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Abstract 
The need for information in real time and the technology development has become more fast and more 
efficient. Companies today need to be more responsive to their customers to stay on top. Also, 
companies’ business processes need effective support from information technology solutions. The fit, 
or alignment, between the business process and the Customer Relationship Management (CRM) 
system design is crucial in order to leverage efforts within marketing and sales. If there is a misfit, 
companies do not take full advantage of the potential that CRM systems can leverage in terms of 
better managing relationships with customers, which in turn may result in higher rates of closed deals. 

The main purpose of this bachelor thesis in Information Systems is to identify and describe critical 
success factors influencing on the degree of alignment between a business process and a CRM system 
from an organisational perspective. The sub-purpose is to identify and describe the influence of 
process−system alignment on performance.  

The IT company Apica has been used as the case study company in the bachelor thesis. Apica is 
suitable for this study since it has already adopted a CRM system related to its sales process. A 
research literature-based analysis model was developed in order to be able to more precisely 
investigate the chosen purpose. The intention is to review critical success factors that influence the 
success of the process−system alignment. 

In the chosen qualitative approach, a semi-structured interview guide was developed, based on the 
analysis model. Five interviews with co-workers in the case study company were conducted. 

The analysis of the collected primary empirical data has led to the following conclusions. A high 
degree of process−system alignment concerning a well-defined and functional business process in 
relation to a CRM system has a positive influence on the company’s sales process performance. A 
higher degree of process−system alignment can improve the company’s process performance, increase 
the sales force productivity and lead to better decision making. According to the findings, the positive 
outcome of a process−system alignment depends mainly on three factors: management commitment, 
data management, and system integrations. The empirical results also suggests a new finding: A 
successfully aligned sales process with the CRM system also lead to knowledge sharing. Knowledge 
sharing contributes to that salespeople learn from deals made in the past. The historical data help 
salespeople in managing customer relationships, which may lead to shorter sales cycles and larger deal 
sizes, which implies increased sales. 
 
 
 
 
 
Keywords: CRM System, Business Process Alignment, Business Process, Critical Success Factors, 
CRM system alignment, CRM system performance. 
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1. Introduction 
In this chapter the background to the topic being focused and discussed as an introduction to the 
bachelor thesis. The background, purpose, target audience and the questions to investigate are 
described. The company Apica has been used as a case study in the bachelor thesis. 

1.1 Problem Background 
People, processes and technology are the three main components of a Customer Relationship 
Management system, (henceforth referred to as CRM system). The success of a CRM system is hard 
to achieve and to sustain. A company and the company’s management team need to have a clear 
understanding of how a change in the CRM system will impact and affect the users in their daily job in 
order to develop efficient processes which align with the technology (Kubina & Lendel 2008). 
Finnegan and Willcocks (2007) describe a CRM system as a very important tool to be more complex 
than companies many times believe. To succeed with the CRM system, there is more than 
implementing it by best practice or having the latest CRM system containing a wide customer 
database (Finnegan & Willcocks 2007). The CRM system should be perceived as a tool put in the 
centre of the sales plan and manage all the information about customers and potential leads. A CRM 
system is the driver of profit to the company. In order to successfully take care of leads and customers, 
a CRM system has to align with the strategies and to be prioritised (Business2Community 2018a). 

Companies tend to forget the strategy behind the system that produces the loyalty by driving the 
loyalty-centric behaviour by test-and-learn, customer insights and data-informed tactics. Great systems 
need to produce incremental gains in the future in order to stand on a broad foundation in customer 
building, engagement, customer marketing and data analysis. The data is the most important in 
understanding customers. By measuring the data which can be very challenging a company can get an 
understanding for the customers behaviour (Loyalty360 2018). This is brought up in an article by 
Business2Community (2018a) describing that companies often struggling when deciding what strategy 
they should be prioritising and not when building a strategy for their sales team and focusing on 
maximising profit in the shortest amount of time (Business2Community 2018a). 

Companies put high expectations on, and a strong belief in spending less time on processes when 
implementing a CRM system (Dealer Marketing Magazine 2017). Processes, methods and enablement 
tools can affect the usage of the CRM systems since companies quite often tend to forget to adjust the 
CRM system to align. Underestimated changes and misalignment lead to salespeople stop using the 
CRM system since they see it as an obstacle rather than support. A study by Gartner Group shows that 
the CRM adoption rate is as low as 26% which leads to the conclusion that, the investment companies 
are spending on their CRM system is more often than not being wasted (Sales Performance 
International 2015). 

In an article by Business2Community, a study shows that about 71% of the CRM system users felt 
satisfied with the result of the usage of the CRM system which leaves almost 30% of the users 
unsatisfied. This high number of disappointed users is a massive waste of potential since a well-
implemented CRM system leads to high payback with improvement in sales, productivity and forecast 
accuracy. The goal is to have a CRM system which helps sales and marketing to be more productive 
by mapping them into the right stages of the process (Business2Community 2018b). In an article by 
Dealer Marketing Magazine (2017) CRM system experts describe that many dealers complaining of a 
CRM system being too complex or not user-friendly. This should be perceived as a challenge to 
prioritise because if the users do not buy-in to the system, they tend to not use it and the CRM system 
becomes underused. This is something that Kontny (TechSpective 2017) in an article agrees on by 
describing that if the sales team are not satisfied with the CRM system and find the solution distracting 
because of the complexity, they tend to turn their back against the CRM system and the investment 
becomes a deal-breaker. Other complaints from salespeople mentioned in an article by Dealer 
Marketing Magazine (2017) is the lack of training and knowledge in the CRM system which leads to 
poorer understanding and the opportunity to handle the system gets lost (Dealer Marketing Magazine 
2017). 
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The complexity also increases when a company is growing and expanding by opening or acquiring 
new locations. More employees, greater sales expectations and higher potential losses are some of the 
challenges faced (Dealer Marketing Magazine 2017). Sales development representatives, a type of 
inside sales, focusing on outbound prospecting, could consider administrative tasks being too time-
consuming and examine to be less effective in generating sales and researching accounts and contacts 
(Business2Community 2018c).    

Success factors for determining a CRM systems success when implementing a new CRM system 
has already received attention earlier in the literature. The success of a CRM system is hard to achieve 
and to sustain (Kubina & Lendel 2008) and in order to develop efficient processes which align with 
the system, companies need to have a clear understanding of which factors influence behaviour in 
order to take full advantage of the CRM systems capacity and the positive outcomes it brings to the 
company. This study will, therefore, focus on an already adopted business process and CRM system. 
The aim is to find out which factors influence on the processsystem alignment. How the critical 
success factors and causes either hinder or have a positive outcome on the processsystem alignment 
which influence the performance. 

1.2 Purpose 
The main purpose of this bachelor thesis in Information Systems is to identify and describe critical 
success factors influencing the degree of alignment between a business process and a Customer 
Relationship Management system from an organisational perspective. 
The sub-purpose is to identify and describe the influence of processsystem alignment on 
performance. 

1.3 Target Audience 
The target audiences in this bachelor thesis are roles within a company interested in which critical 
success factors influence the alignment between a business process and a CRM system. The thesis 
might also be of value for companies who are planning to redesign a business process and 
implementing, redesigning or customizing a CRM system. It can also be of value for companies 
having a business process that is using any type of information system to understand which factors to 
obtain. 

1.4 The structure of the Bachelor Thesis 
The structure of the bachelor thesis is started with an introduction to the background and the bachelor 
thesis genesis. Followed by the problem discussion, purpose, target audience and demarcation. In the 
next chapter, methodology, the choice of studied subject, methods, data collection and consideration 
of chosen methods are described. The theory starts with the organisational design model describing 
how different levels operating in an organisation. The theory following by a presentation of the 
variables included and constituted as the basis of the study which are a business process, a CRM 
system and the alignment between those. The analysis model aims to give an illustration of the 
collected theory and the purpose. In the chapter about empirical result, a summary of each 
respondent’s interview is presented. The theory has been set against the empirical data gained from the 
interviews with the empirical data in the analysis chapter. It starts with a description of the company 
and the investigated business process. The analysis followed by a summary of each respondent and a 
deep analysis of the gained empirical data. In the end of the analysis a new modified analysis model is 
shown together with the contributed knowledge. The result of the study is described in the conclusion 
where also further studies are discussed. 
 
 



  8 

2. Methodology 
In this section methodology used in the study are described. The collected empirical data, validation, 
reliability, source criticism and ethical considerations are discussed. 

2.1 Choice of Subject  
Studies regarding challenges within CRM systems are widespread and most studies conducted have 
focused on the implementation process. Critical Success Factors and CRM system have also gotten 
attention in earlier studies. Many companies do not take full advantage of the potential a CRM system 
can leverage in terms of better managing relationships with customers which lead to a higher rate of 
closed deals. 

The subject of Critical Success Factors and the alignment between an already adopted business 
process and CRM system was born by the interest of the positive outcome a CRM system can leverage 
to a company. Therefore I wanted to investigate a specific business process. The specific business 
process together with the followed routines when using a CRM system influence on the alignment. To 
understand which critical success factors that affects the outcome, I have interviewed co-workers that 
uses a CRM system in their daily job as part of the sales process and has focused in on what activities 
that are involved in each step. To investigate a specific business process and focusing on sales 
department, will provide a deeper understanding and a biased view. 

2.2 Demarcation 
The investigation is about a business processCRM system alignment and will only investigate how 
one specific business process, the sales process, aligns with a CRM system. The CRM system is a 
standard system with some small customization made. The customizations are made in order to fit the 
sales process and follow on routines. The most common information system to be used in a sales 
process is a CRM system. Therefore the sales process was chosen as the main process to investigate in 
this study. 

2.3 Qualitative Research 
In this study, a qualitative research method has been used. Qualitative interviews has been used to 
investigate and analyse in order to achieve the purpose of the bachelor thesis. The qualitative 
interviews have been personal interviews held by me. The interviews followed a semi structured 
interview guide. The questions to study within this bachelor thesis concerned the sales force 
perception of a business process, the sales process, a CRM system and which critical success factors 
they perceived to influence the processsystem alignment and the performance. The answers were 
then collected, analysed and set against and in comparison with the critical success factors presented in 
the literature. 

According to Patel and Davidson (2003) qualitative research aims to give a deeper understanding 
and knowledge of the subject. In a qualitative research Burnard et al. (2008) describe two approaches 
for analysing data. The two approaches described are a deductive approach and an inductive approach. 
An abductive approach is when these two approaches are combined and cooperating. This by 
combining a specific case where a hypothetical pattern like a reasoning incorporating with the 
observations (Patel & Davidson 2003). In this study an abductive approach has been taken by 
combining existing theory and empirical data as the hypothetical basis which later on has been used to 
describe the case. The goal was to get a deep understanding and analysis of the theory and the 
questions addressed by this bachelor thesis.  
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2.4 Literature Review  
The literature collected for this study has been used as a theoretical basis for the analysis. The data in 
the theory is collected from books, websites and articles found in the library and on scholar.google.se. 
The two university libraries were the articles has been collected from is Karlstad University and 
University of Westminster. The following keywords has been used to conduct the literature research: 
CRM system, CRM software, CRM program, Information system alignment, business process, CRM 
process, CRM system alignment, ERP alignment. 

The researcher has to keep a critical mind-set to the documentation to make an assumption if the 
fact or experience is trustworthy (Patel & Davidson 2003). Articles used in the theoretical chapter in 
the bachelor thesis is primary sources that has been collected from two university libraries. Many of 
the articles and books used in this study were published in the 90s or early 00s. Even though they are 
of a certain age the articles are still relevant since they have been used as sources in recent published 
articles. In chapter 1.1 describing the background of the topic, earlier online articles and blog posts 
were used. These articles are published between 2016 and 2018. These recent published online articles 
clearly shows that the problem and questions that this thesis focus on are still relevant and needs an 
ongoing discussion to find new ways forward. 

