concluded the project team was able to create a supplier ranking 

to select the top three suppliers (with the best marks) for the next phase of the selection 

process. In this phase, each supplier was invited to present his proposal to the school board 

and project team to be discussed. During this discussion, the school board looked to evaluate 

the strengths, weaknesses and details of the proposed solutions. The most important aspects 

defended by the organisation were: (1) the technical aspects; (2) how friendly is the solution 

for final users; (3) how the solution answers to the real needs of the school and (4) the total 

investment. At the end of this first negotiation, the direction decided to eliminate one of the 

three suppliers to keep just de last two for a final negotiation. For this final step, both of the 

suppliers had to consider the suggestion given to modify their proposal and present it. To 

conclude this negotiation process, through the last proposal presentation and through their 

experience, the school board decided the final choice. However, the supplier chosen had to 

reanalyse its financial offer to present a proposal which fits with the expectations of the 

organisation. 



 

21 

 

 Phase 10 - Contract and signing with the system vendor or consultant 

Finally, in this last phase, all the details for the next stage (implementation) are being 

discussed and considered for the definition of good conditions in the future implementation of 

the IS solution. 

It is important to refer that the selected solution was not the solution in the first place of the 

ranking. The interesting part is the fact that the solution in the second place started to be the 

potential solution to be chosen. In fact, some days after the last presentations of the two last 

suppliers, the board of direction received a contact from high representatives of the enterprise 

from one of the two solutions. The principal subject of that discussion was the reduction in 

the investment of the CRM solution and that opportunity arise because the school was already 

a partner in other IS/IT solutions. Considering this condition, the board re-assessed the last 

two solutions and observed that the real significant difference between the two was the cost of 

the final investment.  

Since that moment, the negotiation of the contract started and together we defined a new 

project team. The definition of the new project team involved members of the previous 

project team and representatives of the supplier. After that, the CRM project team started to 

apply a methodology for implementation where we defined new objectives and steps. From 

that moment a new and different cycle started: Implementation of the CRM. 

4.1.4. Action Research – Evaluating 

Observing the development of the selection process, the first thing to be concluded is the 

respect of the objectives defined for the selection process. Each selection phase was well 

developed, where the majority of the rules were followed and accomplished. On the other 

hand, to achieve the success of this process, it is important for the marketeer to have in 

consideration the following most important CSF: 

Table 5: Most important CSF during the selection process 

Organisational resources Critical Success Factor Discussion 

People Top Management commitment. 

Having the school board integrated in all the 

phases, it played an important role for a better 

evolution of the whole selection process. 

Cont. 

 



 

22 

 

Cont. 

Organisational resources Critical Success Factor Discussion 

People 

Communication of CRM strategy. 

Through a good communication of the 

CRM strategies, we could have a clear 

vision of the CRM needs and define 

correctly all the steps for the development 

of the selection process.   

The end-users need to be involved since the 

beginning. 

During all the cycle it was very important 

to contact and interact with the future end-

users to understand their needs and ideas 

about the future CRM solution. 

Process 
Identify corporate needs and break general 

goals into narrow specifics. 

Through the previous actions of contact 

with the end-users, the team was 

concerned in collecting all the details of 

their needs to define correctly what the 

CRM solution must have. 

Technology Configurable application. 

Relating the two previous CSF, it was 

really important for the Sigma HEI to 

select a CRM solution which can be easily 

adapted to the specific needs of each 

department. 

Finally, to successfully develop an Action Research it is important to consider, follow and 

integrate all the different situations and conditions referred. 

4.1.5. Action Research – Specific Learning 

For the successful development of the Action Research method, one of the most important 

factors was the integration of the researcher in the organisation and what did the difference 

was the involvement of a marketeer of the Sigma marketing department in that group. 

Through that integration, participants accepted the involvement of researchers and the degree 

of resistance decreased but it did not disappear. That integration gave the opportunity to 

researchers to offer new solutions, ideas, improvements, modifications and methods to 

improve the efficiency of the different processes in each customer service. However, during 

the analysis of the technical and business needs of each customer services, the project team 

had to face some difficult situations. In fact, due to the presence of a collaborator of the 

organisation, customer services would try to take advantage of their privileged relationship 

with the IT department to expose their daily work issues. To solve that, the marketeer had to 

have the ability to know how to negotiate viable solutions to some of their problems in order 
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to strengthen their support. To better understand the solutions developed in each phase of the 

selection process, the appendix H – Situations and solutions of selection phase, describes the 

whole situations and solutions. 

On the other hand, it is important to note that the solution selected is not always the chosen 

solution to be implemented. As much as a technical analysis presents the best solution 

according to the data collected, there are always more sensitive external factors (which cannot 

be measured by analysts) which affect only the decision-making from the top of the hierarchy. 

4.2. Second action research cycle: Implementation of the CRM strategy 

After the definition of how the Sigma CRM will be constructed, the project manager 

presented the methodology to be adopted and followed. The methodology chosen is called 

Agile and will be developed through the Scrum Method (Sutherland, 2005). 

The Agile Methodology defends the principles of the creation of self-organising teams where 

they are motivated, 100% fulltime dedicated, focused and united. This methodology looks to 

complete implementation processes in various short and fast periods in order to delivery 

progressively to the client small parts of a certain module (Lan et al., 2009). That short 

intensive periods with duration of approximately two weeks of development are called 

“sprints” and they exist specifically to bring satisfaction, to present changes and results to the 

client (Moe et al., 2010). Besides that, this methodology pretends to have a constant 

integration and involvement of the client. On the other hand, the Scrum Method defends the 

necessity to develop “user-stories” for each process created. These “user-stories” are used to 

describe the future needs of use of the future IS solution and served as guidelines for the work 

done by the programmers (Moe et al., 2010). 

