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Development of eCRM Success: A Case Study of Hotel
Industry

V. Cherapanukorn

Abstract—In the 21% century, every market has been
challenged with the highly competitive environment and the
development of innovative information technologies. Hence,
customer relationship management (CRM) and the information
communication technologies (ICTs) have been focused as one of
the important strategies of many industry, as well as hotel
industry. However, not all organizations succeed in their eCRM
implementation. The main objective of this study was to explore
the dimensions of eCRM success in the hotel industry. The
advantages of qualitative research approach was applied with a
semi-structured questionnaires and five of hoteliers were
interviewed. The empirical results showed that there are five
main dimensions that lead to eCRM success; include
organization  readiness, customer service, knowledge
management, online communication and technology support.
Consequently, this research purposed the eCRM success
framework towards the hotel industry context.

Index Terms—Hotel, customer relationship management,
eCRM, Thailand.

I. INTRODUCTION

The concept of customer relationship management (CRM)
originates from the notion of customer orientation that not
only focuses on customers, but also on the relationships
between firms and customers. [1] Moreover, CRM is a
sustained strategy for relationship marketing that
organizations can use to locate valued customers, which can
lead to greater competitive advantage and provide maximum
profits for the company. In the 21st century, the Internet
technology has changed customers’ behavior, the new
electronic communication channel has involved increasing
customer satisfaction. Satisfying customer requirements has
become more important and been concerned by every
business in order to increase their competitive advantages and
improve their business performance. Thus, most companies
are shifting their focus to customers nowadays by increasing
the importance of CRM towards the usefulness of Internet and
information communication technologies (ICTS) as a key
business strategy. This also transfer CRM implementation to
the electronic platform which can been called as electronic
customer relationship management (eCRM).

Although many researchers that investigated CRM
selectively focused on service sectors, there is still a lack of
research into CRM in the hotel and tourism context [2]. In the
hospitality industry, a firm’s propensity to adopt is a
manifestation of its inclination towards innovativeness and its
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ability to evaluate, accept and use new technologies.
Moreover, most hospitality businesses today have developed
innovative relationship management program with their
customers through online technology. As noted by [3],
innovative Internet business models and practices enhance
customers’ purchasing power, less brand loyalty and is more
sophisticated; thus, effective an electronic CRM is becoming
an imperative strategy. Especially, in the significant growth of
electronic business and the proliferation of Internet-based
services, a new concept has been created: electronic customer
relationship management (eCRM). It encompasses all the
processes needed to acquire, build and maintain customer
relationship through e-business and e-commerce application
[4].

However, not every organization success in developing
relationship with customers [5]. There are no studies that
focus on a comprehensive model and framework with
interpretation of the empirical relationship between eCRM
successful implementation, especially in hotel industry.
Therefore, this research proposes a theoretical framework to
conceptualize the eCRM success determinants in the hotel
industry context.

Il. LITERATURE REVIEW

A. Customer Relationship Management

Customer relationship management or CRM is a concept
that has developed from relationship marketing theory. The
theory of relationship marketing suggests that companies
should change their focus from pursuing the aim of selling to
the maximum number of people to concentrating on
developing relationships with their existing customers [6].
CRM as a strategic approach that enables organizations to use
internal resources such as people, processes and technology,
to manage their relationships with customers for the entirety
of their life cycles, thereby improving an organization’s
performance and gaining competitive advantage [2].

CRM strategy is focused on the development of a
customer-centric business culture dedicated to winning and
keeping customers by creating and delivering better value
than their competitors [7]. The main focus of CRM is the
formation of customer relationships with the intention of
improving customer satisfaction and maximizing profits. The
study of [8], the CRM concept is also related to
user-generated content (UGC), which represents the various
forms of content publicly available and created by customers
or end-users.

Table | shows that there are three phases in the customer
relationship management transaction cycle, which are
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pre-purchase features, at-purchase features and post-purchase
features [9]. The relationship between the firms and
customers could be developed from the 1st stage through to
the last stage.