2.5 Analysis Model 
A conceptual model, an analysis model, was created to give an illustration of the variables, factors and 
indicators collected from the theory and purpose of this study. A analysis model should be presented 
as an image since it is a powerful way of presenting the interpretation of reality (Fredriksson 2017). A 
conceptual model aim to illustrate the central factors and the relationship. It describes the main things 
to be studied, the purpose dependent variables and the what to be researched (Miles & Huberman 
1994). The advantage with a analysis model is that it covers every aspect of the purpose and by that a 
big help when developing an interview guide. An analysis model help the researcher to develop an 
interview guide and what type of empirical data to be collected and to be compared (Fredriksson 
2017). The interview guide for this study are created on the variables and factors in the analysis 
model. The disadvantage with an analysis model is that it governing the interview by an interview 
guide that only contains closed question. This has been taken in consideration by a semi-structured 
interview guide. 

2.6 Research Design: The Case Study Method  
The company Apica has been used as a case study in the bachelor thesis. A case study is a research 
design that is suitable for this research because it entails to detailed and intensive analysis of a single 
case (Bryman & Bell 2015). Yin (2014) describe the case study method to be a separate method. It has 
it is own design, data collection and analysis techniques. According to Patel and Davidson (2003) a 
case study strives to gain a holistic perspective and investigation by a small group of co-workers 
where the case represents one or more persons, one or more groups, one or more companies or one or 
more situations. In case study methods all finding must be linked to explicit evidence (Yin 2014).The 
purpose is to obtain comprehensive information by studying processes or changes (Patel & Davidson 
2003). In a case study method various sources to collect data can be used (Yin 2014). In this study 
interviews has been conducted to collect empirical data for the analysis. The advantage with 
interviews according to Yin (2014) is that interviews generate focused data. A case study method is 
suitable when the aim is to collect the respondents’ personal perception in an organisation. This study 
is done as a case study in a B2B company, focusing on Apica. To a more specific focus this study will 
only look into one business process the sales process, in the company with emphasis on the sales 
department. The author has been working at Apica for over seven years within marketing. Apica’s 
marketing automation tool is integrated with the company's CRM system. During the first month of 
the year the author spent most of the working hours focusing on the marketing automation tool to 
verify and update workflows, make sure the integration was running smoothly and that the information 
was updated and added into the CRM system. The project developed an interest in the information 
flow between the systems and what data needed to create valuable processes. By writing the thesis 
about the company working at gave easy access to the information and respondents needed to collect 
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the empirical data. A negative aspect of writing about a company that you have been working at for a 
long time is that you might be blind to flaws that are specific to just that company. The positive aspect 
is that it makes you look at your working place through a different lense, giving you a new perspective 
of how things could be done. 

2.6.1 Apica System 
Apica Systems is a global performance monitoring company founded in 2006 with headquarters in 
Stockholm and offices in Santa Monica, New York and London. Customers include the most 
demanding enterprise businesses such as Klarna, Q2ebanking, Etihad and Sweden’s TV4. Apica 
ensures that their customers can deliver high quality applications, API, IoT and mobile performance 
while maintaining speed, visibility and control in the delivery process. Apica’s performance 
monitoring platform includes global synthetic monitoring enhanced with comprehensive scripting and 
load testing capabilities to quality assure user experience. Apica’s Performance Monitoring Solution is 
integrated with leading enterprise software vendors such as AppDynamics, Dynatrace and 
ServiceNow. Apica’s suite – available as SaaS, on-premise and hybrid solutions – is trusted by 300+ 
leading brands globally.  

2.6.2 Background of the Business Process and the CRM System 
Apica has since the end of 2011 been using the Salesforce CRM system. The different regions uses the 
same CRM system, managing the sales process and ongoing customer projects through the system. 
The system should support different functionalities and roles within the company to effectively 
manage processes and to enable the management team to bring out detailed reports. 
In this thesis, a study of a business process has been done. The investigated business process is the 
sales process which aims to qualify leads, proposing to engage and establish relationships with 
potential customers and later close the sale and delivering to customers. All the activities and 
information in the sales process are made through and saved in the CRM system. 

The CRM system is Salesforce. Salesforce is the world's leading CRM system vendor with over 
150,000 customers world wide (Salesforce 2018). The CRM system has high capabilities and are 
designed to be easy to use. Salesforce is a powerful solution that can be customised to fit most 
business processes. This powerful solution also bring negative aspects to smaller companies because 
of it is complexity and expensive customization (Jetbi 2017). 

 2.7 Interviews 
In this bachelor thesis a qualitative research methodology were used. The qualitative research aims to 
collect data and information focusing on soft data. Soft data often come from oral methods such as 
interviews were the output generates through qualitative and interpreted interviews. The method for 
oral analysis is used when the purpose is to get data about a human experience or pattern (Patel & 
Davidson 2003). 

Interviews are a method to collect respondents perception of the investigated topic by questions 
(Descombe 2014). In a qualitative interview the questions most often follows a scheme but it is not 
required to follow a specific sequence. This makes it possible for the researcher to ask questions in the 
order most suitable for the research (Patel & Davidson 2003). 

Qualitative interviews has been used in this study since the studied purpose is to investigate co-
worker’s perception of a process and CRM system. The aim of a qualitative interview is to identify 
characteristics of something (Patel & Davidson 2003). The data collection consists of separate 
interviews with co-workers in the company managing or being involved in the sales process. The 
author contacted the respondents in person to set up the interviews. Before the meetings with the 
respondents they received information about the purpose of the bachelor thesis and the subject. The 
interviews, except for two were held at the company's office in Stockholm and all interviews been 
recorded. 

The interview guide (Appendix 2: Interview guide) was created for the purpose of the study. The 
interview guide contained both opened and closed questions. The empirical data for this study has 
been collected through semi-structured interviews. A semi-structured interview refers to a series of 
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questions but give the interviewer the ability to vary the sequence of questions (Bryman & Bell 2015). 
The semi-structured interview guide contains questions about the business process, CRM system, 
Critical Success Factors and each indicator and the alignment. In a qualitative interview the questions 
most often follows a scheme but it is not required to follow a specific sequence. This makes it possible 
for the researcher to ask questions in the order most suitable for the research (Patel & Davidson 2003). 
The questions were asked in a sequence followed the interview guide. If the respondents gave a vague 
answer to the question, the vague answer followed up with questions for how and why. Qualitative 
research relates to research were the focus is on obtaining answers to questions about differences in 
how, where, who or who are relationships, qualitative research is used with advantage through 
methods such as processing and analysing (Patel & Davidson 2003). If the respondents answered 
another questions then the one asked for, the author left the already answered question out. 

To not influence the respondents answer and let them freely describe their own perception, each 
variable and factor started with an open question. An open question is a question where the 
respondents can freely answer the question with own words and is not presented to choose from a set 
of possible answers (Bryman & Bell 2015). The open question let the respondent with own words 
explain what to be considered as the most important characteristics and influencing factors. The open 
questions asked gave insight into other questions and the respondents’ perception of the most 
important in the questioned variables and factors. The open question was followed by closed 
questions. Closed questions is a question where the respondents is asked a more specific question 
where the answer is one of a set of possible answers the respondents can choose from (Bryman & Bell 
2015). The closed questions were used to collect the respondents’ perception of the characteristics or 
influencing factor in the analysis model. 

The interviews not being held at the office took place through Skype. This because two of the 
respondents are located in London, United Kingdom. The interviews lasted about one hour per person. 
By recording the interviews, I could listening to the material afterwards making sure no relevant 
information to be missed. The interviews were held in English even though the majority of the 
respondents are Swedish. This because the result of the respondents answers could vary if the 
questions were translated into Swedish. After the interviews, when the material had been collected, 
each respondent were sent a short summary of their interview. The summary was sent to make sure 
that all questions had clearly been understood. If possible, a respondents validation should be made by 
going back to the respondent to ensure the facts are correct (Descombe 2014). The material collected 
from the interviews was then measured and analysed. 

2.7.1 Empirical Data Collection 
According to Burnard et al. (2008) the researcher has to explore and interpret the data collected. After 
the interviews, the author listened to the recordings and transcribed the interviews. Transcription is 
time-consuming but at the same time it bring value by letting the researcher to be more close to the 
data (Descombe 2014). A table containing every question in the semi-structured interview guide was 
created and respondents answer to each question added. The author went through the answers and 
removed information from the table that was not relevant for the study. A summary of each 
respondents answers can be read in Appendix 3: Summary of the Interviews   

In qualitative research the analysis of the data begins during or after the first data collection is 
made. The analysis and modification of the data continues throughout the study (Burnard et al. 2008). 
In the collected data from the interviews the relationship between the different variables and factors 
was analysed and how many times the factor were mentioned as crucial or important. In the analysis 
the empirical data which was collected by the interviews were analysed on the factors and variables 
presented in the analysis model. 

 2.7.2 Chose of Respondents 
To get a deeper understanding of a business process and the CRM system, the sales process was 
chosen as the main process to investigate. The investigated company has an already implemented 
business process and CRM system within the sales department and the co-workers are all using the 
same CRM system. I interviewed co-workers located in United Kingdom and Sweden on different 
level and roles in the company. The respondents are members of the sales force or highly involved in 
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the sales department. The respondents working on different level in the company was chosen to get a 
broad empirical overview. 

The co-workers asked to participate was the Chief Operating Officer, who is operating on a 
business strategy level being responsible for strategy and make decisions on the direction of the 
business. On the process level the Sales Manager Nordics was asked to participate in an interview. The 
Sales Manager Nordics is responsible for executing organisational plans and providing guidelines to 
the sales team. The sales team are working close with the Sales Manager and are operating on the third 
level, on this level two Business Development Representative and a Key Account Manager was asked 
to participate in the study. To interview co-workers on different levels ensures that the whole sales 
process is covered and gives an holistic view of the perception of the business process and CRM 
system. The respondent’s title, how the interviews were conducted and time used, is shown in the 
Table 1: Summary of the conducted interviews. 
 

Respondents title Interview Time 
Key Account Manager Face-to-face interview  45 min 
BDR Nordics Face-to-face interview 60 min 
VP Sales Manager Nordics Face-to-face interview 50 min 
BDR ROW Online interview 80 min 
COO Online interview 50 min 

  Table 1: Summary of the conducted interviews 

2.8 Validity, Reliability and Generalization 
High validity and reliability are two key aspects that need to be considered in a qualitative analysis in 
order to achieve high security in the information. They are both important to measure as one does not 
lead to the other (Patel & Davidson 2003). To make sure to reach a high validity in this study the 
semi-structured interview guide was created to answer question connected to the purpose. It is 
important to know that what is actually being investigated is what is meant to be investigated, this is 
what high validity refers to. That the information we collect is reliably termed high reliability (Patel & 
Davidson 2003). The collected theory have been considered as much as possible to be Peer Reviewed 
and has been relevant for the purpose of the study. Descombe (2014) describe that a consistency in 
semi-structured interviews are difficult to achieve because the data are affected by the context and 
people involved. In the choice of respondents the peoples job role and involvement in the investigated 
area was taken into consideration. Patel and Davidson (2003) describe that if the aim is not to include 
a whole target group as a part of the study, the people being asked to participate in the study must be 
taken in consideration. For this study various job roles within the sales department being chosen to 
represent the whole sales cycle. The salespeople chosen are all using the sales process and are 
experienced CRM system users. 