The following Action Research cycle represents the first implementation sprint developed 

during the implementation of the CRM solution for the Sigma HEI. That sprint corresponds to 

the first module implemented: tailor-made training programmes. That module is one of the 

modules achieved for the first epic of the Sigma CRM concept: companies relationship. 

Before the description of the second action research cycle, it is interesting to present the 

duration of each phase of that cycle: 
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Figure 5 – Weeks invested in each phases of the 2
nd

 Action Research cycle 

As it can be observed through the Figure 5, this AR cycle took approximately 12 weeks (three 

months) to be conducted. The Action Taking phase represents 33% of all the time invested 

and the Action Planning represents 25%. These two phases played an important role during 

this whole cycle. In addition, during the cycle, the project team had a total of 28 meetings 

with the duration of one hour and half. 

4.2.1. Action research – Diagnosing 

After the selection process, the existing project team has to meet several times to define and 

set all the future processes for the implementation phase. However, before the beginning of 

the new phase, an important change in the constitution of the team had to be made. 

The first decision taken was to create a new project team where collaborators from the IS/IT 

department were integrated. But, on the other hand, the board of directors also decided to 

integrate a project manager with experience and know-how in implementing Information 

Systems. From that moment, the new project team was created and prepared to set the future 

steps to implement the CRM solution (appendix I – Structure of the new team). 

However, before starting the implementation processes it is important to select strategic 

stakeholders. To be selected as a strategic stakeholder involved in the Sigma CRM, that 

stakeholder has to be someone who is used to work easily with IT and who accepts easily the 

adoption of new technologies in his daily working life. Besides that, that person must be 

friendly with the CRM concept, as well as to have an important relation with customers. The 

strategic stakeholders are from the following departments: (1) Undergraduate Office; (2) 

Postgraduate Office; (3) Executive Training Office; (4) Marketing Department; (5) 

International Relations; (6) School board; (7) Research Centres; (8) Erasmus Office; (9) 

Career Office; (10) Alumni Office and (11) other important offices for students. 
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4.2.2. Action research – Action Planning 

When the moment of the project design arisen, the project team did several meetings with the 

school board to define the concept of the CRM project. The discussions looked to define how 

the implementation of the CRM strategy would be done: (1) in how many epics it will be 

divided; (2) which epics are main priorities; (3) what will be the methodological process to 

follow and (4) what will be the team constitution. 

Before the definition of the work process methods proposed by the project manager through 

the methodology chosen, the project team started to structure and define the principle epics of 

the future CRM. During that process, it was important for the members of the project team to 

understand perfectly the business concept and needs of the Sigma HEI, as to integrate totally 

in themselves the concept of the CRM philosophy. The defined epics are directly connected 

with the different business needs and the different types of customer presented in the previous 

action research cycle: selection of a CRM solution. According to what was previously 

mentioned, the Figure 6 presents the main epics of the Sigma CRM: 

 

 

 

 

 

 

 

 

Figure 6 – Principle epics of the Sigma CRM  

As it can be concluded through the previous figure, each epic needs to be related to a specific 

stakeholder form a specific department because they are important for a good development 

and integration of the implementation process. That’s why strategic stakeholders were 

selected in the previous phase. The Following Table 7 describes each epic: 

Table 6: Description of the epics 

Principle epics Epic description 

Companies’ relationship 
Development of strategies and processes to increase the relationship between the 

school and the different organisations. 

Cont. 
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Cont. 

Principle epics Epic description 

Marketing campaigns 
Development of marketing tools to automate all the process of marketing 

campaigns. 

High Schools relationship 
Development of strategies and processes to increase the relationship between high 

school and the university to attracted potential future students. 

Students Relationship 
Development of strategies and processes to increase the loyalty and satisfaction of 

the actual students. 

Alumni relationship 
Development of strategies and processes to increase the loyalty and satisfaction of 

students that studied in the school in the past.  

Internal events Creation of processes to better control events created in the school. 

External events Creation of processes to better control events created outside the school. 

Partner and University relationship 
Development of strategies and processes to increase the relationship between the 

school and other Universities. 

Internal and external communication Development of marketing tools to better control its communications. 

Leads 
Development of strategies and processes to register any contact which can be a 

potential opportunity in the future. 

Social Networks 
Through IT tools, the School will be able to take advantage of its social networks by 

collecting information of its members who can be potential students. 

Crowd-sourcing 
Development of strategies and processes to motivate the stakeholders in giving ideas 

and/or suggestions for future improvements in the school. 

Research centres relationship 
Development of strategies and processes to increase the relationship between the 

school and its research centres. 

4.2.3.Action research – Action Taking 

Inside of each sprint the team had to collect work’s information processes developed in the 

daily work of the stakeholder. That information was collected through interviews with that 

stakeholder with the aim of creating processes based on the entire CRM concept. That 

processes were created and designed through flowcharts (appendix J – example of a 

flowchart) and for its creations, analysts had to meet together three times a week in order to 

have brainstorming’s and define the right CRM process. 

Once the new processes were created, the same analysts created “user-stories” based on the 

information gave by the stakeholders. The “user-stories” looked to describe how the user 

intends to work with the CRM software (appendix K – example of “user-stories”). But, 
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besides that, they were created to help and orient the future work of the programmers during 

the IS implementation and customization. 

After the creation of each process with its “user-stories”, they were delivered to the 

programmers to be implemented. When the first version of the CRM module was ready, 

analysts presented the solution to the stakeholder and during the presentation we did a first 

training to give the possibility to that person to be independent in his future uses. On the other 

hand, the team offered a manual of use as a support tool and we also organized small trainings 

during the two first weeks. 

