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Techriology forms an
essential component
for the firms engaging
in Relationship
'-'Markeimg This paper
brings out the perfect
blend  that an
orgarnization can have
between its’ culture
and  technology.
_ Further, it emphasizes
‘the “fact ‘that just
employing the fatest
state-of  -the-art-
techn ology.-.is - not
‘_Lenougb for . an
: orgamzaﬂon, it also
has to be applied with
the correct approach to
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"empfoyed Fmaﬂy, it
. ' brings out the fart that.
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great source of
Infegration and may
prove immensely
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and |

" to every single customer could yield higher returns for the -

believing. - . .
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- was |

Relationship marketing: The ICICI Wéy"

RITU SRIVASTAVA*

" An infroduction to relationship marketing -

Sheth and Parvathiyar! define ‘Relationship Marketing as “the
ongoing process of engaging in co-operative and collaboratlve
activifies and programs with the immediate and end user
customers to create or enhance mutual economic value at
reduced costs. The Peppers and Rogers? group carried this
phenomenon still further through the concept of “One to One
Marketing’

One to one marketing is a form of practicing relationship

marketing by the firms. The underlying concept of this
. principle lies in making the most of the existing customers
rather that acquiring new customers. It aims to get a greater

market share by selling the products or services to the existing
set of customers at reduced costs. Firms using. one to one
marketing genera]ly have an account based marketing system
where all special and categorized relevant information related

* Lecturer, Jaipuria Institute efManagmﬁem:‘, Gomtinagar, Lucknow




18 JATPURIA INSTFTUTE OF MANAGEMENT, LUCKNOW VOL. 5, NO. 1, MARCH, 2005, 17-25

company in any form, in the future, is maintained by the organization. The
customers’ account are managed in a way, that the organization goes closer to the
customer, and enters into a continuous evolving and learning relationship with
them. Here a very important point to be taken care of is that relationships are a
continuous series of collaborative-actions defined in a particular context and with
. reference to the participants. Also each relationship is different from other and

unique in itself,

The role of information technology in relationship marketing

Information technology has made it possibl_e for the firms to put this type of
marketing in practice in a cost effective, manageable and profitable manner. It is
not that the concept of one to one marketing is new; it is just that it involved huge
costs and the economies of scale were not achieved. One to one marketing operates

on the principle of customization, i.e., developing and marketing products and
services according to the individual customer needs in a cost-effective manner.

Technology could be used in three main ways to perform Relahons}up Marketmg |
(Peppers and Rogers Year): |

Databases: These are computerized records of the customers of the company, which
can be used afterwards to perform several marketmg functions. v |

Interactwe Technologms These are a source of halson between the customer and
the company, helpmg them gets close. i

Mass Custormzahon These are especially designed computer modules which can
arrange customer data in a manner that products/services are tailor-made to suit

the needs and wants of that pamcular customer.

But just classifying technology for the pm‘poses and defining itis not enough unless
and until it gives returns in form of increased sales and customer turnover for the
orgamzatmn This brings us to a very ¢ cn’acal pomt in the apphcahon of technology
" for CRM. It is imperative that mtegraﬂan be achleved amongst all the 4 Ps ef the

marketing mix.
- CRMis a tool to ﬁght competltlon in the service economies and technology helps |

- in practicing CRM, and hence, its Importance need not be empha51zed again. But
equally important is the fact to use technology in the rlghtmarmer and in line w1th j
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the company’s p}ulosophy and culture or else it would only create chaos.

‘ICICI Bank is an excellent example on how to use technology for CRM
1mp1ementahon | _

- o -

'IheCompany o N e
" ICICI (Industnal Credlt and Investment Corporatlon of India) was fo:;med in the

"f:_-'_'s- & .-; .
N

| . year 1955, unider a spemal statute of the Indian Company’s Act 1956 Itwas IIEIther‘ __f_,.'5 e
-a pnvate hrmted company nor a public limited oné, mstead it wasa development

| B bank a bank.ehhusted With ﬂ:je respon31bﬂ1ty of prowdu;lg infrastructural facilities - N
,?Wluch had recently become independent, The main task of the bank .

was {0 assist fhe government and pnvate ‘sector to develop the country That gvas‘ = .