TABLE I: THREE STAGES OF THE CRM TRANSACTION CYCLE

Actions
Promotion/ Incentives Services/ Customer service/
Direct email

Features
Pre-purchase
(Acquisition)

At-purchase
(Retention)

Extranets / Personalization / Community/
Promotions / Loyalty schemes

Post-purchase
(Extension)

Direct email/Feedback and complain management/
Onsite promotion/ online community

Also significant researches define CRM dimension based
on the four factors that leads to CRM success, which include
customer orientation, organizational readiness, knowledge
management (KM) and information technology based [2],
which illustrated in Table Il. Furthermore, the restudy by [10]
supported that all these factors influence an organization’s
performance and provide competitive advantage to the firm.

TABLE Il: CRM DIMENSION

Dimension

Focus on key customer retention, emphasizing
exemplary customer service, or offering superior
products and services to increase customer
long-lasting satisfaction and to develop customer
loyalty.

Customer Service

Focus on top management support, employee
training and motivation, and organizational

Organization structure/processes. The role of the human factor in

Readiness the CRM implementation in hotels is fundamental,
because even with the most advanced technology,
people still have a determinant role in managing
customer relationships.

Focus on the ability of an organization to capture,

Knowledge . - . .
manage and deliver real-time information to

Management . . .
develop highly personalized offerings.
. Focus on the front-office applications that support

Information . .
service, sales and marketing, customer data

Technology

repositories and back-office applications.

B. Electronic Customer Relationship Management

In these digital ages, CRM has achieved remarkable
developments and expanded its applications by using
information technology (IT) to integrate sales and services as
well as promote a customers’ loyalty program [11]. Although
the content of electronic customer relationship management
(eCRM) is the same as CRM, the implementation method is
different [11].

This is because eCRM emphasizes on electronic
management, which involves multiple IT systems that place
greater focus on efficiency, product image, and personal
service value and concurrently fix and analyze the
relationships between the firms and their customers.
Furthermore, eCRM refers to marketing activities, tools, and
techniques delivered over the Internet technologies, such as
e-mail, data warehousing and mining, with the specific goal to
develop and improve long-term customer relationships in
order to enhance their individual potential and business
performance [12].
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Successful customer relationship management is an
important competitive advantage that companies can exploit
to prevent consumers from switching to a competitor’s
company. The need for major effective eCRM
implementation is intensified in the e-business environment
since customer satisfaction and loyalty are much more
difficult to establish in the highly competitive nature of the
hotel industry market. Hence, understanding the dynamics of
eCRM and assessing its impact on companies’ outcomes are
crucial [13], especially in the service industry. A study by [14]
also proposed the 12 dimension of eCRM for the retail
business’s website, which can be seen in Fig. 1.

| *Ease of Navigation \

sInformation Quality
sConsumer Service Quality
Fulfilment

+Integrated Marketing Channels
sOnline Community
*Rewards
*Personalisation Level
+Site Security
+Value-added Services
*Perceived Trust
*Price Attractiveness

eCRM
dimensions

/

N
Fig. 1. Twelve Dimensions of eCRM.

C. eCRM Success

Nowadays, consumers constantly demand careful,
continuous and useful communication with company
representatives; they can be concerned with their orders,
payment method, refund policies and require help with
products/ services they have purchased [5]. The main purpose
of CRM is to increase the duration of customer satisfaction
and to thereby develop customer loyalty, which can ensure a
positive impact on a firm’s performance [2].

In order to successfully implement eCRM, it is essential to
carry out formal organizational change management, which
involves a substantial change in business processes and the
organization itself [10], which includes a support from top
level management team and employees’ skills [15]. In
addition, to signify higher levels of success in eCRM for
internet business, companies need to focus on high levels of
improvement in customer satisfaction, transaction amounts
and frequency, brand image, efficient business processes,
effective database management, technology utilization, and
innovation in services that can provide companies with
significantly high levels of perceived eCRM success [13].