Finally, it is important to refer that before the team went to the final user to present and 

implement his module, we received an intensive training to be able to have a global overview 

and understanding of the future CRM solution. Besides that, during that training the 

marketeer had the opportunity to test the module of marketing campaigns. 

4.2.4. Action research – Evaluating 

During this 1
st
 sprint the team had some difficulties in creating a specific mechanism for their 

work. In fact, this issue arise because these analysts were not business analysts in the past and 

they had to learn and gain all the knowledge of how to develop those competencies. 

Due to that lack of experience the sprint took four weeks to be done, where the time lost was 

also due to the unclear definition of which epic to choose to start. But, the reason for that 

delay was also influenced by the disrespect of an important requirement of the Scrum 

Method: the 100% fulltime dedication of each member in the project. In fact, the dedication 

of 50% of their working time was the best they could do and the main reason for that was the 

fact that each member had already a specific function with a set of responsibilities in a certain 

department.  

Besides these issues, it is important to refer that the intensive training in using the CRM 

software helped the team to know how to use the CRM software as to have more autonomy 

and a better understanding in how to integrate the specific needs of each end-user in the CRM 

solution. But, on the other hand, the team felt that the training should have been done before 

the moment they started to define the implementation processes and not after. That feeling 

arisen because the training gave a better vision and understanding of the CRM solutions 

potential where they were able to solve and anticipate certain problems by themselves. 
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However, despite all these issues, the project team achieved what was expected and during all 

the implementation process, the most important CSF’s for the Marketeer were: 

Table 7: Most important CSF during the implementation process 

Organisational resources Critical Success Factor Discussion 

People 

Top Management 

commitment. 

Through the commitment of the school board, the 

decisions were taken more quickly and the timings were 

closely respected. 

Communication of CRM 

strategy. 

Communicating clearly the CRM strategies, the project 

team could define correctly the real CRM concept for the 

school (epics, processes and others). 

Managing expectations is a 

key factor for acceptance. 

During the implementation of the 1st module it was very 

important for the team to motivate and meet the 

expectation of the end-user. Through that, the 

commitment of that person to the CRM solution is 

guaranteed. 

Process 

Define clear and measurable 

business objectives for each 

phase of the implementation. 

Before the implementation of the 1st module started, the 

team defined all the steps to follow and achieve. With that 

organisation the final product delivered meets the 

expectations of all the group and end-user. 

Technology Configurable application. 

One again, in the technical field, this CSF it is the most 

important one. Without a flexible application, it could not 

be possible to manage correctly the motivation, 

expectation and objectives of all the actors of this 1st 

implementation. 

4.2.5. Action research – Specific Learning 

As mentioned during this study the presence of a marketeer in the project team played an 

important role for the acceptance of the CRM solution by the strategic stakeholders. In fact, 

during the beginning of the implementation, the marketeer felt a certain resistance from the 

programmers and curiously the reason for that was the resistance created by the stakeholders 

from different departments. That resistance existed because for stakeholders, IS professionals 

are always responsible of all their IT/IS problems and the majority never try to understand the 

true reason of those complications. Due to that, programmers were not always confident of 

the work and issues presented by the analysts of the project. But, after a while, through a good 

and clear communication between all the members, the team started to create a spirit of trust 

and understanding. With the union of the group, all the members were working as a strong 

group to reach the same targets and objectives. 
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After a certain time, the marketeer was the person responsible to communicate with the 

different strategic stakeholders to present the issues and solutions delivered by the 

programmers. To play that important role, programmers started to trust in the marketeer and 

they knew that he was capable to explain more easily all the important facts of the present 

situation of the implementation process. That facility in communicating with the strategic 

stakeholders was obtained through their trust and respect won in the beginning of the creation 

of the CRM project. As mentioned in the first AR cycle, to get that trust and respect, the first 

project team offered solutions for certain of their non CRM issues. 

On the other hand, it is important to refer that in the beginning of the implementation process 

the project team had to face diverse unexpected difficulties, such as: (1) bureaucracies, (2) 

cultural behaviour and (3) organisation policies. Sometimes, such issues unmotivated the 

members of the team and the presence of a real team spirit is the unique form to overpass it. 

To conclude, during this first implementation process an important fact observed which add 

value to all the work and productivity of the team was the training. As it can be seen in the 

CSF related to people, training people is a critical factor for the success of the adoption of a 

CRM solution. If the team had been trained before the beginning of the implementation 

process, we could have developed a stronger and clear vision of all the capabilities of the 

CRM solution chosen. The appendix L – Situations and solutions of each implementation 

step, presents a description of what the marketeer had to face and solve. 

5. Final remarks 

As it can be concluded and understood during the study, the presence and integration of a 

Marketeer is important during all the process of a CRM adoption. The present study intend to 

answer to the question: “How important is a Marketeer in the adoption of a CRM strategy for 

a Higher Education Institution?” 

With a 360º vision of what was the environment of the future CRM solution, the marketeer 

could anticipate future behaviours and reactions of certain stakeholders when the solution was 

presented to them. Controlling those factors, the marketeer could share experiences with all 

the members of the team which gave the opportunity to the team to find solutions for these 

resistances. Another important fact was his role in the team where he could offer a balance 

between the programmers and analysts, with this cross-functional constitution the team could 

create a spirit of trust and union because they knew how to communicate with each other.  