2.9 Ethical Considerations 
Vetenskapsrådet (2002) describe four ethical rules that should be taken in consideration in research. 
The four ethical rules are; information requirement, consent requirement, confidentiality requirements 
and the requirement of the right of use. The company participated in the study has shared information 
regarding the publicity of the bachelor thesis. Before the bachelor thesis was handed in, the company 
had the opportunity to read the bachelor thesis and approve the content and information to make sure 
no information that could affect the company or company privacy being shared to the public. The 
collected material will only be used for this study and nothing else. The researcher has to take the 
participated peoples integrity into consideration and so are not allowed to use the information for any 
other purpose than for research (Patel & Davidsson 2003). 

The respondents participated in the interviews are aware of the publicity and informed why they are 
participating and how they will help by being a resource in this study. Descombe (2014) describe 
recording as a part in the introduction part of the interviews where the interviewer needs respondents 
permission to record the interview. The respondents were asked if they agreed on being recorded 
before the interview began. 
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3. Theory 
The theory chapter presents the theoretical literature on the subject of the thesis. The theory includes 
the main areas of the purpose. The presented areas are a business process, organisational design 
model, CRM system, CRM and the processsystem alignment. 

3.1 Business Process 
Motiwalla and Thompson (2009) describes a business process as a coordinated group of activities or 
tasks for achieving a business goal. A business process, which is also called a CRM process, is formed 
on the requirements and goals of the management in a company together with input from the users 
(Anand & Maleki, 2008). Independent of the size of the company, even if many companies find it 
difficult to implement processes, the list of benefits by managing business processes is long (Brocke & 
Rosemann, 2010). Strong and Volkoff (2010) describe that it is important that co-workers have an 
understanding for the task to perform in the process, their responsibilities and that the time of 
performance is calculated to suit the co-workers workload to avoid ineffectiveness (Strong & Volkoff 
2010). A process should always have an owner that is responsible for a whole  process across the 
company (Brocke & Rosemann 2010). A sales process is a business process where the relationship 
between a customer and salesperson is managed (Mendoza et al. 2006). 

Information technology is an enabler for a business process. An information system can increase 
and support the efficiency and the effectiveness of a business process. The business process 
requirements are then shaping the CRM system and the system designed to fit the process (Anand & 
Maleki 2008). The CRM process describes the workflow of activities (Kim 2004). Sequences of 
activities working together in the business process were the result is the output (Brocke & Rosemann 
2010).  

A CRM system is a large investment in terms of capital, resources, time and staff that makes it 
even more important to present the measurable benefits it leverages for the management team. The 
CRM initiative requires a commitment from the top, and a successful CRM can only be established 
when there is a strategy in place (Goldenberg Barton 2008). Anand and Maleki (2008) recommend 
companies to identify the performance metrics of the process and constantly measure metrics affected 
by the CRM system. One of the failure factors of a CRM implementation that Behboodian et al. 
(2011) bring up is the value of track and measure a process key performance. The lack of 
measurement can lead to that data integration, internal communication and management are critical to 
success (Behboodian et al. 2011). 

Business processes can only be designed and developed if there is a clear CRM strategy. The CRM 
Strategy is set by the management, which also thereby sets the requirements for the CRM system and 
it is goals (Kim 2004). Companies playing in a global market and share the same CRM system facing 
challenges. If the company's different markets or regions do not share the same business strategy they 
might have different business needs for the CRM to support and a different need for the information to 
be distributed (Goldenberg Barton 2008).   

Process design is one of the fundamental aspects of a business process, design describes the task to 
be performed; the specification. Process design describes who to perform the task and when, the 
information and precisions, and under what circumstances (Brocke & Rosemann 2010). According to 
Adebanjo (2008) training in the system as well as involving the users when designing the system is 
beneficial. Effective system design should support and reflect the business process (Adebanjo 2008). 

3.2 Organisation Design Model  
Österle (1995) developed a model to describe how development can be conducted at different levels in 
an organisation. The three levels are business strategy level, process level and information system 
level. On a business strategy level the organisational management working with business development 
with the aim to improve the company’s business strategy. On this level, the companies visions and the 
direction the company will take on the market decides. Decisions regarding investment in new systems 
and software are taken on this level. The second level, the process level in the model focusing on the 
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organisational development and on this level the focus is on the organisations business processes and 
the customization of the products. The last level, information system level is the one were the 
responsibility and competence are set (Österle 1995). 

3.3 Customer Relationship Management 
Customer Relationship Management often referred to as CRM is a business approach which integrates 
people, processes and technology to maximize the relationship between a company and it is customers 
(Goldenberg Barton 2008). Coltman (2006) referring to the research company Gartner Group, defining 
CRM as 

”a business strategy whose outcomes optimize profitability, revenue and customer satisfaction by 
organizing around customer segments, fostering customer-satisfying behaviours and implementing 

customer-centric processes”. 

According to Goldenberg Barton (2008), the CRM´s three key components are People, Process and 
Technology which need to be seamlessly integrated and work together to make the CRM become 
successful for the company. He also describes the importance of understanding that success of a CRM 
is driven 50% of the people, 30% of the process and 20% of the technology. People are the people in 
the company that working within the system, the users and are highly important. People are one of the 
biggest challenges since the CRM is driven 50% by the people (Goldenberg Barton 2008). Coltman 
(2006) argues that by the result of his research, the key to improve performance is to build the right 
kind of relationship rather than building more relationships. 

3.4 Customer Relationship Management Systems 
The need for information in real time and the technology development has become faster and more 
efficient, and to stay on top companies today need to be more responsive against their customers 
(Goldenberg Barton 2008). Ahnb et al. (2005) describe that companies when implementing a CRM 
system, expect increased revenue, higher customer satisfaction, reduced costs and satisfied system 
users. Coltman (2006) describe that for a CRM system to be successful, it needs to be feasible. This 
requires that there is an understanding of the structure and limits of behaviour for the organisational 
alignment (Coltman 2006). Parakh and Suryawanshi (2017) highlight that a CRM system should 
support the company’s customer relationship management strategy. By supporting the customer 
understanding and interdepartmental communication, the strategy can effectively be executed 
(Coltman 2006). The value a company will get from the system is improved customer satisfaction and 
relationship by offering better services, improving and extending the relationships and also generate 
new business opportunities (Chalmeta 2006). A combination of technical, human and business 
capabilities is the key to a successful CRM system. These capabilities should integrate the company’s 
sales and marketing departments and support processes (Coltman, 2006). 

The CRM system should continuously generate customer knowledge in order to support customer 
relationship management (Chan & Khodakarami 2014). Customer loyalty is highly important and the 
loyalty can only be reached when there are a clear understanding and knowledge of the customer's 
behaviour. The knowledge of the customers buying behaviour can only be reached by integrating 
information and make the information available to all channels of demand creation (Anand & Maleki 
2008). The CRM system will make the overall communication better in the company as more co-
workers spend time and share information in the same system. Better communication requires 
individuals to be prepared to share their information with colleagues and share the information across 
the company (Goldenberg Barton 2008). The goal of a CRM system is to improve customer services 
and to target the market by using the customer information (Parakh & Suryawanshi 2017). 

According to Chan and Khodakarami (2014) the level of support for customer knowledge varies by 
the systems functionalities and features (Chan & Khodakarami 2014). Software bugs, lack of training 
and disparate legacy systems are brought up as factors that managers experience hinder a successful 
CRM system deployment (Coltman 2006). Soltani and Navimipour (2015) describe that technology 
acceptance and satisfied users play an important part in the effectiveness of a CRM system. Adebanjo 
(2008) also bring up that to achieve a successful CRM system the system should be compatible and 
able to integrate with other IT applications and systems (Adebanjo 2008). Parakh and Suryawanshi 
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(2017) agree that the CRM system in order to become a valuable enterprise solution, be integrated 
with the company’s enterprise system or similar systems that managing order processing. 

3.5 Business Process and CRM System Alignment  
To stay competitive on the market it is important for companies to have an effective information 
technology that effectively supports their business process independent on if the process is a simple 
administrative task or a complex process (Bumiller et al. 2008). The CRM system needs business 
processes and policies that support the activities related to the customer relationship management 
(Coltman 2006). The understanding and fit of the process together with the design of the CRM system 
are crucial in order to leverage effort to the marketing and sales (Ahnb et al. 2005). 

According to Strong and Volkoff (2010), the enterprise system packages are aimed to meet the 
companies needs such as sales and order entry, management reporting, etc. These large, process-
oriented packages have a broad effect on the company and raise important issues since it is designed to 
fit generic requirements rather than the specific requirements (Strong & Volkoff 2010). Technology 
helps companies become more efficient by improving information, providing better tracking and 
reports, which lead to more strategic decisions and enhanced customer service and sales (Goldenberg 
Barton 2008).  

A CRM system track and monitor the information gained from activities and the market which help 
the management team in strategic decision making and to develop the business (Goldenberg Barton 
2008). Parakh and Suryawanshi (2017) argue that a CRM system should address all business processes 
involving customer interaction and maintain the contact information (Goldenberg Barton 2008). For a 
business manager, a crucial part of the CRM system is the quality of the customer information. 
Customer information is highly valuable data that are critical for the CRM system to become 
successful (Ahnb et al. 2005). The company’s monthly revenue and the overall business result is 
important data that a well-implemented CRM system should measure. The measurement ensures the 
automation of the company’s sales, marketing and customer service functions to work productively 
and to deliver more sales (Goldenberg Barton 2008). Ahnb et al. (2005) agree by arguing that 
customer knowledge is critical in order for the CRM system to become successful. To create reports in 
the CRM system that present the value and to build insight into customer behaviour, make strategic 
decisions and to move forward the information have to be accurate (Ahnb et al. 2005). By automate 
sales, marketing and service processes in a CRM system a company can increase the sales force 
productivity by moving from high cost of direct sales to onsite sales calls (Goldenberg Barton 2008). 

A CRM system improves the understanding and help the management team to control the expenses 
by measuring the productivity of individual salespeople and sales team (Goldenberg Barton 2008). By 
reaching a high CRM system alignment, the sales force can become more productive, cover more 
areas and managing relationship with customers more effectively (Parakh & Suryawanshi 2017). The 
company’s sales force could by a well-implemented CRM system spend less time on administration 
and more time on interactions with existing customers and new customer prospecting (Goldenberg 
Barton 2008). 

The benefit a company can get from a well-implemented CRM system is an increase in sales by 
fast response to customer requirements and add more resources for customer retention as well as new 
customers (Adebanjo 2008). According to Goldenberg Barton (2008) the system will help the 
salespeople to move prospects through the sales pipeline and be more efficient in follow up 
correspondence and in customer service which in the end leads to a higher close ratio. 
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3.6 Analysis Model: ProcessSystem Alignment 

 
Figure 1: Model of critical success factors that influence on ProcessSystem Alignment 
Source: The author 
 
The analysis model in Figure 1 shows critical success factors that influence on a ProcessSystem 
Alignment in an organisational perspective. The business process support from the CRM system 
brings positive outcomes and performance which have been seen, on different levels in an company, 
influenced by critical success factors. The light yellow area which should be perceived as the 
organisational perspective contains the independent variables Business Process and CRM System, and 
also the blue box with the Critical success factors, which all three have an effect on each other and 
influence of the dependent variable (Business) ProcessSystem Alignment. 