The research by [5] investigated that the important
advantages of successful CRM implementation, such as
increased customer loyalty and the development of more
effective marketing by retaining and analyzing customers’
details. Also, [16] mentioned that eCRM improves
understanding of customer behavior and delivering
personalized services because of the advantages of
Internet-based technology.

Therefore, firms should integrate both technological and
marketing elements in order to succeed in eCRM
implementation and improve customer satisfaction and
loyalty. Furthermore, [17] explained that the internal
processes of organizational learning and implementing CRM
are divided into four transformations: 1) the process of
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acquiring information about customers; 2) the integration of
marketing and IT functions; 3) the involvement of senior
management and 4) the employees’ evaluation and
compensation systems. In addition, the learning experience or
knowledge perspective can be regarded as factors for
measuring the success of eCRM implementation [13], which
can provide benefits to organizations. However, there is still
lack of the study that focus on the success dimensions of
eCRM implementation in the tourism and hospitality context.

D. CRM and Internet Technology

In pursuit of the growth trends and benefits of Web2.0,
many hospitality businesses are adopting and profiting from
Web 2.0 applications [18]. The study by [19] indicated that
among all types of Web 2.0 applications available through the
online platform, Blogs have rapidly adopted as a medium
channel in travel-related businesses for promoting and
communicating their services/products and develop customer
relationship.

Web 2.0 technology gives travelers or customers the ability
to search and share travel information and experiences
through the usefulness of the Internet platform and the
concept of user-generated content (UGC) [20]. The use of
UGC towards Web 2.0 technology has created a tremendous
impact not only on internet users’ decision-making, but also
on e-business operation which businesses need to be
concerned with and adapt to, in order to improve business
performance and gain competitive advantages.

Due to benefits of the Internet, Website and social media
are used as an innovative channel to communicate with
customers. Online promotions and special discount can also
be offered to customers as rebates or point redemption in
return for repeat purchases or visits [16], which lead to a
long-term relationship. Moreover, the advantages of social
media technology, such as two-way communication and
developing a social network, should be considered by hotels
in order to expand their communication channels with
customers [5].

A CRM strategy may end in failure if the information
technology is not used properly; therefore suitable use and
adoption of technology in CRM activities represent one of the
greatest opportunities in the hotel industry [21]. Many
previous researchers pointed out that a suitable CRM
software systems enable firms to offer a customized service
with higher quality but at low cost. Thus, the success of many
customer-centric activities, like an eCRM strategy, would be
impossible without having suitable technology [22]. The
CRM technology determinant is strongly related to hotel
performance because hotels need to use information
technology in order to improve their services and satisfy most
customer preferences [5].

Furthermore, trust and site security are another important
determinant of the customer relationship. This is because
online transactions are associated with perceived risk,
confidence and trust in the organization [14], which have
become imperative for a customer’s decision-making, and has
an impact on their loyalty.

With the mentioned above this research aims to explore
important dimensions of a successful eCRM implementation
and propose the framework of eCRM success towards the
hotel context.
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The purpose of this study was exploring the dimensions of
electronic customer relationship management towards the
hotel industry context; the qualitative approach was applied as
the method of this research. The structure of questionnaire
was designed based on the major concepts and suggested
factors from literatures related to CRM success factors and
the internet-based relationship management.

The target population of this research involves hotel
practitioners who are from a managerial level and have an
experience working regarding customer relationship
management for more than 5 years. A sample of this study was
selected based on the advantaged of convenient sampling
technic. Then, a face to face in-depth interview with the
open-ended semi-structured questions was conducted from
August to September 2016. A total of 5 hoteliers were
interviewed. The data collection process was conducted in
Chiang Mai, Thailand, based on the limited of time and
budget.

RESEARCH METHODOLOGY

IVV. RESEARCH FINDING

A. Profile of Experts Involved in the Study

The profiles of all 5 experts involved in this research are
shown in Table 111. Most of the interviewees are from Front of
the house working position such as Sales and Marketing and
Room division. A majority of them have had CRM working
experience around 6-8 years.