 

30 

 

As mentioned and proved during the implementation process, the success of the adoption of a 

CRM solution depends: (1) on the existence of the union of all the team members; (2) on the 

commitment and interaction of all the strategic stakeholders in the project; (3) on the 

transparency of the internal communication; (4) on the definition of clear common goals; (5) 

on a good training and (6) on the full dedication and focus of the analysts. 

However, during the development of the selection and implementation processes some issues 

had to be overcome. The most important one was how to face the resistance to change when 

the stakeholders thought that CRM was a software to control the productivity of each 

employee.  

But it was not all, choosing to develop the project in house, several issues were found during 

the kick off. As referred during the second action research cycle, analysts did not have 

experience in that field and it was their first time working with an IS implementation 

methodology like Agile/Scrum. That lack of experience slowed the development of the 

project and at the same time decreased the confidence and motivation of the team.  

In addition to those issues, the late training for the project team was also a weakness. In fact 

that training should have been done in the beginning of the implementation process and not in 

the middle as it really happened. Due to that, the team had to redefine certain processes of the 

future CRM modules and as a consequence, they lost the timing of the project.  

Through this research the author had the opportunity to develop two action research cycles 

which is an important academic contribution due to the fact it is an uncommon research 

method developed. The challenge of this research method is to follow specific steps and 

phases where researchers and participants must work together as a team inside the walls of the 

organisation.  

On the other hand, for the development of the project, the marketeer set several Critical 

Success Factors to be used as references and guidelines. Through the development of each 

Action Research cycle, the marketeer could select and define the most relevant CSF for the 

selection and implementation processes of a CRM solution: 
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Table 8: Most relevant CSF 

 People Processes Technology 

Selection process 

- Top Management commitment. 

- Communication of CRM strategy. 

- The end-users need to be involved since 

the beginning. 

- Customer-centric organisational culture. 

- Identify corporate needs and break 

general goals into narrow specifics. 

- Build an all-embracing approach. 

Configurable 

application. 

Implementation 

process 

- Top Management commitment. 

- Communication of CRM strategy. 

- Managing expectations is a key factor 

for acceptance. 

- Integrate all different departments 

through a CRM project team. 

- Training people is a critical factor. 

- Define clear and measurable business 

objectives for each phase of the 

implementation. 

- Integrating innovation capabilities. 

Configurable 

application. 

These CSF were also considered by the team as the main keys of the adoption of a CRM 

strategy and as a professional contribution any higher education or different type of 

organisation can use this work for future orientations in a possible adoption of a CRM 

strategy. On the other hand, it’s important to refer that it’s difficult to explain which CSF is related to 

each selection phase because a CSF can have an influence in all these different phases. 

Besides the field limitations presented previously, during the literature review the author had 

some difficulties to find literature about CRM in higher education organisations, as to find 

literature about the importance of a marketeer in CRM projects. 

To conclude, as suggestions for future studies, firstly it could be interesting to continue this 

study in evaluating all the different implementations developed until the end of the project. 

Finally, it also would be challenging to analyse after the total implementation of the CRM 

solution, the impact of the CRM in the performance of the organisation as to analyse if the 

CRM added value to the School. 
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Appendix 

Appendix A – Action Researches phases 

 

Phases Description (Baskerville, 1999) 1st Action Research 2nd Action Research 

Client-System 

Infrastructure 

Is the research environment where 

researchers will develop and conduct 

their research. To achieve their goals, 

they will have the collaboration of the 

organisation to define specific 

actions. 

This research was conducted for the ambit of the CRM 

adoption for the University and the two Action Researches 

were developed in the facilities of the “Sigma” Higher 

Education Institution. 

Diagnosing 

The diagnosing phase intends to 

identify inside an organisation the 

main problems which cause the 

necessity to evolve and to improve 

their strategies. Our study is about a 

public higher education institution 

with a historical reputation where all 

the internal management processes 

have specific rules and where 

employees have strong cultural 

attitudes from public organisations. 

 Definition of the project 

objectives and aims; 

 Market Analysis of IS 

solutions; 

 Analysis of the Business 

needs and services 

issues; 

 Definition and selection 

of the potential group of 

vendors and consultants. 

 Definition of the 

implementation process 

objectives; 

 Constitution of the new 

project team; 

 Analysis and definition 

of the principle epics of 

the Sigma CRM; 

 Selection of the strategic 

stakeholders. 

Action 

Planning 

This phase seeks to involve 

participants and researchers to work 

together in order to specify actions to 

be taken to improve the primary 

problems identified. The actions of 

this phase are guided by a theoretical 

framework which intends to define 

the future targets to improve and how 

to achieve them. 

 Creation of a Request for 

proposal (RFP) to send 

to the selected group; 

 Investigation of 

alternatives of each of 

them through meetings. 

 Adoption of a 

methodology for IS 

implementations. 

Cont. 
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Cont. 

Phases Description (Baskerville, 1999) 1st Action Research 2nd Action Research 

Action Taking 

The action taking looks to implement 

the planned action. At this stage 

researchers and participants work 

together with the same purpose: 

ensure that improvements are made. 

 Technical analysis of 

each vendors and 

consultants proposal; 

 Assessment of the global 

proposal through 

technological, 

economical and 

organisational aspects; 

 Selection of the 2/3 most 

interesting proposal and 

start negotiations; 

 Contract and signing 

with the system vendor 

or consultant. 

 Selection of the 1st epic 

to implement; 

 Application of the Agile 

methodology; 

 Division of the epic in 

different modules (sub-

epics); 

 Selection of the 1st 

module to analyse, 

develop and implement; 

 Delivery of the module 

to the end-user (strategic 

stakeholder). 

Evaluating 

Once all the actions taken are 

achieved, participants and researchers 

must evaluate the results reached. In 

the case of the results are not positive, 

the team must define the next steps 

and review where the problem arose. 

