Customer Relationship Management software, CRM for short, is technology that attempts to revolutionize how businesses interact with and go after customers.  As one of the buzzwords of the information age, CRM holds a position of promise to CEO’s in their quest to gain competitive advantage on competition, streamline information flows, and reduce cost.  The software in its most basic essence provides a means for storing all information regarding customer contact.  The mySAP.com interaction center allows enterprises to centralize the interaction with customers by telephone, fax, email, or through the website, while allowing access through laptops, cell phones, and PDA’s.  This “one-face-to-the-customer” approach allows a sales person to instantly access all customer support contracts, previous sales, and the last time some one spoke with the company.  In short, it will document and organize every customer contact, or touch point.  

The CRM industry presents itself as the ultimate of the famed “win-win” scenarios, and yet many times a discernable return on investment, ROI, is difficult to achieve, or at least calculate.  While some companies achieve their goals through CRM technology, many others fall far short.   According to ecrmguide.com a high failure rate of CRM implementations and low rate of customer satisfaction with the most popular CRM packages is present in the CRM industry.  What benefits do companies receive from using CRM software, what do they want to receive, and what can a company do to maximize these benefits?  Many firms believe that CRM software will provide them with a 360-degree view of their customers while others will simply view it as the latest fad.  In an industry dominated by giants such as Oracle, SAP, Siebel Systems, Peoplesoft, Baan, and E.piphany, to name a few, what are individual forms such as SAP doing to differentiate themselves from the others?  I will evaluate the issues surrounding the best way to achieve and evaluate the return on investment for CRM software industry and specifically relating to mySAP.com, how to communicate this to potential customers, what these potential customers should be asking themselves, and what they can do to ensure the potential benefits of CRM software are achieved.

Through an internship with KPMG AG in Mannheim, Germany, I was able to observe the strategy and pitfalls surrounding the sales, marketing and implementation strategies of the CRM software for one of these major players, SAP.  During my internship I was required to answer many of the questions potential customers posed. I also provided these customers with examples of what KPMG has done in the past that will reassure them that choosing KPMG to implement CRM software is the right decision. While a sales technique that stresses the potential return on investment, ROI, may increase sales, a more balanced approach that educates the customer as to the true capabilities of CRM software will lead to more successful implementations.   SAP has an extensive product line and KPMG has both the reputation and history to present itself as providing the best solution.  SAP offers an entire e-business platform of solutions including mySAP Enterprise Portals, mySAP Supply Chain Management, mySAP Customer Relationship Management, mySAP E-Procurement, mySAP Product Lifecycle Management, mySAP Business Intelligence, mySAP Financials, mySAP Human Resources, mySAP Mobile Business, MySAP Exchanges, mySAP Hosted solutions, and mySAP Technology.  This is extremely advantageous to SAP and KPMG, as being able to offer a whole range of solutions differentiates it from the competition.  Eweek.com states,” Few CRM vendors offer a complete CRM solution. If a company chooses to go the quick route and grab the low-hanging fruit without considering how to get at the rest of the tree, they will face problems later.”  The CRM software package of mySAP.com is often marketed and sold through consulting firms such as KPMG AG.  SAP actually implements 5% of its own software, and instead relies on other firms.  

Marketing CRM Software beyond the ROI.


When speaking to potential customers inquiring about this software package, perhaps the most common, and one of the most difficult questions to answer was  “What will this do to the profitability of a company which chooses to implement CRM software.”  Steffan Sattler of KPMG in Mannheim, Germany, has asked, “What do we tell them, and how should we present the benefits of CRM software to them.”  Reducing the decision to implement or not to implement CRM software to one question is not the best way to assess the true  impact on an organization.  Potential customers must understand how it will change their organization, and KPMG must communicate this point,  regardless if the potential customer initially understands how important it is. 