TABLE Ill: EXPERTS’ PROFILE (N=5)
Frequency

Percentage

Male

Female

Total

Vocational Level
College

Graduated

Master

Doctor

Total

General Manager
Department Manager
Total
General/Administratio
n Office

Room Division
Sales and Marketing
Human Resource
Management

Total

<5 years

5-7 years

8-10 years

More than 10 years
Total

Gender

Educational
Level

Position

RO~ PO ONWOOolONW

N -

Department

-

CRM
Working
Experience

[S200 N \C I SR} &) ]

After analysis the data from the in-depth interview, the
result demonstrated that the important antecedences of eCRM
success are covered five main dimensions.

B. Organization Orientation

The readiness of organization is very important factor to
increase eCRM success. It is included the company’s vision
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and mission which are focused on a customer-centric
approach [15]. The interviewee mentioned that “a customer
satisfaction is the main vision and mission of the hotel which
is designed from the top managerial level.” (Interview
respondent no. 2: IR 2) Also, the employees should be trained
to have a suitable knowledge and skills regarding customer
relationship. For example; “provide a service recovery course
for all new staffs and an online customer service training
course.” (IR 1) Especially, in the digitalization eras, most of
the operation processes are transferred to the online systems.
Therefore, “it is very necessary for hotels to acknowledge
their employees to have a suitable skills and be able to
manage customer relation through the online systems.” (IR 1)

All hotel staffs should be motivated to satisfy customers
and improve their service quality at all times. “Hotel may
measure a service preformation of every staff and reward to a
person who show the greatest performance.” (IR 2) The
measurement can be done “twice a year or every three month
(quarterly) to maintain a service quality of hotel staffs.” (IR
4)

This finding is consistent with a previous study by [2],
which examined that the role of the human resource in the
eCRM practice in hotels is fundamental, because even with
the most advanced technology, people still have a determinant
role in managing relationship with customers. The vision and
mission from the leader or top management level of the
organization is impacted to the firm’s structure and
employees working characters [2]. Hence, the success of
innovative eCRM implementation relies on the active
involvement of employees, the leadership and the
organizational structure of the firm itself [23].

C. Customer Service Perspective

Even through, eCRM is focused the services and
relationship development through the online platform, the
hotel should understand consumer’s personalized requests,
have the capacity to handle problems that arise and address
consumer complaints in a friendly manner. “Our hotel aims to
satisfy all customers’ need and we concern every personalize
requirement, (IR 4) ...because customers’ satisfaction leads
to a greater business performance and increase their
loyalty.” (IR 3) Furthermore, “the hotel tries to deliver a
personalize service to every customer and we keep all their
special requirements data in our CRM system to make sure
that we will provide the best service for them next time when
they visit us.” (IR 1) Other interviewees also mentioned in the
similar idea. These findings are in agreement with a previous
research by [16] which claimed that the important success of
eCRM implementation is to increase customer loyalty and
gain more customer retention by employing all advantaged of
the Internet-based technologies.

Moreover, 3 out of 5 interviewees pointed out that “in this
globalization era, customers have more choices to choose
and their demand have been increased (IR 3), every hotel is
challenged to find the technic to keep the loyalty customers
such as a membership program, an alliance strategy and
other special marketing promotions for loyalty guests. (IR5)
Also, IR 4 explained that “our hotel allows customers who
already book a room of our hotel to check and view their
profile and booking detail, so that they can manage their
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booking information based on their personal requirements
and send all inquiries directly to the hotel.”

In addition, “hotel offers a special service to all hotel’s
guest membership to encourage their retention and develop a
long-term relationship between the hotel and a loyalty
guest.” (IR 3) eCRM improves understanding of customer
behavior and delivering personalized services. [16]
“Ensuring that customers have a positive experience in the
ordering and purchasing processes is also critical in creating
a long-term successful relationship.” (IR 5) Additionally, an
“effective fulfilment of orders’ requested is imperative in
relationship management, which leads to a positive business
outcome.” (IR 1) Thus, the hotels should adopt the benefits of
internet and computer technologies to understand consumer’s
special requirements, improve the capacity to handle
problems and develop a greater relationship with all
customers.