Evaluation of the result of the 

selection process through a 

general overview of each step 

developed to define the 

desired solution and the 

solution selected. 

Evaluation of the result of the 

implementation process 

through: (1) a general 

overview of each step 

developed to create CRM 

processes and (2) the 

feedback of the end-user. 

Specific 

Learning 

In this last phase, I intend to show 

that specifying learning’s is a process 

present in each different preview 

phase. Actually the knowledge 

obtained is gained through the 

experience gained through: (1) 

Organisational restructuration; (2) 

Successful changes gained from 

theoretical frameworks applications; 

(3) Unsuccessful changes created by 

different situations. 

 Collection of specific 

knowledge obtained 

through experiences 

during the selection 

process; 

 The importance of the 

presence of the 

marketeer during the 

whole selection process. 

 Collection of specific 

knowledge obtained 

through experiences 

during the whole 

process; 

 The importance of the 

presence of the 

marketeer during the 

whole implementation 

process. 
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15 
1 

4 

4 
Nº of HEI with Peoplesoft (Oracle)

Nº of HEI with Microsoft Dynamics

Nº of HEI with RightNow IS

Nº of HEI with other IS

95,8% 

100,0% 

100,0% 

100,0% 

95,8% 

54,2% 

4,2% 

45,8% 

41,7% 

0,0% 20,0% 40,0% 60,0% 80,0% 100,0% 120,0%

Increase the competitiveness

IT Restructuration

Innovating the Management concept

Information consolidation

Answering to request of students in real time

Decrease the cost of IT maintenance

Assess the help desk performance

Increase in 60% the satisfaction

Redesign processes and restructure information’s 

0

2

4

6

Nº of HEI

with less

than 10.000

students

Nº of HEI

with 10.000

to 20.000

students

Nº of HEI

with 20.000

to 30.000

students

Nº of HEI

with more

than 30.000

students

3 

6 6 

4 

Appendix B – Overview of the market analysis 

For the study, 24 Universities from Brazil, México, Colombia, USA, Canada, New Zealand, 

China, UK and Netherland were analyzed. The sources of the information are from their own 

website or the website of the IS chosen. However it is important to refer that more 

Universities over the world can have a CRM, but not all of them have information available 

about their own CRM projects. 

a) Solution chosen by Universities 

 

 

 

 

 

 

b) Dimension of the Higher Education Institutions (just 19 had the information available) 

 

 

 

 

 

 

 

 

c)  The most important goals pretended by the Universities in adopting CRM 

(Benchmarking) 
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91,7% 

100,0% 

91,7% 

95,8% 

54,2% 

16,7% 

62,5% 

4,2% 

79,2% 

37,5% 

8,3% 

33,3% 

45,8% 

0,0% 20,0% 40,0% 60,0% 80,0% 100,0%

Decrease of 20% in the time of administrative processes

Centralization of all the information’s 

Faster and safe Decision-making

Increase of the interaction with students through the web

Decrease in 40% of the IT maintenance budget

Decrease in 21% of the IT technical team

Increase of the financial performance

Mapping of the Students and stakeholders issues

Decrease of more than 50% of the time of the customer services

Creation of statistics of customer future needs

Control of the daily performance of the students

Adaption to other existent information systems

Increase of the satisfaction in more than 60%

d) Goals achieved by the Universities with the CRM (Benchmarking) 
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Appendix C – Example of the document presented to each service 

 Actual Situation Issues Solution 

1. 

All the requirements are 

created in processed 

manually (in paper). 

- Excessive resources 

affected to the customer 

services and inefficient use 

of the Human resources; 

- Difficulty to cross data’s in 

the actual IS; 

- Difficulty to update data’s; 

- Difficulty in creating 

statistics. 

- Create an online tool in 

the actual IS to permit to 

the students to elaborate 

their requirements online; 

- Control of all the process 

through IT’s; 

- Save the historic of 

requirements and create 

statistic rules. 

2. 

Necessity to register 

students complains or 

suggestions without 

saving their name. 

- Students do not want to put 

their name in the suggestions 

or complains even if they 

have good ideas. 

- Create anonyms registers 

of complains and 

suggestions when the case 

justify it. 

3. 

Students from Masters 

degrees do not have a 

welcome day. 

- Students have the feeling 

to be lost; 

- There is not any welcome 

day during the first day to 

receive the students. 

- Creating a welcome day 

in the 1
st
 day of their 

classes involving all the 

coordinators of the master 

degrees. 

4. 

Just one person has 

access to a certain BD. 

- Just one person has access 

to a certain BD; 

- If another person needs to 

access to the BD, they have 

to share the same codes used 

by the 1
st
 person. 

- All the members of the 

customer service must 

have a personal code to 

access to the BD. 
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Appendix D – Interview guide 

a) Client/Student relationship 

 Which services the students looked for when they come to your office? 

 Where are registered the clients/students requests (which Information System is)? 

 What kind of feedback do you give to your client/student? 

o There is any process that gives the opportunity to assess the satisfaction of the 

client? 

 If yes, which one? 

 To facilitate your work when you are attending students, what kind of additional 

information about the students you would like to have? 

 Which are the major issues you have with clients/students? (problems, complains) 

 The fastness and quality of an offered service from your office depends on the answer 

of other offices/departments? 

o If yes, which one and what is the level of dependency? 

o In your opinion, if you had a system which could permit to better manage the 

relation with clients/students, do you think that would help your work and your 

company? 

o If you could decide what you would change to improve your relationship with 

students? 

b) Daily work 

 Which are the manual tasks you repeat more during your daily work and which 

they could be automatically done? 