Business process lists three attributes: business strategy, business process design, business process 
performance metrics. The business process is dependent and following the company’s business 
strategy and the business process need to be aligned with the company’s overall strategy to become 
successful (Anand & Maleki 2008). The design of a business process describes the process by a 
specification and are according to Brocke and Rosemann (2010) one of the fundamental aspects of a 
business process. Lack of measurement can lead to an unsuccessful process, Anand and Maleki (2008) 
describe the importance of identifying and constantly measuring the process metrics in the CRM 
System in order to make strategic decisions and develop the business process. 
In order to design an effective and efficient business process, the process require an information 
system to support the tasks made in the business process (Anand & Maleki 2008). The CRM system is 
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placed below the business process since the business requirements shape the CRM system, which is 
designed to fit the process (Anand & Maleki 2008). Three factors were found to be significant for a 
CRM system: customer information, system features, system integrations. To support the process, the 
CRM system continuously needs to generate information about the customers (Chan & Khodakarami 
2014). The system features and functionalities are important for the CRM system to effectively 
execute workflows and will support customer knowledge according to Chan and Khadokarami (2014). 
System integrations in the CRM system are important to achieve a successful CRM system and the 
system should integrate with external applications and systems (Adebanjo 2008). 

The Critical Success Factors listed in the analysis model are placed in Österle (1995) Organisation 
design model which contain three levels: Business strategy level, Process level and Information 
System level. The organisation design model gives an understanding and structure for levels in an 
organisation and wherein the organisational environment the factor operate in. The three levels in the 
model coordinate with each other through the bidirectional arrows (Österle 1995). On the Business 
strategy level in the analysis model, Management Commitment has been placed as a critical success 
factor which influences the alignment. Management commitment has four indicators which are; 
Management relationship, management engagement, shared goals and operational structure. 
Management relationship refers to the relationship between business and IT management (Yayla 
2007). Management engagement is highly important according to Henderson and Venkatraman 
(1999), the management team need to be engaged in the processes, having an understanding and 
engage in the technical transformation to reach a more increased alignment. Internal conflicts affecting 
the effectiveness can be a perceived issue if the management team do not share the same interest and 
goals. Shared goals lead to more effective decision making (Yala 2007). An operational structure is 
key to achieve an effective CRM system that meets the business goals. An operational structure is a 
structure including business sponsors and technical personnel in the design (Anand & Maleki 2008). 

On the process level, which is the yellow box in the analysis model, two factors are shown: user 
satisfaction which includes the indicators user motivation and user understanding. User motivation 
describes the importance of co-workers using the process and understand why and how they are 
needed to adopt the system (Anand & Maleki 2008). User understanding is important for the user 
satisfaction, satisfaction according to Anand and Maleki (2008) increases when the information and 
system quality is high. The other critical success factor on the process level is ease of use which 
contains user training and user involvement as two indicators. User training in the CRM system, the 
functionalities and features are important to make the users effectively execute the process (Anand & 
Maleki 2008). User involvement refers to users involved in the design which according to Anand and 
Maleki (2008) will have an impact on the user's effectiveness by minimizing the risk of running a 
system that confuses it is users. 

At the lowest level in the model, the information system level, technology acceptance containing 
the indicators system usability and system functionality was found and a second factor, data 
management which deals with information quality and complete information. Technology acceptance 
and system usability point to the systems usability and interaction design (Strong & Volkoff 2010). To 
use and execute processes in the system, the system's functionality is important to support the process 
and tasks (Bumiller et al. 2008). Information quality as an indicator of the success factor, data 
management is describing the importance of having high-quality information in the system in order to 
manage effective customer relationships (Chalmeta 2006). Information completeness is also highly 
important to optimize processes, measure the cycle time and allocate resources (Bumiller et al. 2008). 
The two independent variables Business Process and CRM System, pointing to the blue box in the 
middle with the critical success factors, has together shown by the literature having an influence on the 
Alignment between a business process and a CRM system. This is shown in the analysis model with 
the arrow pointing to the oval box to the right. The arrow from processsystem alignment to the 
yellow box shows how alignment between a process and a system lead to performance. Performance 
has three attributes: process performance, sales force productivity and decision making. A successful 
alignment and the positive influence the alignment will bring is to help the management team in 
strategic decision making (Goldenberg Barton 2008), to improve process performance (Goldenberg 
Barton 2008) and to increase the sales force productivity by allowing for faster reactions and 
responses to customers (Adebanjo 2008). 

The critical success factors are presented in detail in the following text.  
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 3.6.1 Management Commitment 
According to Kim (2004), the successful development and implementation of a CRM system highly 
depends on the organisational commitment. Both in terms of financial investment and human 
resources. The management must be committed through the whole process in order to encourage user 
participation (Kim 2004).  

The relationship between the IT manager and the business manager is a key factor in reaching high 
alignment between the business plans and the IT. An active relationship and communication will 
enhance business planning and for information technology to add value. (Yayla 2007). Referring to 
Luftman and Brier (1999)1, Yayla (2007) explains that a poor relationship between business manager 
and IT manager can be considered one of the top inhibitors of successful alignment. 

Henderson and Venkatraman (1999) highlight the importance of reaching high strategic alignment 
between the company’s business strategy and the information system infrastructure, because it is very 
important that the management team understand both perspectives, and are engaged in the technical 
transformation in addition to strategy and processes (Henderson & Venkatraman 1999). 

Furthermore, it is important that the managers in the company have shared goals and interests, in 
order to make decision-making effective. Yayla (2007) refers to Edmondson et al. (2003)2 who argues 
that managers are less effective in their decision making when they do not share the same goals and 
have diverging interests. This can lead to internal conflicts which could negatively influence the 
effectiveness of information system planning.   

 Implementation and changes in the CRM system will have an effect on the company’s employees 
and their roles. Both during the implementation phase and when its released there is an importance of 
having a team managing the changes (Anand & Maleki 2008).  

Anand and Maleki (2008) argue that when aligning a business with its operations and in order to 
ensure successful implementation, companies should set up operational structures where both business 
sponsors and technical personnel should be involved in design and implementation. This is key in 
achieving an effective CRM system that meets the business goals by producing results and drive 
functionality (Anand & Maleki 2008). 

3.6.2 User Satisfaction 
The understanding of the overall process and its goal is important in order for the co-workers who 
work within the process to realize its potential (Brocke & Rosemann 2010). The CRM system will not 
motivate users if the users do not understand why and how the new system and processes will be 
needed (Kim 2004). User satisfaction increases when the information level and the system quality are 
high, which leads to positive impact. This also requires that the users understand the need for a new 
process and system, since a high-quality information system will not in itself motivate users to adopt 
the system (Anand & Maleki 2008). 

Users tend to not adopt the system and process if they do not see the potential positive outcomes 
(Anand & Maleki 2008). Anand and Maleki (2008) argue that it is highly important that the sales team 
and the users understand the new processes and that the CRM system will help them in their day-to-
day job of serving the customers. 
 

3.6.3 Ease of use 
If the co-workers do not acquire the necessary skills when they are instructed in the new system, it will 
affect alignment (Brocke & Rosemann 2010). Users should be educated and trained in using the CRM 
system, and how the features and functionalities in the system should be used, in order to effectively 
execute the new business process (Anand & Maleki 2008). 

                                                 
1Luftman, J., Brier, T. (1999). Achieving and sustaining business-IT alignment. California Management  
Review. 42(1), 109.  
 
2 Edmondson, A.C., Roberto, M.A., Watkins, M.D.(2003). A dynamic model of top management team effectiveness:  
managing unstructured task streams. Leadership Quarterly. 14(3), 297-325. 
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Companies run a risk when implementing a system without actively involving the system users. 
Involving the users in the solution design will minimize the risk of running a system that confuses 
users rather than improve their effectiveness (Anand & Maleki 2004). 

3.6.4 Technology Acceptance 
Usability refers to whether the system is useful or not. If usability requires extra steps without adding 
any value or difficulty, the system will not be used, and can lead to ineffective workflows. Screens 
often need to serve more than one role in the company and can, therefore, be spread over more than 
one screen/page and include data that are not always relevant for all uses. Furthermore, when data are 
spread over more screens it leads to more clicking (Strong & Volkoff 2010). 

Co-workers play an important role in determining how the system can best meet their needs and 
will be used most effectively, so the process needs to fit their needs in order to drive the workflow and 
the technology, and to support the overall process (Goldenberg Barton 2008). 

Bumiller et al. (2008) reveal in his study that many business functions that have been implemented 
are never used, or alternatively that they provide more support than is actually requested, which in 
both cases may result in the system losing its value. The process could also be impossible to execute 
when the process activities are not supported by the system, or when the functions in the system are 
missing (Bumiller et al. 2008). 

3.6.5 Data Management  
A well-implemented CRM system will generate leverage benefits such as higher information quality 
about customers to marketing and sales. Additionally, it shortens the sales cycle and improves 
productivity, and by spending less time on administration and more time on monitoring customer 
service problems, the company will be able to react faster to customer needs (Goldenberg Barton 
2008). Customer information and history of activities need to be stored in the system in order to 
effectively manage the relationship with customers and potential customers (Chalmeta 2006). 

Bumiller et al. (2008) bring up the critical aspect of missing processed information. When a process 
is not measured and the information is missing, it makes it difficult for companies to optimize the 
process, measure the process cycle time, and allocate resources (Bumiller et al. 2008). A CRM system 
which contains high-quality information and a high functionality system has a positive impact on the 
company by enhancing user satisfaction (Kim 2004). 
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4. Empirical Results 
In section Empirical results, a summary of each respondent's interview is presented. The main 
observations are collected and briefly summarized. The result of the empirical study in terms of 
interviews is available in Appendix 3: Summary of the interviews. The most important data, which is 
relevant for the analysis, is presented in the analysis chapter.  

4.1 Summary of the Respondents Interviews 
Five co-workers from the case study company were interviewed. All five were experienced CRM 
system users working with the sales process on a daily basis. The answers did not differentiate greatly 
between the respondents, and they all indicated an overall positive perception of the sales process and 
the CRM system.  

The BDR ROW’s perception is that the management commitment and engagement is important for 
the success of the business process and for the CRM system to achieve a high degree of alignment. 
The design of the process and how it is communicated are important parts of the alignment. 
Employees need to be aligned, have a detailed understanding of each step in the process and of their 
own job roles in order to bring value to the company. Strategic decisions can only be made if all the 
relevant customer information is available, since lack of information creates gaps in the knowledge 
base. 

The VP Sales Nordic maintain that one of the keys to achieve a successful business process and 
CRM system is the integrations with third-party system and services. Even if some tools work well in 
isolation, the challenge is to get the whole process to work across different tool sets through 
integrations. The system should work with other systems, and not break or add manual steps between 
the different systems. He also brought up the relationship between the technical managers and the 
business managers as important. The key point is to formulate business needs in the form of 
requirements that match the system's capabilities. In order to do so, business managers require support 
from technical managers, who must have a thorough understanding of the business.  

The BDR Nordics describe a clear strategy from the management is necessary to influence the 
whole company, and the human factor is an important part of the success The CRM system will not 
bring any value if the co-workers does not following the process with follow on routines in the CRM 
system. Integrations with third-party systems and services, an automated process, and up-to-date 
information would improve customer relations. Access to an accounts historical data can help the 
salesperson when making decisions in relation to customers. 

The Key Account Manager brings up the importance of visibility, traceability and functionality in 
the CRM system as the key factors. Well defined steps, working as a team and that the team share the 
same way of working is important for the business process to become successful. Management must 
evaluate the process in order to make sure that the system works optimally. The process and the 
system must be user-friendly, so that employees can focus on their job assignments. 

The COO describes well defined and measurable data points and success criteria as an important 
part of the success. The data in the CRM system should always be kept up-to-date, be as automated as 
possible, simple to use, and incorporate data from other systems and services. Rich data lead to better 
statistics by drawing on information from other departments and services that are available within the 
same company. Granular data lead to better statistics and higher ability in forecasting. Shared 
knowledge from the business side together with a more automated process and system will lead to 
shorter sales cycle and bigger deal size that in the end will increase the sales. 