 In choosing to implement software, an enterprise must have a plan.  Richard F. Gerson of crmguru.com, an online CRM industry magazine, states that potential customers must be aware of the four p’s of CRM software implementation: planning, people, process, and platform.  Planning is the first step.  Firms must know what they want from CRM software immediately, in three years, and in five years.  These firms should set goals regarding the capabilities of the software.  This can include goals such as raising customer retention by 20% by year 3.  The personal of the potential client firm must also be aware that their organization will be changing to a customer-oriented organization.  The implementation of mySAP.com CRM software will be more then simply adding new technology, it will change the company culture.  The employees should be prepared for the social change as well as in the use of this new technology. Enterprises must also understand how the want the process of the CRM software to be.  There should be a methodology to how the information is collected, how customers are contacted, and how this information is consolidated. Finally an enterprise must understand how this platform will connect all of this together, and how it will facilitate the goals stated by the enterprise.  On top of what Mr. Gerson states, KPMG should also maintain the role of leading customers through this process.  KPMG’s role as product expert must go far beyond simple technical expertise.  


The criteria that are required to analyze the benefits and dangers of CRM software should be well understood by any enterprise contemplating using CRM software.  Implementation of CRM software is no small task.  Matthew Port of KPMG Consulting in Chicago, Illinois states “Businesses often view this as a complete restructuring of how they do business, and can be reluctant to implement CRM software if the changes are perceived to be too great, and the risk too high”.   The impact of CRM software on how a company does business is indeed great. Eweek.com states,” Implementing an effective CRM system changes every part of the business. IT managers must shift personnel around, sales assistants may become extraneous, everyone must become more adept at documenting calls, and employees may leave.”  SAP promises that CRM software will positively effect the entire costumer interaction cycle: engage, transact, fulfill, and service.  Any problem in the implementation or usage of CRM software will affect almost every aspect of the business.  In selling CRM software there is a tendency to provide the information that companies most want to hear, at the expense of the information that companies need to hear.  Companies such as KPMG have an obligation, however, to steer potential clients through the entire process.  Some of the perceived failing of CRM software may be from customer expectations that are out of sync with what the software can actually deliver.  In a sample of what KPMG tells potential customers about CRM software it boasts:

· Increased revenues through efficient customer acquisition, improved direct marketing response rates, enhanced up-selling and cross-selling, and decreased customer churn 

· Reduced cost through automation of interactions, increased field productivity, reduced direct marketing and media expenses, optimized inventories, and streamlined processes 

· Competitive advantage through increased customer loyalty and retention, richer customer and market insights, and accelerated time to market 
SAP is justified in trying to present its software in a positive light, but this must be tempered with a realistic view on what the software can offer.  

Benefits of CRM Software

In this analysis of CRM software, tangible and intangible benefits must be taken into account to understand what the return on investment will truly be.  The history of the CRM software industry has included a change from the optimism of the new e-commerce age to a much more skeptical marketplace.  In many cases firms are attempting to distance them selves from the buzzwords of the new economy that CRM is part of.  In reflection of this change of perception SAP has been quick to communicate, that its software suite can lead to greater profitability and reduced costs.  While many the intangible benefits are more likely to be over looked now some are at least still discussed.  Benefits such as increased customer satisfaction is frequently cited as a goal of CRM implementation, and yet it is difficult to quantify.  Increased customer retention is almost certainly a result of increased customer satisfaction.  The industry frequently emphasizes this point.  KPMG AG and SAP use marketing material stating “It is 90% cheaper to retain current customers then find new ones”.  Ecrmguide.com proposes however, that enterprises will often use CRM software exclusively to have a better internal view of customers, ignoring such potential benefits as: helping customers view and manage their own accounts, lowering service and handling costs, and provide value added analysis.  According to the mySAP.com home page, potential benefits also include operational, analytical, and collaborative CRM. Operational CRM manages and synchronizes customer interactions in marketing, sales, and service. Analytical CRM helps optimize information sources for a better understanding of customer behavior.  These intangible benefits are a vital part of how an enterprise can use mySAP.com successfully. Ignoring them will also lead to perceived failure of the software package.  Through the collection in the improvement of many different areas of the company, a KPMG and SAP should avoid over emphasizing benefits that are quantifiable, as these benefits are directly linked to an enterprise taking advantage of the products entire capability.  A balanced approach of what the implementation of CRM software will do for a company is necessary.  This should also include the discussion of changing customer expectations and what happens if a company chooses not to implement.  
Trends in CRM Software Industry