 Which are your biggest difficulties during your daily work? 

 Besides the actual system, do you use another kind of IT tool? 

o Which functionalities could be integrated in the actual system to help your 

work? 

o Which IT tools could help your work? 

c) Internal relationship 

 Internally what kind of difficulties do you have with the actual Information 

System?  

 If an Information system more developed could exist, which tools did you choose 

to improve the communication between services and departments? 
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Appendix E – Example of a part of the RFP 

Requirements Questions to consider 

About High Schools  

2.21. The system should register information’s about 

any kind of contact from High Schools. 

Example: an Historic about the contacts. 

2.22. The system should register all the information’s 

about activities realized with the school (example: 

visits, open days, etc.) 

 

The following data’s are important: date, number of 

student involved, collaborators from Sigma HEI in 

charge of the visit, collaborators responsible for the 

reception of the event; others. 

2.23. The system should calculate or generate a score 

representing the value of the school. 

Example: Ranking, Number of students, etc. 

About Partners and Universities  

2.24. The system should register contacts from 

partners and Universities. 

 

2.25. The system should register data’s which 

describes an University or partner. 

Example: Ranking, prestige, etc. 

2.26. The system should register all the initiatives 

developed between the Sigma Higher Education 

Institution and other University or partner. 

Adopt the requirements presented. 

2.27. Projects realized with Universities or Partners 

should be registered in the system, as research centers, 

teachers and/or researchers. 

 

About Students  

2.28. The system should have an unique registry of a 

student (for all the different Data Base). 

 

2.29. The system should maintain the historic of the 

academic formation of the student. 

Should have the academic level and courses done 

(average and other information’s). 
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Appendix F – Example of the matrix analysis 

  Supplier A Supplier B Supplier C Supplier D Supplier E

Final Score Final Score Final Score Final Score Final Score

The different contacts or identities of Sigma will 

be divided in categories (Student, Company, 

Partner and High School). Where each of one 

will have it's own informations.

4
The system allows to centralize 

da information.

With our solution, all information's concerning 

customers, suppliers and other business combination 

are recorded in the same application. Through it, new 

types of identities related to each other, can be 

defined to meet all the needs of the organization in 

every level.

4

Our solution has a philosophy shared by the all organization, where 

the information is centralized and shared through various areas, but 

conditioned by access permissions. The information will be loaded 

by: (1) Initial import; (2) Manual Introduction; (3) 

Collection/automatic registration (webform). All the interactions 

with the Sigma HEI will be recorded in the system. The database is 

unique. With our solution silos of information will disappear.

4
Totaly covered by our 

solution
4

Our solution has two specific areas for this 

purpose: Accounts and Contacts. This area will 

be divided (as mentioned in the previous 

paragraph) into categories and each may have 

their own information.

4

Our solution allows the 

categorization of the entities of 

the system. In the project, the 

categories for the 

implementation will be defined.

3

A section of our solution is the registery of Accounts 

and Contacts. Thus, for an account, there is a 

contact section where it should be introduced all the 

existing contacts. There is the possibility to categorize 

contacts and define levels or classes, which could 

distinguish them. In addition, for each account, we 

can register the preferred form of contact, days of 

service and the preferred employee of a 

customer/partner/supplier. It's important to refer that, 

even internally, each employee belonging to a specific 

department/area also has contact forms where they 

should be registering their contacts for a fast and 

easy access by the organization.

4

Our solution allows the individual classification of a contact. Using 

search filters you can get contacts that fit to the criteria desired. 

Through that, it can be obtained a relationship between companies, 

a relationship between contacts by creating a hierarchy of 

Accounts/Contacts. For each contact, it can be filled dozens of 

featured properties.

4
Totaly covered by our 

solution
4

Referred in the points 2.13 and 2.14. 4

Our solution allows the 

categorization of the entities of 

the system. In the project, the 

categories for the 

implementation will be defined.

4

Any account created in our solution has contacts 

section reserved. Each contact will have a statement 

form where the type of contact and other attributes 

are registered and customized.

4

In our solution, a school will be an entity in the system. An entity is 

composed of contacts, which are classified individually according 

to their function. Each contact has associated its relationship 

historical, enabling only the access to the global history of the 

school.

4
Partially covered by our 

solution
3

Our solution is prepared to make this 

relationship between High School and the Sigma 

HEI through: (1) recording of all activities/tasks, 

(2) through campaigns/events defining who are 

the responsible  for the event in the High School 

and in the Sigma HEI, (3) number of students 

joined, (4) when it was executed and (5) what is 

the possible outcome for capturing students (pre-

enrollments).

4

Our solution has modules 

where you can register and 

store all the iteractions with 

entities. We will adapt some of 

the system activities to meet the 

needs of the Sigma HEI.

4

New customizable entity, with attributes specified by 

the customer. This entity "Action with the School" 

will be directly related to the entity that refers the 

school and may then be extracted listings/reports 

with informations from both (example: what type of 

action are more frequently performed for schools 

from a certain area).

4

The solution allows registration of activities, where they are 

individually characterized and associated with an entity (or more) 

and a contact. The characterizing fields of the activity can be easily 

changed or added as needed by the business.

4
Partially covered by our 

solution
3

In the High School register, our solution will 

have available all the information to be able to 

register all its data characteristic, such as rank, 

number of students, average, best students and 

other.

4
We will create fields to 

classified entities.
4

In the entity responsible for the registration of 

information about high schools, attributes should be 

considered in terms of its value (customizable 

attributes, to create).

4

These are existing fields that are associated to the concept of the 

entity and will support the information of the schools. Our solution 

will allow to gather datas from high schools (Parents) as 

future/potential candidates. Example: During the visit of a school, a 

form/Webform can be filled out to leave their contact details.