The result of the empirical study in terms of interviews is available in Appendix 3: Summary of the 
interviews. 
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4.1.1 Business Process 
A successful sales process should according to the respondents be a well-defined process with a clear 
defined methodology and structure. The job roles in the company and the success criteria should be 
defined so the co-workers understand what they are striving against and how to achieve those goals. 

4.1.2 CRM System  
A successful CRM system is a system containing rich customer information that is visible and 
traceable according to the respondents. The system should be easy to use and the more automated the 
better. The respondents brought up integration with third-party software and services as very 
important. The information from other departments in the company should be incorporated into the 
CRM system in order to follow the process from the beginning to the end. 

4.1.3 Critical Success Factors 
The majority of the respondents brought up many of the critical success factors when answering the 
open question about which critical success factors according to their perception had an impact on the 
ProcessSystem Alignment. The respondents describe the management team as a crucial factor in 
order to succeed with the process and system. Management team is crucial both in terms of 
commitment, engagement and the relationship within the team. The management team plays an 
important role in communicating the strategy from the top-down and having to follow up on the 
process. The understanding of the business process and CRM system is important. The adoption for 
the sales process and CRM system will be poor if the co-workers do not understand how and why they 
should use it. The co-workers have to feel that the process and system bring value to be fully used. 
Training should also be perceived as an important factor but since the respondents are well-
experienced CRM system users, many of the respondents didn't find training as necessary. Involving 
users when changes are made to the process and system was a factor the respondents brought up that 
would have a positive impact on the alignment. The users are the ones working with the process and 
system on a daily basis and would absorb the changes better if they felt they were a part of the change. 

System usability is a factor that has an impact on the usage. The system's functionality is not that 
critical according to the respondents. This could be, since most of the respondents do not perceive any 
limitations in the system and view the system to functionality cover their needs. Data management is a 
very important part for the alignment to become successful. The information quality and completeness 
have an impact on the process result, without the information and data it would be difficult to measure 
and do analytics on the data. The lack of information in terms of completeness and quality creates a 
gap in the knowledge base which make the process less efficient. 

4.1.4 ProcessSystem Alignment Influence on Performance 
A successful alignment according to the respondents lead to a fluid and largely successful sales force. 
A CRM system containing all the relevant metrics and accurate data will make it possible to generate 
reports and analyse the data to better understand customer behaviour, increase the process and for the 
sales cycle to become more effective which in the end will lead to a higher close rate. 
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5. Analysis 
An analysis of the empirical data gathered from the interviews is analysed on the factors and variables 
in the analysis model and presented in this chapter.   

5.1 Business Process 
The CRM initiative requires a commitment from the top management and a successful CRM process 
can only be realized when there is a strategy in place (Goldenberg Barton 2008). The BDR ROW 
explains that the management team needs to be aligned with each other and communicate the business 
strategy in order to have a working process. Without an aligned management team, the business 
process will be incoherent which will lead to an even worse performing CRM system. 

According to Kim (2004), business processes can only be designed and developed if there is a clear 
CRM strategy, including goals and strategy, set by management. The BDR ROW finds clearly defined 
parameters and structure and a clearly defined methodology to be important. With defined parameters 
and structure, clearly defined roles, co-workers can focus on their individual work and work as a team. 
The BDR ROW perceives that a strategy needs to be in place since the co-workers working with the 
process need to understand what’s important for the business, the direction of the business and an 
understanding of the background and context. The Key Account Manager also believes in having a 
clear strategy as being very important. All the different functionalities within a company have 
different interests in the process and a clear strategy makes it easier to follow up. Any sales process or 
sales strategy that enables ways of working and how to go about a sales process makes everything a lot 
easier. The VP Sales Nordic agrees with the Key Account Manager about the importance but does not 
consider the whole business strategy as being crucial, but posits that in order to get the sales process to 
work there need to be a clear target customer. The important matter is to fill up the funnel with 
relevant leads and that the handovers between departments are working well. 

The BDR Nordics perceives the strategy governing the process to be important. A clear sales 
strategy that all co-workers are following and when targeting companies, there needs to be a clear 
sales strategy guiding which companies to target. Which companies to target is something that the Key 
Account Manager mentions and she also brings up that if the company wants to scale up sales, it needs 
to be very clearly defined what you are selling.  

According to Brocke and Rosemann (2010) the design of the process the most fundamental aspect 
of a business process. The process design defines the task to be performed; i.e. the specification. The 
specification should include information about who in the company should perform the tasks and 
when. The specification should also contain which information, the precisions of the tasks and under 
what circumstances (Brocke & Rosemann 2010). 

The VP Sales Nordic maintains that the design of the process is crucial in order to be able to work 
properly. The design of the process, the activities in the tasks, the order of the activities and how they 
are aligning with each other. The BDR ROW also finds clearly defined roles, job functions and rules 
to be important. There must be defined roles that clearly define who does what, when, where and how. 
A clear definition is important in order to make sure that the sales team understands the process. The 
BDR Nordics does not fully agree with the opinion expressed by BDR ROW by arguing that for a 
small company it is not critical to have a specific design of the process to be followed. In a big 
company, the design of the process might be more crucial, but in a small company a more flexible 
process is more suitable. 

Adebanjo (2008) posits that training in the system, as well as involving the users when designing 
the system are beneficial. Effective system design should support and reflect the business process 
(Adebanjo 2008). Understanding the process is a golden rule when it comes to a business process. For 
a sales process to be fluid, functional and efficient there must be a plan according to the BDR ROW. 
To convert a potential customer into becoming a customer the COO argues that the ten steps in a sales 
process needs to be defined. 

Anand and Maleki (2008) recommend companies to identify the performance metrics for the 
process and to constantly measure the metrics in the CRM system. According to the VP Sales Nordic 
the obvious metric when it comes to sales is the sales numbers. The metrics are measured in the end of 
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the sales process. To be able to tweak and improve the process it is necessary that every step in the 
process is measured in order to understand where in the process the company win or lose out. The 
COO agrees with the VP Sales Nordic by describing that by measuring the performance of the process 
it is possible to understand if the company is doing well, calculate the numbers and be more accurate 
in forecasting. 

The VP Sales Nordic does not perceive the measurement being crucial for the process itself to be 
functional. In order to improve the process the measurements need to be in place. Behboodian et al. 
(2011) bring up that one of the failure factors in the implementation of a CRM system is the lack of 
tracking and measurement of the key performance indicators of the process (Behboodian et al. 2011). 

The BDR Nordics maintains that measuring the performance of the process is important for both 
marketing and sales. Such measurement provides an indication of when it goes in the right direction or 
if something has gone made wrong and the strategy needs to be changed. The Key Account Manager 
finds the measurement of being able to easily trace what happens and why in the process important 
and if it has taken a wrong turn. The BDR ROW also perceives the measurement to be important, that 
the co-workers involved in the process are able to understand and to define what success looks like by 
everyone involved in the sales process. By measuring the performance of the sales process the 
understanding of the process activities could help the company to optimize the sales process by adding 
or removing steps in the process design. 

5.2 CRM System  
The system should continuously generate customer knowledge in order to support customer 
relationship management (Chan & Khodakarami 2014). The BDR ROW’s perception is that the CRM 
system works well and incorporated with all the information needed for the sales process to work. 
Some of the information from other departments are missing and argues that the CRM system needs to 
connect with all areas of the company, touch and cover all aspects to fit in. According to the COO, a 
CRM system should contain relevant data points, everything from an actual marketing qualified lead 
to a sales qualified lead. The information should contain data about the sales cycle, the deal itself and 
have a defined product scheme with what the person is buying to be able to forecast the process. 

Customer loyalty is highly important and loyalty can only be reached when there is clear 
understanding and knowledge of the customer's behaviour. The customers knowledge can only be 
reached by having the information integrated and available to all channels (Anand & Maleki 2004). 
The VP Sales Nordic perceives the CRM system as a component of an ecosystem and the CRM 
system should not only be looked at individually. The system needs to be functioning with the 
marketing tools to follow the process from beginning to the end. From the marketing process creating 
the need through the whole sales process and effectively through the whole end until the collection of 
payment. The BDR Nordics likes that emails being sent and received between sales and customers are 
saved in the current CRM system. The available history make it possible to find information even if 
the salesperson responsible for the customer is not available or has left the company.  

The BDR ROW describe the CRM system to be as successful as the company want to make it. The 
more information salespeople share by entering information in to the system, the more information can 
be manipulated and used in outbound reaches and customer management. According to Goldenberg 
Barton (2008) the CRM system will make the overall communication better in the company as more 
staff spend time and share information in the same system, this requires individuals to be prepared to 
share their own information with their colleagues and the information across the company 
(Goldenberg Barton 2008). The BDR ROW agree by describing that a failing factor is when a 
salesperson does not share the knowledge about their customer and the information in the system. 

Chan and Khodakarami (2014) describes that the level of support for customer knowledge varies 
based on the systems functionalities and features. The VP Sales Nordic describes the system features 
as important. When a sales process is defined, the system should be supporting the process and the 
tasks handled throughout the whole process. The BDR Nordics mentions that system functionality is 
as important, the functionalities should match the process and will help the sales team in their use of 
the system. According to Coltman (2006) the strategy can effectively be executed when the customers 
understanding and interdepartmental communication is supported. 
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VP Sales Nordics describes that even if tools work well in isolation, the challenge is to get the 
whole process to work across different tool sets by integrations. The system should work with other 
systems without breaking or adding manual steps between the different systems. Adebanjo (2008) 
describes that to achieve a successful CRM system the system should be compatible and able to be 
integrated with other IT applications and systems (Adebanjo 2008). The BDR ROW perceives the 
integration with third-party applications and systems as crucial. The level of information is important 
depending on the stage in the sales process. In the early stage of a sales process the information from 
third parties are more crucial. When a relationship is managed with the potential customer later on in 
the sales process the information is less crucial. The BDR Nordics agrees with the thinking behind the 
integrations and describes that the asset of having the system integrated with other services. The 
system should leverage and automatically update the information about customers and lead to the 
information always being up-to-date. The information from other systems and services are also 
important for the COO. It is crucial to have connections with marketing, billing and everything in the 
same place and that the information is kept up-to-date. 

5.3 Critical Success Factors 

5.3.1 Management Commitment 
The BDR Nordics describes the management commitment together with a clear strategy, important to 
influence the whole company. For the co-workers it is crucial for the system to be easy to use in order 
to make them feel they want to use it. The system should be automated as much as possible in order 
for it to be efficient. Kim (2004) describes that the success of a CRM system, development and 
implementation highly depends on the organisational commitment. Both in terms of financial 
investment and human resources. Management needs to be committed through the whole process in 
order to encourage user participation (Kim 2004). The user participation is something the BDR ROW 
brings up by describing that without the commitment, the company could lose talent if co-workers do 
not feel that anything is moving forward then they could move to another company for a different 
challenge. BDR ROW also describes the management commitment to be important for the business 
process to understand where the process requires to be improved and changed. The VP Sales Nordic 
describe that in order to implement multiple processes into the system effectively in a global company 
and to get the global alignment, you will need the management commitment. 