KPMG’s potential CRM software customers should be aware of the trends that brought about the need for CRM software.  In general there has been a change in customer expectations, and firms are racing to differentiate themselves from the competition by meeting these expectations.  According to enterprise.cnet.com, “ With greater consumer education, increased availability of information, the adoption of the Internet, global competition, and more choice and deregulation in many industries, expectations are being set by direct competitors and by enterprises in other industries.” Matching these changing needs and the ever-increasing complexity of customer relationships is a key driver behind CRM software.  The complexity of these relationships is further described by enterprise.cnet.com as “: R (f) = (number of segments) x (number of products) x (number of channels) x (number of corporations).  Enterprises grappling with this complexity need a plan and help from technology.  Another area that CRM software can aid an enterprise is in the trend from mass production to mass customization.  Customers are increasingly expecting a good or service to meet their exact specifications.  CRM software has improved supplier collaboration and promoted mass customization. Implementing CRM software better then the competition may lead to higher profits, while ignoring the need to adapt to the changes could be disastrous for an enterprise.  Many of the potential customers are aware of this before they were approached by KPMG, but not always in tremendous depth.  These issues should be a consistent part of the discussions surrounding the sale of mySAP.com software.  The need to implement CRM software should not be driven simply by answering what the ROI will be, but rather by an understanding of what is happening to customer expectations, and how companies must at least keep up with these changes to stay in business.  Regarding the need to properly set customer expectations Eweek.com states,” This is difficult because many of the vendors market their tools as software applications alone and promote technology as the only facet of a CRM implementation necessary for success. It's akin to a house wares vendor selling its customers pots and pans and claiming that they'll be great chefs simply by using them.”  The number of perceived failures will also most likely be affected by a better-informed customer, as companies look at the issues surrounding success, and not just the ROI. The risk of not implementing and not keeping up with changing customer expectations is a major driver behind the need to implement CRM software, and KPMG’s potential customers should understand what happens if they do not keep up with changing customer expectations.

Understanding the Potential Dangers


The customer should also understand the dangers surrounding the implementation of CRM software.  Companies considering CRM should realize, however, that no CRM solution will be the cure for all that ails them.  Originally companies looked to b2b software as a perfect and safe solution.  The attitudes of enterprises have changed with the economy.  Many of the CRM vendors have gone out of business as enterprises are increasingly skeptical about the benefits of CRM software.  While this skepticism has led many potential buyers to base their decision to purchase and implement CRM on the potential ROI, there are also legitimate concerns beside the ROI.  Just as KPMG correctly set the customers expectations about the potential benefits of CRM software, KPMG is also in the position to clarify the potential dangers and pitfalls.  Cliff Longbottom, a CRM industry expert describes how consultants should tackle this problem on vnunet.com, “We feel that the way consultants and systems integrators should go in, is to say upfront: 'This is a long-term project - we'll spend two months scoping out the problem. We'll spend the first three months thereafter solving 80 per cent of it, and then the next three months solving the next 80 per cent of what remains, and so on. At the end of each period, you can dismiss us.”  Any implementation of CRM software needs to be fine tuned to the needs of the enterprise.  All to often consultant firms promise complete CRM implementation in 90 days.  While a quick implementation is a nice thought, a better goal is to have the best implementation possible.  Implementing to quick may cause an enterprise to overlook some potential problems, and potential customers should be made aware of this issue by KPMG.  There are other dangers that are associated with CRM software.  The software is not meant to make every customer happy.  There are some customers that firms don’t want, such as customers who are bad credit risks, and customers who try to abuse the system.  The purpose of CRM is to improve the quality as well as quantity of market share. Jane Falla of advisor.com states, “While it's a wonderful social goal to want to keep all customers happy, there's a time to say goodbye to some customers when they no longer fit a company's business model.”