4
Partially covered by our 

solution
3

Answers/Assessment

The system should register 

information’s about any kind of 

contact from High Schools.

About companies:

The system should centrelized all 

the information of the relationship 

between the Sigma HEI and 

companies.

The system should register all the 

data's necessary to identify the 

preferential contacts in a 

company.

About High Schools

The system should register all the 

information’s about activities 

realized with the school (example: 

visits, open days, etc.)

The system should calculate or 

generate a score representing the 

value of the school.
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Degree of 

importance

(weight 

%)
Assessment Mark Assessment Mark Assessment Mark Assessment Mark Assessment Mark

2 17% 16,00 2,67 20,00 3,33 16,00 2,67 16,00 2,67 12,00 2,00

**

2 17% 16,00 2,67 16,00 2,67 16,00 2,67 16,00 2,67 12,00 2,00

**

1 8% 16,00 1,33 20,00 1,67 20,00 1,67 20,00 1,67 12,00 1,00

*

2 17% 4,00 0,67 16,00 2,67 4,00 0,67 16,00 2,67 12,00 2,00

**

3 25%

*** 13% 15,46 1,93 15,90 1,99 15,33 1,92 15,91 1,99 14,92 1,87

13% 14,57 1,82 16,09 2,01 12,98 1,62 15,98 2,00 11,66 1,46

2 17%

** 3% 16,00 0,44 12,00 0,33 20,00 0,56 20,00 0,56 12,00 0,33

3% 20,00 0,56 20,00 0,56 20,00 0,56 20,00 0,56 16,00 0,44

3% 16,00 0,44 16,00 0,44 16,00 0,44 16,00 0,44 16,00 0,44

3% 20,00 0,56 20,00 0,56 16,00 0,44 20,00 0,56 20,00 0,56

3% 20,00 0,56 20,00 0,56 16,00 0,44 20,00 0,56 16,00 0,44

3% 12,00 0,33 20,00 0,56 16,00 0,44 12,00 0,33 12,00 0,33

12 100% Final Mark (20) 13,98 17,33 14,09 16,65 12,88

5% 16,00 0,80 16,00 0,80 12,00 0,60 16,00 0,80 12,00 0,60

25% 7,39 1,85 6,85 1,71 10,40 2,60 12,07 3,02 20,00 5,00

70% 13,98 9,78 17,33 12,13 14,09 9,87 16,65 11,66 12,88 9,01

12,43 14,65 13,07 15,48 14,61

Supplier Assessment

Local representation

Financial situation

Upgrades offered

Training

Supplier ESupplier D

Final assessment of the proposals

RFP

Business Requirments

Supplier A Supplier B Supplier C

Technical Requirments

Similar experiences

Methodology presented

Constitution of the Team and CV's

Organization of the project

Size of the base installed in the client

Level of support services

Final Mark (20)

Timings Assessment

Costs analysis

Technical assessment

Appendix G – Example of the assessment map 

  Final Mark

1 Supplier D 15,48

2 Supplier B 14,65

3 Supplier E 14,61

4 Supplier C 13,07

5 Supplier A 12,43

Ranking
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Appendix H – Situations and solutions of each selection phase 

Selection phases Description of the situation Solution 

Phase 1 - Definition of the 

project objectives and aims. 

In this phase the main influence for the 

definition of the project objectives and aims 

came from the board of directors. 

To define the objectives the marketeer collaborated 

with the board of directors offering suggestions and 

ideas for the future CRM solution. 

Phase 2 - Market Analysis of 

IS solutions. 

It was very important to have a good 

overview and understanding of what was 

done until now in CRM for higher 

education organisations. 

The marketeer present several studies about similar 

cases related to CRM adoption in Higher Education 

Organisations and we also present different 

solutions existing in the market. 

Phase 3 - Analysis of the 

Business needs and services 

issues. 

Understanding the real needs of the school 

was an important step for the development 

of the project. 

To solve that need, the marketeer did several 

interviews to the different customer services where 

we collected the required information’s and where 

developed a relationship with each contact point. 

Phase 4 - Define and select 

potential group of vendors 

and consultants. 

To start the next steps the board of directors 

asked for a list of potential vendors. 

Through a market research the marketeer presented 

potential vendors with solutions that can be adapted 

to the business of a Higher Education organization. 

Phase 5 - Build a RFP – 

Request for proposal to send 

to the select group. 

To start the selection of the supplier of the 

future solution it was important to deliver a 

document with the description of all our 

requirements. 

The solution was specifically creation of a RFP 

with all the vision of the project and the description 

of all our requirements.  

Phase 6 - Investigate the 

alternatives of each of them 

through meetings. 

During this phase the objective was to 

establish a first contact with the suppliers 

and understand their proposal. 

In this phase, the marketeer helped in defining a set 

of questions to ask to each supplier. 

Phase 7 - Analyse technically 

each vendors and consultants 

proposal. 

In this phase, the intended was to select the 

most interesting proposal in a technical 

view. 

To realise that assessment the marketeer use a 

Weighted Ranking Assessment technique. 

Phase 8 - Assess the global 

proposal through 

technological, economical 

and organisational aspects. 

Once the previous phase was done, it was 

interesting to generate a global score of 

each proposal. 

To generate that global score, the marketeer created 

a table with the final score of each aspect where we 

used the same previous technique. 

Phase 9 - Select the 2/3 most 

interesting proposal and start 

negotiations’. 

The school board needed a ranking of the 

supplier proposals to start the negotiations 

with them. 