The Key Account Manager does not find the relationship between IT manager and business 
manager crucial for the alignment. The responsibility of the system and process should be owned by a 
business manager and not a technical person. According to Yayla (2007) one of the key factors, in 
order to achieve high alignment, is the relationship between the IT manager and business manager. An 
active relationship and communication will enhance the business planning and allows IT to add value. 
(Yayla 2007). Yayla (2007) is referring to Luftman and Brier (1999)3 that explains that the 
relationship can be considered as one of the top inhibitors of alignment. The VP Sales Nordic agrees 
on this and describes that the key thing is to formulate the business needs into requirements that 
matches the system's capabilities. In order to do so there is a need for technical understanding and 
support from technical product managers that understand the business process. The BDR ROW also 
agrees on this, technical managers need to understand the sales process and the business managers 
need to understand the product and the technical management in order to move forward. BDR Nordics 
finds the relationship between managers important. The salespeople need to be aligned to understand 
what to deliver, how to deliver and how to close a deal. 

The BDR Nordics brings up a clear strategy as important and believes the process to not be 
successful if the management team does not share the same agenda and strategy. Henderson and 
Venkatraman (1999) highlight the importance in reaching a high strategic alignment between the 
company's business strategy and the information system infrastructure as highly important and that the 
management team understand both perspectives and apart from being engaged in the strategy and 
processes, also be engaged in the technical transformation (Henderson & Venkatraman 1999). The VP 

                                                 
3 Luftman, J., Brier, T. (1999). Achieving and sustaining business-IT alignment. California Management  
Review. 42(1), 109.  
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Sales Nordic brings up this by describing that the relationship is important, we need to work closely to 
get the process and CRM system to work well and there is a need of iteration and a close relationship 
between business managers and technically skilled co-workers. The Key Account Manager describes 
that the management relationship is important for the company’s result, from a health perspective and 
also to make sure the team are in sync and moving the same direction. The BDR ROW’s perception is 
that even if the managers have their own core job role, managing the CRM system or the business 
process may not be one of their core job functions, however it is still important for them to take lead 
on and have a clear understanding of the process and system. BDR ROW describe 

“If their team can't perform to their best that’s a management issue and those issues needs to be heard.” 

Optimizing the process itself requires management decision and to make those decisions the 
management needs the inside in how well the process and system work, according to the VP Sales 
Nordic. To get the whole process to work and to align with other departments effectively, the 
management team have to share the same goal and vision. Yayla (2007) referring to Edmondson et al. 
(2003)4 who describes managers to be less effective in their decision making when they do not share 
the same goals and divergent interests (Yayla 2007). The BDR ROW does not believe the 
management team need to share the exact same goal but the goals need to be aligned when it comes to 
the business processes. For the goals with the CRM system, the alignment is the key. If the 
management does not share the same goals, the system could be pulled in different directions which 
lead to a non-functioning, not optimized system. The BDR Nordics perception is that the shared 
interest in the process is important but may differ depending on the region. Two regions may not share 
the same vision of what a good result looks like. If the different regions share and work in the same 
CRM system, it is important they are following the same process. 

A team managing the changes during implementation and changes in the system it is important that 
those changes be managed because it will have an effect on the company in terms of co-workers and 
their roles (Anand & Maleki 2008). There should be a strategy when changes are made according to 
the VP Sales Nordic. The more larger and spread out the company is, the bigger need of a team 
managing the changes and to have a change process in place. Define the change ownership, who is the 
owner of the changes, making the changes and also prioritizing the changes by funnelling the changes 
through one channel. Otherwise there will be a lot of system administrators doing changes based on 
their own knowledge and requirement. The BDR ROW agrees with the VP Sales Nordic and wants to 
have a channel were difficulties in the process and CRM system could be highlighted. Having 
someone to speak to directly, whose job role it is to take action and come back with feedback. By 
having this job role, the BDR ROW believes co-workers can focus on the activities and priorities in 
their roles and also push an adoption to a healthy environment in the workplace. The BDR Nordics 
thinks the company is too small for such a need but believes a system owner would be good to have to 
ask questions regarding the CRM system. 

Anand and Maleki (2008) describe that aligning a business with its operations and for ensuring 
successful implementations, companies should set up operational structures where both business 
sponsors and technical personnel should be involved in the design and implementation. This is key to 
achieve an effective CRM system that meets the business goals by producing results and drive 
functionality (Anand & Maleki 2008). According to COO becoming as efficient as possible will 
benefit everyone. He believes that by automating the process leads to shorter sales cycles and that also 
bigger deal sizes could be made. It is important for the business management side to share the 
knowledge about the actual process itself into the CRM system. The salespeople need the knowledge 
to shorten the sales cycle or increase the size of the deals. 

5.3.2 User Satisfaction 
Strong and Volkoff (2010) describe that it is important that co-workers have an understanding of the 
task to perform in the process, responsibilities and that the time to perform the activities in the 
workflow is calculated to fit to not make co-workers overworked or sit idle (Strong & Volkoff 2010). 
COO describes that if the salespeople do not understand the full process there might not be able to 

                                                 
4 Edmondson, A.C., Roberto, M.A., Watkins, M.D. (2003). A dynamic model of top management team effectiveness:  
managing unstructured task streams. Leadership Quarterly 14(3), 297-325. 
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populate the data in the right place. Co-workers need to have a full understanding of how the process 
works and how to use the CRM system, otherwise, they will not use it or only use part of it. 

The understanding of the overall process and its goal is important for the co-workers working 
within the process to realize the process’ potential (Brocke & Rosemann 2010). The VP Sales Nordic 
has experienced how the understanding affects the satisfaction when co-workers do not really 
understand how the CRM system works and how it helps them in driving the sales process. They 
rather see the system as a reporting system where data should be entering without getting any value 
back. Kim (2004) describes that the CRM system will not motivate users if the users do not understand 
why and how the new system and processes will be needed (Kim 2004). The BDR Nordics believes a 
CRM system works best when the salespeople are using it and the marketing team are able to follow 
up. A CRM system should be user-friendly so co-workers are using it. 

”If your salespeople do not use it then it won’t deliver any value.” 

A lot of information and system quality has a positive impact and lead to increased user satisfaction. 
This requires that the users understand the need for the process and system. A high-quality information 
system itself will not motivate users to adopt the system (Anand & Maleki 2008, referring to Kim, 
2004). The Key Account Manager is highly motivated when it comes to the sales process but feels less 
motivated when using the CRM System because it is not user-friendly. The BDR ROW is motivated 
since the CRM system allows them to get their job done efficiently. The BDR Nordics is motivated 
when using the CRM system and describe the smartphone application as very good. Sometimes 
lacking in motivation occurs when salespeople forget to add data which leads to lack of information. 

The BDR Nordics believe that not understanding the process and system would lead to an unhappy 
feeling, being unmotivated and would affect the usage of it. Co-workers adopt the process when they 
are understanding the process, system and outcome of it. This is something Anand and Maleki (2008) 
describe as users tend to not adopt the system and process if they do not understand the positive 
outcomes. It is highly important that the sales team and users understanding the processes and the 
CRM system will help them in their day-by-day job by serving the customers (Anand & Maleki 2008). 
The BDR ROW perception is that if co-workers understand why and what information should be put 
in, why and how it is important for other co-workers, they will feel more motivated to use it. 

5.3.3 Ease of use 
Co-workers who do not absorb the training, is a factor that will affect the alignment (Brocke & 
Rosemann 2010). Users should be educated and trained in using the CRM system, on the features and 
functionalities in order to effectively execute the business process (Anand & Maleki 2008). Training is 
according to the VP Sales Nordic, something that often is lacking. The main purpose of the training is 
to explain why to use the system and how it will help rather than understand where to put the numbers 
in. A CRM system should add value to sales process rather than driving it. The BDR ROW believes 
training should be available since CRM systems are large platforms and by having someone telling 
you how to use it in the job role, the more knowledge co-workers get. The more co-workers feel they 
can do with it, will allow co-workers to accelerate their ability to succeed in their job role. The BDR 
Nordics believes it depends on your experience and if you are very unfamiliar with a sales process and 
computers. Co-workers that understand how the sales process works will understand the CRM system 
since it follows pretty naturally. The Key Account Manager does not always find training as 
necessary. It depends on how experienced the user is but if a lot of changes were implemented, 
training would be positive.  

Companies run a risk when implementing a system without acting and involving the system users. 
By involving the users in the solution design, it will minimize the risk of running a system that 
confuses instead of running a system designed to improve the user's effectiveness (Anand & Maleki 
2008). The VP Sales Nordic describes involving users when changes are made as crucial, they should 
be a part of the change process to validate the change from a user perspective. 

”If you feel part of the process you are more willing to follow the process”. 

The Key Account Manager fully agrees and sees user involvement as key. Both in terms of process 
and system, the co-workers that are going to be using it in the way it is meant to should be involved in 
the process. For the BDR Nordics the involvement is important, many times management do not 
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understand the process on an operational level, they understand the higher strategy value-added level 
and the users going to be affected since they are working with it. Co-workers need to understand what 
is going to change and how it will affect them. Therefore it is important to bring them in to understand 
their needs since the CRM system will be useless if no one uses it. The BDR ROW does not fully 
agree with the VP Sales Nordic, the Key Account Manager, the BDR Nordics with the argument that 
if inviting and involving everyone from a unit perspective, not much will be done. Too much 
information that is not consolidated beforehand will lead to the same issue presented in different ways 
and will slow down the project. The BDR ROW rather sees a one person, a champion, from each 
department collecting priorities, issues and what is working well and then having a meeting with all 
champions. Everyone should be able to give their thoughts but not in a micromanaged process. 

5.3.4 Technology Acceptance 
Usability is important to help co-workers adapt to the process according to the VP Sales Nordic. The 
system should not be a pain to use and users need to feel that they are getting something back from the 
CRM system in order to understand why they should use it. Strong and Volkoff (2010) describe that 
usability referring to the way the system is useful or not if the usability requires extra steps without 
adding any value or difficulty, the system is not used and can lead to ineffective workflows (Strong & 
Volkoff 2010). The BDR ROW are happy with the system and functionality and the only minor 
frustration is that sometimes there is too much not needed information. Having too many options 
available affects how co-workers use it. The BDR ROW describes only focusing on the important 
areas and using the functionality which has been told from a business strategy and business process 
perspective is important. The BDR Nordics argue that if a business process is too difficult to 
understand and illogical it would affect the sales process and the usage of the system. 

The Key Account Manager raises the importance of usability and ease of use as one of the most 
important aspects of a CRM system.  

“As a sales person you never want to have too much administration” 
As a salesperson you never want to have too much administration and therefore the system needs to 

be simple to add information otherwise it would not be used. This also goes back to the Technology 
acceptance part where Strong and Volkoff (2010) describe that if the usability requires extra steps 
without adding any value or difficulty, the system is not used. 

Co-workers are important for the process result since if they do not enter any information, it is 
difficult for the BDR Nordics to accomplish tasks since the activities are dependent on the 
information. Co-workers play an important role is something Goldenberg Barton (2009) brings up, 
how the system will meet their needs and will be used, the process needs to be right to drive the 
workflow and the technology in order to support the process (Goldenberg Barton 2008). If the system 
is not user-friendly the BDR ROW will not want to spend time on working out how to use it and 
would find quicker and more efficient ways of going around it. 

Bumiller et al. (2008) revel in his study that many business functions that have been implemented 
are never used or the other way around, as more support is required than it actually requests and so 
loses its value. The process could also be impossible to execute when the process activities are not 
supported by the system when the functions in the system are missing (Bumiller et al. 2008). The Key 
Account Manager does not find the current process activities being supported by the system today and 
perceive the mapping between the process and CRM system as critical. The BDR ROW perception is 
that the system covers the functions required but sometimes felt it is too much information. Too much 
functionality is not necessary, it is just a waste of time. The VP Sales Nordic does not see any 
limitations in the system functions when it comes to the sales process but believes the functionality 
could affect the adoption if there were some limitations. 