What are SAP and KPMG doing?

MySAP.com is perhaps one of the better at providing a comprehensive and complete e-business solution, but SAP now emphasizes the contribution to competitive advantage and higher profits, despite the difficulty of calculating these benefits.  KPMG is dependant on SAP to provide the direction of sales and marketing of SAP software, and is also emphasizing the potential benefits to the bottom line.  KPMG divides the German market place by industry.  Steffan Sattler is in charge if the consumer goods and retail markets.  Managers have specific industries that they sell to, as different companies in the same industry will often have similar concerns. There is little communication between the teams that deal with different industries.  The team for the chemical industry has its own consultants, interns, and managers communicate very infrequently with the consultants, interns, and managers who deal with other industries.   KPMG searches for companies that have a minimum of 200 million Deutschmarks a year in sales, as smaller firms would have more difficulty covering the cost and taking advantage of the benefits.  Potential customers will often approach KPMG asking for additional information, but KPMG also seeks to contact potential clients.  One way that KPMG sells CRM software is by inviting potential firms to CRM conferences hosted by KPMG, and supported by SAP.  The next conference is located in Heidelberg, Germany in December.  These conferences are a forum for potential customers to familiarize themselves with KPMG and SAP, and have their questions answered.  KPMG provides success stories, and places a strong emphasis on describing the potential ROI associated with the CRM software.  While answering the questions of potential customers is important, KPMG should take stronger steps to describe the many complicated issues, benefits, and pitfalls of CRM software.  To put it simply, customers want to hear that CRM software is guaranteed to make them more profitable. This is a strong selling point.   KPMG and SAP are struggling to guarantee this in an attempt to ease the fears of potential customers.  KPMG must not sit passively behind a desk letting customers steer the discussion of CRM software.  Using ROI as a selling point for CRM software would make more sense if 70% of implementations did not have a quantitative ROI.  Instead KPMG should concentrate on what CRM software does do well.  

The trend to provide more concrete benefits is still emerging.  At the advent of CRM technology, the b2b buzz allowed firms such as KPMG to emphasize intangible benefits and still convince potential customers of the need to invest in CRM software.  The current state of the economy requires that firms are more certain of the benefits they will receive.  SAP and its partner firms are attempting to better define the contribution to competitive advantage and higher profits.  SAP has a “value calculator” for potential customers.  A potential customer can go on-line, provide some information about their company, and receive a summary of the cost savings and increased profits they can expect.  There is a danger in promising cost saving and increased profit in an industry that, according to Steffan Sattler of KPMG AG in Mannheim Germany, sees a 70% failure rate on implementation.  A certain percentage of thee failures can be blamed on unfamiliarity of a new technology, misunderstanding the impact the software would have on a firm, and the difficulty of bringing an entire organization up to speed on a new technology while making it compatible with legacy systems.  Many of these companies are "wowed" by the latest CRM technology, so they buy it and then try to force-feed processes and people into the way the technology works.  Part of the blame for unsuccessful implementation must also be placed on the managers of the enterprise that purchased the CRM software.  While the software enables a company to, at least in theory, streamline information flow, improve customer service, and provide a means to analyze customer behavior, a manager must still be able to use this information effectively.  Addition information, by itself, does not make a decision.  A manager must use this new tool effectively to receive the full potential benefits.  CRM software will not meet unrealistic goals of managers.  If managers have unrealistic goals, and misunderstand the true capabilities of CRM software, then the addition of CRM technology will be perceived as a failure.