The marketeer presented the ranking of the 

suppliers and a list with the strengths and 

weaknesses of each proposal to be used as the main 

topics during the negotiations.  



 

46 

 

Appendix I – Structure of the new project team 

 

  

School 
Board 

Project 
Manager 

Official 
Programmer 

Supervised 
Programmer 

Analyst 

Marketeer 
& Analyst 

Researcher 

Marketing 
Officer 



    

47 

 

Appendix J – Example of a flowchart 
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Appendix K – Example of “user-stories” 

 

1. As a Sigma employee, I need to register a lead about a tailor-made training. The lead can be 

an idea which appears through the contact of a company. 

 

Fields of the lead: 

- Name of the employee; 

- Type of identity (example: Company, Higher Education, others); 

- Date of the lead (automatically created by the system); 

- Name of the identity; 

- Name of the contact; 

- Phone number; 

- E-mail; 

- Date of the first contact; 

- Objective of the contact (example: tailor made training); 

- Details of the objective of the contact; 

- Scientifically field; 

- Observations; 

- Future Contact (the interest of a future contact). 

 

After completing the information of the lead, the employee will have the possibility to just 

save it or to choose a responsible for that lead. The employee is not allowed to validate the 

lead. 

 

2. As the coordinator of the tailor mode training, I need to contact the company to define the 

details of the training according to what the company looks and need. 
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Appendix L – Situations and solutions of each implementation step 

Implementation phases Description of the situation Solution 

Step 1 - Selection of strategic 

stakeholders. 

After the creation of the new project team, it 

was very important to define which 

stakeholders will be the end-users of the 

CRM software. 

To solve that problem, the marketeer and the 

members of the team, decided to select 

stakeholders who are friendly with IT and who 

understand the CRM concept. 

Step 2 - Definition of the 

principle epics. 

To define more clearly the future strategies 

and processes, it was important to define the 

epics of the CRM concept for the school. 

In this step, the marketeer played an important 

role because he explained that it is important 

to integrate the different services of the school 

to be able to create a CRM with a vision of 

360º of his clients. 

Step 3 - Definition of the 

methodology. 

Once the two previous steps were defined, the 

project team need a methodology to follow 

during all the implementation process. 

In this step, the marketeer did not have any 

important role because he did not have 

experience in IS methodology for 

implementations. The project manager led that 

step. 

Step 4 - Creation of 

processes. 

After the definition of the methodology, the 

first step was to create processes from the 

daily work of the different customer services. 

In this particular step, the marketeer helped in 

collecting important information through the 

creation of good relationships with each 

strategic stakeholder. 

Step 5 - Creation of user-

stories” 

From the creation of processes, the 

programmers need user-stories which could 

describe the future use of the module by the 

different strategic stakeholders. 

Once again, the communication skills of the 

marketeer played an important role here. It 

was important to explain to the programmers 

all the details of the CRM needs of the 

different strategic stakeholders. 

Step 6 - Customization of the 

module. 

To offer the right solution to each strategic 

stakeholder it was important to be able to 

customize the module for each strategic 

stakeholder. 

Here, the marketeer worked close to the 

programmer to explain each specific 

customization details. It was important to 

share to them, the CRM vision of each 

strategic stakeholder. 

Step 7 - Implementation of the 

module. 

Once the module was ready, the team had to 

implement and deliver it to the final strategic 

user. 

During this step the marketeer had to explain 

how the project team recreate his daily work 

processes in CRM processes. 

Step 8 - Training of the end-

user. 

To well motivate and integrate the strategic 

stakeholder, he must be trained. 

In this final step, the marketeer was next to the 

strategic stakeholder during his “first steps” in 

working with the CRM software. That 

commitment and support from the marketeer, 

gave motivation, satisfaction to the strategic 

stakeholder. 

 

 

  



    

50 

 

Appendix M – Chronogram of the work developed during the study 

 

 

1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w.

1st Phase Research of papers (articles & Journals) 7 4 4 8 4 4 4 4

Analysis of papers

Referential table

2nd Phase Introduction

Literature Review

Methodology

3rd Phase Action Research And Analysis

Conclusion

Collection of information in the field 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20"Application in a real case"

"Researh and Collection of 

datas"

September OctoberAugustMarch April May June July

2010

"Writing the research 

proposal"

November December

1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w. 1º w. 2º w. 3º w. 4º w.

1st Phase Research of papers (articles & Journals) 4 5 5 2 2

Analysis of papers 4 5 5 6 3 4 4 8 5 1

Referential table 3 3

2nd Phase Introduction 2 4 3 2

Literature Review 2 8 10 3 4 5 4 3 2 6 3 2 5 8 2 1

Methodology 4 4 4 5

3rd Phase Action Research And Analysis 4 5 5 5 5 8 13 11 1

Conclusion 2 2 5 2

Collection of information in the field 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20 20

2011

"Researh and Collection of 

datas"

"Writing the research 

proposal"

"Application in a real case"

January February March April May June July August September

1st Phase Research of papers (articles & Journals)

Analysis of papers

Referential table

2nd Fase Introduction

Literature Review

Methodology

3rd Fase Action Research And Analysis

Conclusion

Collection of information in the field

Total of hours dedicated

57

45

6

11

68

17

57

11

1140

"Researh and Collection of 

datas"

"Writting the research 

proposal"

"Application in a real case"

Total of weeks dedicated

12

9

2

3

14

4

8

3

57

Total of months dedicated

3

2,3

0,5

0,8

3,5

1

2

0,8

14,3

* The student wasn't dedicated in fulltime due to his professional situation Total11228

Estimation for a fulltime dedication (considering 8 hours of daily 

work)
8,8 35,3 1412

1412