D. Knowledge Management Prospective

According to [24], managing knowledge can positively
influence to the success of the customer relationship
management program. The interviewees also explained that
“all staffs are encouraged to share the information and
communicate regarding the customer service issue and
problems in order to improve the service.” (IR 4) because
“knowledge sharing from all department is influenced a
success of hotel’s CRM strategy.” (IR 2)

Furthermore, the customer relationship management is
linked to the customer knowledge to increase the hotel’s
service and satisfy more customer’s expectations. As the
interviewee mentioned that “the hotel encourages all guests
to comments regarding the hotel’s service by sending e-mail
to them or ask them to reply the customer service’s survey
system,” (IR 1) “The hotel can learn and improve the service
quality through all guests’ feedback.” (IR 5)

According to the information from all interviewees, it can
be said that a capability in managing knowledge is one factor
that organizations should address. This is also in agreement
with the study of [25], which stated that knowledge
acquisition capability is the ability of a company to capture,
manage and deliver real-time authenticated information of
products and services to improve customer responses and
provide faster decision-making based on reliable information.

Additionally, “the hotel needs to communicate with all
agencies both offline and online travel agencies in order to
receive and share the information about -customers’
requirements and comments.” (IR 5) Moreover, two of
interviewees noted that “the knowledge sharing between hotel
and suppliers affects the overall business performance and
customer satisfaction,” (IR 4) and “the useful information of
membership guests that is shared among all alliance hotels
through the eCRM system, can help our hotel to increase
customer satisfaction and loyalty.” (IR 2)

It can be seen that a useful knowledge for CRM is from all
sources, both of an internal side (e.g. staffs and organization
itself) and an external side (e.g. Suppliers, partners and
customers). Therefore, to achieve eCRM success, hotels
should consider diffusion of knowledge by encouraging all
stakeholders to share knowledge and stimulate acquisition of
varied knowledge through transmission between employees
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and suppliers [10]. This also supported by the study of [26]
which examined knowledge as one of the main sub-processes
of CRM because companies must develop capabilities related
to customer knowledge management processes to manage
eCRM effectively.

E. Online Communication Perspective

According to the benefits of the Internet, Website and
social media are used as an innovative channel to
communicate  with  customers. “The hotel closely
communicates with our customers in order to understand
their requirements and special needs through many online
platforms.” (IR 2) “Our hotel has adopted advantages of
social media and the internet to promote our promotion and
communicate with all customers.” (IR 4) The findings are
also supported by related literatures which pointed out that
online promotions and special discount can also be offered to
customers as rebates or point redemption in return for repeat
purchases or visits [16], which lead to a long-term
relationship.

Moreover, most of interviewees stated that “the hotel
website that is very important channel to communicate with
all customers in this high competitive market era.” (IR 3) “To
increase relationship with customers, hotels have to
implement not only hotel’s website but the hotel have to adopt
the advantages of other social media network such as
Facebook, Instagram, YouTube and Twitter.” (IR 2) These
findings are in line with the study by [5] which claimed that
the advantages of social media technology, such as two-way
communication and developing a social network, should be
considered by hotels in order to expand their communication
channels with customers

Also, the interviewees noted that “the hotel have to
approve and correct every information and content before
post up through all online social media platforms.” (IR 1)
Nonetheless, “every information should be ensured that it is
clear and easy to understand” (IR 1) and “ensured that it is
up to date all the time to avoid any misunderstanding which
may decrease the customer satisfaction.” (IR 5)

F. Technology Support Perspective

Many previous researchers pointed out that a suitable CRM
software systems enable firms to offer a customized service
with higher quality but at low cost [2]. This is also supported
by the information from the interviewee who mentioned that
“a suitable of computer software and hardware helps the
hotel to improve the CRM implementation.” (IR 5) and “all
computer systems have to be always updated to the current
version...because it can effect to not only CRM
implementation but also an overall of the hotel
performance.” (IR 3)

Therefore, it can be explained that the CRM technology
determinant is strongly related to hotel performance because
hotels need to use information technology in order to improve
their services and satisfy most customer preference [5]. The
success of many customer-centric activities, like an eCRM
strategy, would be impossible without having suitable
technology [22].