5.3.5 Data Management  
The VP Sales Nordic describes that the information will affect the result. By having more context 
around, then informed decisions can be made in order to drive the process. According to Goldenberg 
Barton (2008) a well-implemented CRM system will be successful in the way of leveraging benefits 
such as higher sales and marketing information quality about customers. COO describe that the CRM 
system needs to be automated and easy to use, otherwise, if the salespeople have to entering a lot of 
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data manually it will slow down the actual process itself. This is something Goldenberg Barton (2008) 
brings up by describing how a shorten sales cycle, improved productivity and spending less time on 
administration and more time on monitoring customer service problems give more time to react to 
customer needs (Goldenberg Barton 2008). 

The information and history of activities about the customers need to be stored in the system in 
order to manage the relationship with customers and leads (Chalmeta 2006). One of the most 
important keys as Key Account Manager is the visibility and the history. The Key Account Manager 
describes that the history and the ability to trace back activities previously done will help the 
salesperson in making decisions on what the next step in the relationships with customers is. The VP 
Sales Nordic’s perception is, if the system is more of a contact list with contact information rather than 
information that does not add to the sales process, it will lack in context in terms of reporting structure 
and history in terms of experience. The BDR ROW agrees with the VP Sales Nordic by describing 
when a system is becoming richer, historically certain account information or lack thereof leads to 
gaps in the knowledge base which could be managed but becomes a problem especially when the co-
workers entering the information that is no longer in the company. 

Bumiller et al. (2008) brings up the critical aspect of processed information being missing. When a 
process is not measured and the information is missing, it makes it difficult for companies to optimize 
the process, measure the process cycle time and allocate resources (Bumiller et al. 2008). COO agrees 
by describing that if you have all the customer information in the same place you can make better 
strategic decisions and focus on the customers that actually bring in the most money and the shortest 
sales cycle.  

The BDR ROW believes that the lack of information creates gaps in the knowledge base. If the 
quality is not there, it becomes a lack of knowledge which requires time to either find the information 
or covered by inferred information. It could be wrong information which then creates a block in the 
part of the efficient functioning business process or CRM system.  

”the more information put in, the more richer to the knowledge base and the better we stand and 
connecting and being on a long run more successful as an organisation” 

According to Kim (2004) a CRM system which contains high-quality information and high 
functionality system has a positive impact on the company by the high user satisfaction it enchases 
(Kim 2004). The VP Sales Nordic describes that the result of the process is not affected by the contact 
information itself but more from the co-worker’s understanding and how they see the information in 
the system. If they have a feeling that much of the information in the system is incorrect, then it is 
more of proving to the users that the information is relevant. 

5.4 ProcessSystem Alignment Influence on Performance 
The BDR ROW describes that one of the fundamental reason why most business processes fail is that 
of misalignment with the CRM system and will therefore not produce an efficient workflow. 
According to the COO, a CRM system should contain all the relevant data points. It should contain all 
the information about the sales cycle, the deal itself and have a defined product scheme on what the 
person is buying in order to forecast it. The more granular it is the better, the more data points to have 
the more statistics and reports. 

The revenue per month and the overall business result is important data that a well-implemented 
CRM system will measure. It will ensure the automation of the company's sales, marketing and 
customer service functions working productively to deliver more sales (Goldenberg Barton 2008). 
According to the BDR ROW, information which is poorly described, misleading, misunderstood will 
slow down the process. The BDR ROW agrees on this and describes that there is a need of a clear 
understanding with everyone involved in the sales process and to define what success looks like. By 
quickly understanding areas in the sales process that were reached and not performing, changes can be 
made to make the process more fluid. This by adding steps or by removing steps in the workflow and 
to become more efficient. 

A successful process is according to the VP Sales Nordic, a process without bumps, manual steps, 
integrated with other relevant systems and containing relevant information. Having a system that 
supports the process and ads value throughout the process will lead to a more effective way of 
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working with customers, prospects and in the end, a higher conversion rate and more deals will be 
closed. Adebanjo (2008) describes the benefit a company can get from a well-implemented CRM 
system is an increase in sales by fast response to customer requirements and add more resources for 
customer retention as well as new customers (Adebanjo 2008). COO argues that by collecting all the 
data then performing analytics so we can identify statistics on how we can shorten the sales cycle.  

“you can make much better strategic decisions if you have information about your clients” 

COO describes automation by having good technical information on the potential client and clients 
so lessing the interaction you have to have with them. It is crucial to have automated processes. By 
automated processes the co-workers in the company can communicate with each other through the 
CRM system and become more efficient. 

Automate sales, marketing and service processes through a CRM system helps the company to 
lower their sales cost by increasing the sales force productivity by moving from high cost of direct 
sales to onsite sales calls (Goldenberg Barton 2008). Clear goals and performance indicators flow well 
together with a system, where to follow the process and customer information the BDR Nordics say is 
important and having an effect on the sales force productivity. The BDR ROW describes that from a 
salesperson perspective it is important that the information is entering into the system, the more 
information put in the more richer the knowledge base and the better the sales force stand, connecting 
and leading to, in the long run a more successful sales cycle and therefore successful company. 

The company’s sales force could be more successful with a well-implemented CRM system, they 
would spend less time on administration and more time on interactions with existing customers and 
new customer prospecting (Goldenberg Barton 2008). The BDR ROW describes as sales person being 
targeted on the number of meetings, closed business, a target to reach and if spending too much time 
on filling out information, the productivity reaching the goals is somehow hindered. 

According to Goldenberg Barton (2008), the system will help the salespeople to move prospects 
through the sales pipeline and be more efficient in follow up correspondence and in customer service 
which leads to a higher close ratio. The VP Sales Nordic describes that a more aligned, defined system 
and process, together with clear expectations and a work process easy to follow that can be followed 
up will at the end of the day lead to salespeople to be more productive as a team. 

”in the end of the day you will be more productive as a team” 
The CRM system together with all the gained information from activities and the market, track and 

monitor the information in the system, will help management to make the strategic decision in order to 
develop the business (Goldenberg Barton 2008). By having the measurement system in place and 
measure every step or the relevant steps then business decisions can be made based on that and 
improvement can be done according to the VP Sales Nordic. In order to optimize the sales process 
itself and the outcome of the strategy from the beginning, there is a need for measurement. COO 
describes that the management team wants to see what is in the pipeline. The numbers, the status, what 
type of deals are made, the average time of the cycle and the size of the deals. The Key Account 
Manager agrees on this by describing that in general, a company that shares the knowledge around the 
sales and the customer interaction is more successful. 

Technology helps companies to become more efficient to improving information, provide better 
tracking and reports in order to make strategic decisions and to enhance customer service and sales 
(Goldenberg Barton 2008). By review deals and following the statistics and the revenue, the BDR 
Nordics believes the understanding of where it goes wrong and having a win-loss analysis will help in 
order to make strategic decisions. The BDR ROW describes the CRM system as a tool which supports 
the salespeople in quoting customers. Identify what customers have and information for upscale and 
cross-sell. 

5.5 Knowledge Contribution 
Figure 2 shows a modified version of the current analysis model in Figure 1. Contributed knowledge 
gained from the empirical result was that the alignment lead to sharing of knowledge. The analysis 
model in figure 2 has been updated with Knowledge Sharing, added as a contribution to knowledge. 
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Knowledge sharing has been added to the dependent variable Performance in the modified analysis 
model. 
 

 
 
Figure 2: Modified Analysis Model of critical success factors that influence on ProcessSystem 
Alignment. Knowledge Sharing added to the modified analysis model.  
Source: The author 
 
Two of the respondents brought up knowledge sharing in plain words. Other respondents reasoning 
around knowledge sharing without describing it in plain words. The assumption made from the 
reasoning around knowledge sharing rely on the respondent's description of how co-workers can learn 
how to shorten the sales cycle and increase sales. The respondents brought up how the alignment 
could leverage success and described shared knowledge as one of them. By rich information in the 
CRM system, the salespeople can learn from deals that have already closed. Shared knowledge from 
the business side together with a more automated process and system will lead to shorter sales cycle 
and bigger deal size that in the end will increase the sales. The salespeople need the knowledge to 
know how to shorten the sales cycle and increase the size of the deals. 

When BDR Nordics first started at the company he went through the CRM system and the 
historical information collected from deals. The historical information on how the sales representative 
got the leads attention was information they considered to be of value. Having access to the other sales 
representatives history made the BDR Nordics become more efficient in reaching out to potential 
customers. The Key Account Manager believes that the company can become more successful when 
salespeople share knowledge about customers and learn from each other. The COO describe the 
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importance of business managers to share the knowledge about the sales process in the CRM system. 
By sharing knowledge in the CRM system co-workers can learn how to shorten the sales cycle or 
increase the size of a deal. 
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6. Conclusions 
The purpose of this study is to investigate which critical success factors influence the alignment 
between a business process and CRM system and the performance.  
 
The aim of this thesis was to investigate which critical success factors influence the alignment 
between a business process and a CRM system. The work presented in this bachelor thesis focused on 
a case study of the company Apica. The detailed empirical result collected through interviews with co-
workers in the case study company can be read in the Appendix 3: Summary of the Interviews.  

The study conducted in this thesis has shown that a successful processsystem alignment can have 
a positive influence on company performance depending on a number of factors. A processsystem 
alignment can optimize the company’s process performance, increase the sales force productivity, and 
lead to better decision making and knowledge sharing. This will only lead to an improvement in 
performance if there is a measurement in place. This measurement must have access to information in 
the system in order to accurately present data and reports, make strategic decisions, optimize the 
process and increase productivity. Therefore, information is crucial both in terms of quality and 
completeness. Information is the core of a CRM system and it is dependent on the company’s 
employees to share their data by entering information into the system. Secondly, system integrations 
were found to be highly important. System integrations incorporate data from different departments, 
systems and services into the CRM system, and if the information is sufficiently accurate, it will 
provide the salespeople with a better basis for making decisions when building relationships with 
customers. Thirdly, it is important that the management is committed to developing efficient and 
fluent business processes. The management team should communicate the process to the sales team, 
and make sure they understand the process and its value. Fourthly, the employees are important for the 
success of the alignment. If the employees lack an understanding of the business process or the CRM 
system, so that the process or the system is not carried out as it is supposed to, the company runs a risk 
of losing the investment. 

The respondents were all experienced users of the CRM system who were working with the sales 
process on a daily basis. The answers did not differentiate greatly between the respondents, and they 
all indicated an overall positive perception of the sales process and the CRM system. According to the 
findings of this thesis, the positive outcome of a processsystem alignment depend mainly on three 
factors: management commitment, data management, and system integrations. 

Management commitment. Management commitment and engagement is important for the success 
of the business process and for the CRM system to reach a high degree of alignment. The key point is 
to formulate business needs in the form of requirements that match the system's capabilities. In order 
to do so, business managers require support from technical managers, who must have a thorough 
understanding of the business. Furthermore, the design of the process, and how it is communicated, is 
very important. A clear strategy from the management is necessary to influence the whole company, 
and the human factor is an important part of the success. Employees need to be aligned, have a 
detailed understanding of each step in the process and of their own roles in order to bring value to the 
company. Management must evaluate the process in order to make sure that the system works 
optimally. The process and the system must be user-friendly, so that employees can focus on their job 
assignments. 

Data management. The information in the CRM system has an effect on the success of the 
company’s profit. Strategic decisions can only be made if all the relevant customer information is 
available, since lack of information creates gaps in the knowledge base. Incorrect information can 
impair the efficient functioning of the business process or CRM system. The employees understanding 
of the system and their willingness to share information are important. When a CRM systems database 
is becoming richer, historically certain account lack of information leads to gaps in the knowledge. 
Access to an accounts historical data can help the salesperson when making decisions in relation to 
customers. 