The concerns of firms considering implementing CRM software are legitimate.  KPMG AG has made a strong effort to hire former SAP employees, who are familiar with both the SAP software, and the culture of SAP. During my internship a German firm in the DIY (Do-It-Yourself) Industry considered using KPMG to implement mySAP.com CRM software.   This firm requested to see how successful similar implementations of SAP software have been in the industry.  KPMG had a limited number of examples, and had to rely on SAP for addition information regarding successful implementation, as well as “best practices.”  Unfortunately there was almost no information regarding previous implementations that was available through SAP.   My former supervisor, Steffan Sattler, worked for SAP for 4 years before coming to KPMG.  The hiring of Herr Sattler was in part a response to the difficulty of finding information on “best practices”, and successful implementations.   Having a former insider is beneficial in the short term as Herr Sattler is familiar with both the structure of SAP, but also who might have the information required.  Still, questions remain about the difficulty of getting information from SAP.  Ironically, for two companies who have made a business out providing the means for companies to better share information, there is a tremendous problem with filtering information between these two companies, as well as locating information within the respective companies.  Along with another intern, Kai Prueser, I designed a system to electronically file such documents as power point sales presentations and outcome reports.  Every employee had access to what was to be a centralized worldwide database called K-world.  However, sifting through thousands of miscellaneous reports to find the one or two that may be relevant was extremely difficult.  Having a system to store all information regarding local projects proposed and completed would be enormously beneficial to KPMG.  Many of the questions posed would be answer quickly, freeing up KPMG to guide the potential customer through the many issues surrounding the sale an implementation of CRM software.  

Effects of KPMG’s Culture 


The culture of KPMG AG in Germany, and its relationship with SAP also effects how the software is presented.  Knowledge sharing within the organization could be greatly improved.  Interns are denied access to much of the material concerning the actual implementation of the software.  New consultants are sent to extensive training courses, but were not significantly involved in the sales of the software with their managers, and are in the dark about many of the decisions.  The different job duties were very compartmentalized, leaving the manager to try to tie all the capabilities of personnel together. For instance, there was very little contact between the team that dealt with companies in the consumer goods and retail markets, and the team that deals with the automotive industry.  Jens Struggler, also an intern with KPMG, stated that this might also be an element of German culture.  He described that many in the German business world have the attitude that knowledge is power.  Managers, and persons of greater authority should be the people with the people with the most knowledge is the prevailing opinion within German enterprises..  Interns should know enough to function as an effective intern, but there is no need to provide an intern, or consultant for that matter, with information that was beyond what was required.  This is the case for Jens Struggler, even though he has been an intern with KPMG for over a year and has been offered a consulting job after he graduated from Mannheim University.  After he is hired as a consultant, KPMG will allow him access to information material and classes regarding the implementation of CRM software.  That is not to say that all elements of KPMG’s culture are problematic.  KPMG makes a strong effort to hire interns from different backgrounds, and provides these interns with relevant projects.  Many of the consultants that KPMG has hired have started as interns, and it has been an excellent way to pick out excellent potential candidates.  The interns are also an excellent source of labor to throw at miscellaneous, although important projects.  Whether these duties are researching potential customers, or assembling information on past successful implementations for potential customers, both the intern and KPMG do benefit.  Providing the interns access to more information would be beneficial, however.  These projects would be better executed if interns had a greater understanding of the CRM software in sales, implementation, successes, and failures.  Consultants would also benefit from having a broader view of what takes place in KPMG.   With the additional  input to one another between consultants, managers, and intern the efforts of all employees within KPMG could be better coordinated. 

Summary


There are several things that KPMG, along with the industry in general can do to insure a successful implementation.  Potential customers should be aware of what the tangible and intangible benefits of implementing CRM software are, and KPMG should guide them through this learning experience.  A successful implementation is directly linked to the customer’s expectations. Although presenting SAP software as a risk free solution will insure sales in the short term, establishing the true capabilities of what the software can do is a better approach for KPMG.  An informed customer will be better able to ultilize mySAP.com.  Potential customers should avoid looking at this issue in the one-dimensional terms of what the ROI will be.  While a measurable ROI would be nice, it is not the only potential benefit, and in many cases not the most potential benefit.  Customers should have a long term approach, and understand that they are not only changing their technology, but also their culture.  Setting goals for the future is a necessary step.   Some benefits will come immediately, other benefits will be realized gradually.  They should understand the trends in the industry, and the need to meet customer needs for greater service, and customization.  If they do not meet these needs their competitors will.  