Furthermore, trust and site security are another important
determinant of the customer relationship. All the interviewees
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claimed that “the hotel concerns about the customers’ trust
and security of online transaction,” (IR 3) and “a profile of
all guests must be secured, (IR 4) the hotel have to consider
this as the 1% priority if you aim to increase customer loyalty
and success in relationship management.” (IR 2) This is
because online transactions are associated with perceived risk,
confidence and trust in the organization [14], which have
become imperative for a customer’s decision-making, and has
an impact on their loyalty.

V. CONCLUSION

Based on the above information, it can be concluded that
there are five main dimensions that may significantly
influence the success of electronic customer relationship
management (eCRM) implementation, which is shown in the
following proposed fromework.

.
. . .
‘ Organization .

Readiness

Employee Skills
Leadership Vision

Operational Processes

® Personalize Service

Customer *  Service Quality

Service

eCRM Sucess

Knawg .
Manage?
.

Internal Knowledge
Collaboration
External Knowledge
Collaboration

Online
Commnunication

*  Updatedinformation

Gnﬂ\ﬂgy

Support

*  Trustworthiness
Information

*  Online Site Security

®  Suitable Software and
Hardware

Fig. 2. eCRM success.

In Fig. 2, the framework of eCRM success include five
main perspectives; 1) organization readiness perspective, 2)
customer service perspective, 3) online communication
perspective, 4) knowledge management perspective, and 5)
technology support perspective.

The readiness of organizational perspective refers to the
top management support, employee training and motivation
and organizational processes. To the successful eCRM
implementation, hotels need to create should have the right
synergy between a vision and strategy from top manager level,
business processes and skills of people.

In the customer service perspective, it is focused mainly on
the service quality and the ability to deliver personalized
service. These directly impact the customer satisfaction and
their loyalty which will be influence to the relationship
between all customers and the hotel. Hence, to satisfy
customers’ expectation and achieve a greater eCRM
implementation, every hotel should consider towards this
dimension.

For the knowledge management perspective, hotels have to
focus on the manage information and comments from every
staff, then collaborate information to be a useful knowledge of
the firm. Furthermore, this dimension is linked to manage and
study customers’ knowledge from all online platforms in
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order to improve hotel’s services and increase customer
satisfaction. Therefore, hotels have established knowledge
management (KM) programs with all stakeholders, both
inside and outside of the organizations, because this
dimension is noticed as one of the important key antecedences
of eCRM success.

Additionally, the Internet and social network have become
a great innovative marketing channel for hotels to promote

and communicate with customers and all suppliers worldwide.

However, the hotel needs to ensure that all contents are
verified and updated, because these can affect customers’
satisfaction and their relationship with the hotel.

Furthermore, in the technology support perspective, it is
referred to the security of all online processes because it
directly impacts not only the customers’ loyalty, but also
hotel’s performance in overall. Moreover, the suitable use and
adoption of both hardware and software in eCRM activities
represent one of the greatest opportunities in the hotel
industry that can decrease a failure implementation in eCRM
strategy.

It can be concluded that eCRM is the alternative business
strategy which helps hotels to increase the duration of
customer satisfaction, develop customer loyalty and achieve a
sustainable competitive advantage in the digital competitive
marketplace. The success of eCRM implementation is
influenced by many important antecedences. In consequence,
to accomplish great implementation in eCRM towards these
digital decades, hotels and other related businesses should
concern in these five dimensions of eCRM success.

Nevertheless, due to the time and budget limitations, this
research was studied with only five hotel experts who are
working at the five stars hotels in Thailand. To increase the
trustworthiness and validity of research results, a further study
with wider geographic region and larger sample size is aimed
for.
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