System integrations. Rich data lead to better statistics by drawing on information from other 
departments and services that are available within the same company. The data in the CRM system 
should always be kept up-to-date, be as automated as possible, simple to use, and incorporate data 
from other systems and services. Furthermore, integrations with third-party systems and services, an 
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automated process, and up-to-date information would improve customer relations. Even if some tools 
work well in isolation, the challenge is to get the whole process to work across different tool sets 
through integrations. The system should work with other systems, and not break or add manual steps 
between the different systems. Integration with third-party applications and systems is crucial. The 
system should automatically update customer information, and always be updated, using information 
from other systems and services. It is crucial that connections and up-to-date information from other 
departments in the company are kept in the same place to maximize efficiency. 

In order to determine the positive effect of alignment on company performance, the process and 
system must be measured. Well-defined and measurable data points and success criteria are important 
parts of the success. Measurement makes it possible for the management team to verify that the 
company and sales team are working in the right direction. In order to optimize the process, it is 
necessary to measure how well the process and the system work. By optimizing the sales process, the 
sales team can become more efficient in customer relations, which can lead them to close more deals. 
The empirical results brought up a new finding which is presented in the empirical results and by the 
modified analysis model. The performance of a successfully aligned sales process and CRM system 
except for the three mentioned in the literature is Knowledge Sharing. By having rich information in 
the CRM system, the salespeople can learn from deals made in the past. Shared knowledge from the 
business side together with a more automated process will lead to a shorter sales cycle and bigger deal 
size, which will increase sales. In order to achieve these outcomes, the salespeople require knowledge 
which must be made available to them in a rich information system. 

 
Future Studies  
This purpose of this study was to gain knowledge about the critical success factors that influence 
processsystem alignment, and the advantage of such an alignment in terms of performance. Since 
most studies have focused on the implementation of a CRM system, it would be interesting to conduct 
more studies on already adopted CRM systems. The present study focused on an already adopted sales 
process and CRM system in a sales department, yet since every company and sales process is unique, 
further empirical studies should be done on the same topic, but using another company and sales 
process. This would generate more generalizable data on the influence of system alignment, and the 
critical success factors. It would also be interesting to investigate if the contributed knowledge in this 
study Shared Knowledge to be mentioned in other companies. One of the findings of this study was 
that system integration plays an important role in processsystem alignment. It would be interesting 
to examine how information sharing between different departments and services in the same system 
could generate benefits by comparing two business processes using the same information. 
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Appendix 1: Terms 

Key concepts Definition Sources 

Alignment An arrangement in which two or more things are positioned in a straight line or 
parallel to each other.  

(Cambridge 
Dictionary, 2018a) 

Analysis model A conceptual model illustrate the purpose by describing the items and the 
relationship between them. 

(Miles & 
Huberman, 1994) 

Business Process A business process is as a coordinated group of activities or tasks for achieving a 
business goal.  

Motiwalla and 
Thompson (2009) 

Business Strategy A detailed plan for achieving success in one part or all parts of a business (Cambridge 
Dictionary 2018c) 

Business Strategy 
Level 

The first level in Österle’s organisational design model, on the business strategy 
level the organisational management working with business development with 
the aim to improve the company’s business strategy. 

(Österle 1995) 

CRM System Customer Resource Management System, a system used to managing customer 
relationships 

(Goldenberg 
Barton 2008) 

CRM Process A business process executed through a CRM system. The CRM process describes 
the workflow of activities conducted in a CRM system.  

(Kim 2004) 

Enterprise System Enterprise Systems are large systems that collect a company’s systems such as 
enterprise resources planning, supply chain management, customer relationship 
management and other enterprise-level systems.  

(Motiwalla & 
Thompson 2009) 

Enterprise system 
packages 

Enterprise system packages are large process-oriented packages aimed to meet a 
company’s need for information systems.   

(Strong & Volkoff 
2010) 

Influence To affect or change how someone, something or an event develops, behaves, 
think or cause something to be changed. 

(Cambridge 
Dictionary 2018b) 

Information 
System Level 

The third level in Österle’s organisational design model, information system level 
is the one were the responsibility and competence are set. 

(Österle 1995) 

Organisation 
Design Model 

A model to describe how development can be conducted at different levels in an 
company. 

(Österle 1995) 

Performance How well or successful a person, machine, company, etc. does a piece of work or 
an activity and how much profit it makes. 

(Cambridge 2018d) 

Process A process is a structure of actions that has a start and an end. The work activities 
in an process is made in a specific order. 

(Davenport 1992) 

Process Design  The process design describes the task to be performed, a specification of the 
process. Who should perform the task and when, the information and precisions, 
and under what circumstances. 

(Brocke & 
Rosemann 2010) 

Process Level The second level in Österle’s organisational design model, the process level in 
the model focusing on the organisational development, on the organisations 
business processes and the customization of the products. 

(Österle 1995) 

Sales force A group of employees in a company whose job role is to sell the company’s 
products or services.  

(Cambridge 2018e) 

Salesforce CRM A CRM vendor, Salesforce is the world's leading CRM system vendor. (Salesforce 2018) 

Sales process The sales process is a process where the relationship between a customer and 
sales person are managed. 

(Mendoza et al. 
2006) 
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Appendix 2: Interview Guide 
Introduction and information: The purpose of this interview is to gain information and answers to 
understand the alignment between a business process and a CRM system. This will be recorded and 
the questions together with your answers will be sent to the respondent before they are being analysed 
to make sure the information is correct.  
  
Introduction question 
For how long have you been working at the company? 
  

1. Business process 
What is, in your opinion, important for a sales process to work well? 
What are, in your opinion the strengths? 
What are, in your opinion the weaknesses? 
  
1.1 Business strategy 
Is a clear business strategy behind the sales process necessary to make the sales process successful? 

Yes: How come? 
No: Why not? 
  

1.2 BP design 
Do you think the design of the process is important in order to work well? 

Yes: Why do you think so? 
No: Why not? 
  

1.3 BP performance metrics 
Do you find it important to measure the performance of the process? 

Yes: What is your perception of measure process performance? 
No: Why not? 

  
2. CRM system 
What is, in your opinion, important for a CRM System to work well? 
What are in your opinion the strengths with the current CRM system of the company? 
What are in your opinion the weaknesses with the current CRM system of the company? 
  
2.1 Customer information 
Is the customer information in the system helping you to better manage relationship with leads and 
customers? 

Yes: How do you find it helpful? 
No: Why not? 
  

2.2 System features 
Does the system features match the process workflow and routines to follow? 
Do you think its important that the features match the process tasks? 

Yes: Why do you think so? 
No: Why not? 
  

2.3 System integrations 
Is information from external sources and applications important for the process result? (Marketing 
information, social media, support etc. ) 

Yes: How do you think that is important? 
No: Why not? 
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3. Critical Success Factors 
In your opinion, which are the important Critical Success Factors in order to attain a high degree of 
Process−System Alignment? (explain: what makes the alignment successful) 
  
4. Management commitment 
Do you think that the management commitment influence on the ProcessSystem alignment? 

If yes: How do you think the management commitment influence on the ProcessSystem 
alignment? 

  
        4.1 Management relationship 
Do you think that a strong relationship between technical and business managers influence on how 
well the process will work? 

If yes: How do you think that a strong relationship between technical and business managers 
influence on how well the process will work? 
Yes: How do you think a strong relationship affect the result? 
No: Why not? 

Would a strong relationship between technical and business managers affect how well the CRM 
system will work? 

Yes: How do you think a strong relationship affect the result? 
No: Why not? 
  

        4.2 Management engagement 
Is the management engagement important to drive and follow up the process? 

Yes: Why do you think it is important? 
No: Why not?   
  

Is the management engagement important to drive and follow up the CRM system? 
Yes: Why do you think it is important? 
No: Why not?   
  

        4.3 Shared goals 
Is it important that the management team share divergent interests about the process result? 

Yes: Why do you think that is important? 
No: Why is it not important? 

Is it important that the management team share divergent interests about the CRM system? 
“Yes: Why do you think that is important? 
No: Why is it not important? 

  
        4.4 Operational structure 
Would you like to have a dedicated management team responsible for changes in process and system? 

Yes: What positive outcome do you think it would lead to? 
No: Why not? 

  
5. User satisfaction 
Are you satisfied with the current sales process of the company? 

Yes: What makes you satisfied? 
No: Why are you not satisfied? 

Are you satisfied with the current CRM system of the company? 
Yes: What makes you satisfied? 
No: Why are you not satisfied? 

  
        5.1 User motivation 
How is your motivation for the sales process? (motivation meaning: ) 
What could make you be more motivated? 
Do you feel motivated when using the CRM system? 
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         Yes: Why? 
         No: Why not? 
  
        5.2 User understanding 
Would you say that your understanding of the process will affect your degree of satisfaction? 

Yes: How do you think it will affect the usage? 
No: Why not? 

Would you say that your understanding of the CRM System will affect your satisfaction? 
Yes: How do you think it will affect the usage? 
No: Why not? 

  
6. Ease of use 
Are you an experienced CRM system user? 
How do you find the use of the CRM system when accomplishing the sales process and tasks? 
        6.1 user training 
Do you find training in the CRM system necessary to understand how to accomplish the process? 

Yes: What positive effects do you think user training will lead to? 
         No: Why not? 
  

        6.2 User involvement 
What do you think of involving users when processes are designed? 

Good: Why do you think it is positive? 
Bad: Why do you think it is a bad idea? 

What do you think of involving users when changes are made in the CRM system? 
Good: Why do you think it is positive? 
Bad: Why do you think it is a bad idea? 

  
7. Technology acceptance 
How is your overall perception of the CRM system? 
Why do you think so? 
  
        7.1 System usability 
Do you think the CRM system’s usability affecting how you adopt the process? 

Yes: Why do you think the usability affect the adoption? 
No: Why not? 
  

        7.2 System functionality 
How do you find the system functionality matches the sales processes? 
Do you think the CRM system functionality affect the way you are adopting the sales process? 

Yes: Why do you think the functionality affect the adoption? 
No: Why not? 

  
8. Data management 
Are you satisfied with the customer information in the CRM system? 
         Yes: What is it that makes you satisfied with the information? 
         No: Why are you not satisfied? 
  
        8.1 Information quality 
Do you believe the information quality affect the result of the process? 

Yes: How do you think the information quality affecting the process result? 
No: Why do you think the quality of the information does not affect the result? 
  

        8.2 Complete information 
Would the information completeness have an impact on the process result? 

Yes: How would it have an impact? 
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No: Why not? 
  
9. Performance of a ProcessSystem Alignment 
In your opinion, what is the result of a high degree alignment between the process and system? (What 
benefits and positive effects should it bring?) 
  
        9.1 Improve process performance 
Do you find the CRM system to help you improve the sales process performance? 

Yes: How does it help you improve sales process performance? 
No: Why is it not helping you improve sales process performance? 
  

        9.2 Increase sales force productivity 
Do you feel the process affect the sales force productivity? 

Yes: How does it affect the productivity? 
No: Why not? 

Do you think the CRM system affect the sales force productivity? 
Yes: How does it affect the productivity? 
No: Why not? 
  

        9.3 Strategic decision making 
Do you believe the result of the sales process could help you in strategic decision making? 

Yes: How does it support? 
No: Why not? 

Do you believe the CRM system could help you in strategic decision making? 
Yes: How does it support? 
No: Why not? 

  
Is there anything else you could think about that could affect or have an impact on the alignment 
between the sales process and CRM system? 
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Appendix 3: Summary of the Interviews  
 
Some parts contain confidential material. The file has been made available to the examiner. 