.'the Industnal era and the infrastructural facilities for the country especially the
pnvate ‘sector were yet to be. built. These sectors were to form the backbone of the
country and ICICI was supposed to help in these projects, hence an mdustrlal

development bank. In short ICICI was by function a bank for the corporate se gments - "
also cormnonly referred to as a financial institution. It was not a bank that transacted
W1th comimon masses as the other scheduled banks of the counl'ry Essenhaﬂy it

operatecl 111 a BZB (busmess to busmess) marl(et

The Metamorphoms

Tlll __the 9_0’5 _1 £, almost for f0ur decades 1t conhnued as a development bank B LI

of ICICI Lmuted"' |

Now ICICI lelted tool( care of corporate term Ioa.ns ang ICICI Bank Ltd. offered

Workmg capltal loans term loans, in addition to the other usual banking functions,
stich as’ dep051ts, mmdrawals and remittances etc. Thus ICICI entered the B2C
: market (i.e., business to consumer market). Earlier India was a fiercely regulated
market and country, but now with so much of deregulation, the opportunities that
came up were endless, not only in the banking sector but also insurance and home
loans etc. More over the retai'l segment provided quicker retums at lower costs
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compared to the corporate dealings. ICICI captured these one by one. After its’
foray into banking services it cashed upon the retail finance segment, i.e., different
types of various consumet loans, bonds, mutual funds, deposits, credit cards and
insurance policies. A new company called ICICI PFS Timited was formed to take

care of the retail finance segment in 1998.

As far as retail banking was concerned, till the year 2000 the things worked well for
the company. The market was respondirig and the major focus of the company was
on customer acquisition to establish itself. The comparly was working towards
becoming a one stop financial institution, i.e., taking care of all the needs related to
investment and savings, and money of the consumer. In-the process its service
quality took a beating in the market, because of t'he" number of intermediaries
involved and specification of roles within the various subsidiaries of the company.
Also with the increase in competition the focus had to be shifted towards customer -
retention along with acquisition. |

The company was till then occupied in achieving greater sales targets by increasing
the customer base but it soon reéalized its flaw if¥ service quality and the serious
repercussions involved for the future thereby. It realized that acquiring customers
was not enough but retaining them was equally. or to a degree more important, as
it offered other advantages such as cross selling, up selling, lower costs and free

advertisements.

The company tc_n_:;k_ i;ﬁmediate actibns to rectify the two p_rbbiéms that had led to
downgrade in service quality. It realized that in order to fulfill its commitment of

one stop financial institution it had to have a seamless and single integrated view

of each and every customer across the organization. Now ICICL decided that in no

case was the customer to suffer the brunt of the mistakes of intermediaries and the

structure of the organization. He was in no way to be botheredlaboqlt' the way the

organization'worked. This meant that for the end consumer, the number of

companies or the problems with the channel agents should not be there at all, instead
he should think of ICICI as one single entity, and not as an amalgam of specialized
sub groups. A customer should not get the inside view of the organization at all
and neither was he concerned with the same. Whatéver his probIem was, till he
. remained a customer of ICICI each and every employee was liable to him and it
was thext responsibility to find a solution-to his problem.. The customer could simply
walk and ask any person whom he had access to..He was not to be directed or
given instructions, instead his convenience, ease; and comfort should be given
priority by the officiating personnel. - o

'_I'hué. in the year 2000-2001, another stfa.tegit step was taken, wi_th_ thereverse fherger
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-of [CICI Limited into ICICI Bank Limited. The other group companies were either
merged within the new entity or were made subsidiaries of ICIC Bank, which was

now the parent company. This change was carried out with the vision to become
the first UNIVERSAL BANK in India. Universal banking is an ingenious concept
and it will take care of all the possible financial needs of the country’s people;
whether corporate or retail, banking or insurance, loans or deposits and even debit

or credit card.
Working on this philosophy ICICI analyzed its’ strengths and weaknesses, in the

context of the environment and found that technology was its” major strength. In
fact ICICI had been a leader in technology in the country and matched the
international standards for the same. The company thought of utilizing its’ strength
to solve the problem of integrating people, processes, and data. In short it could be
" nsed for building enterprise wide integration, which would help it in building

relationships with the customers.

But technology alone could not solve the problem. Earlier the company’s strategy
was product centric with more emphasis on achieving higher sales targets. Now
the circumstances were different and this strategy would not work. Instead a
' customer-centric strategy with major focus on customer retention was the need of
the hour. Sales was still an important function and could not be taken lightly too.
Thus the strategy was to be such that it helped in customer retention and increase
in sales. Again for this enterprise wide integration was needed so that everyone
" knows the status of every customer and the every product and thereby he could

cross-sellandup-sell other products.

ther thing to be focused upon was the front office operation or the customer
" access points. A number of these access points would make things easier for the
“customer, provided there was integration across these points. Along with this the
frontofﬁcewasto be thoroughly integrated with the back office operations. The
" front office or the access points were only liaison points between the customer and
~'the company. Thé actual operations and work was done by the people in the
' company via the back office. | '
Thus integration was needed in the organization:
D _-.f-_AcrdssA the front office.
© .» . Across front office and back office.

- » . Enterprise wide integration to provide a single view of the customer across
...t the whole organization. - :

Apart from jntegration the technology was also needed to help in Business
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Intelligence; i.e. there had to be soft-wares which after integrating the needed could
also draw relevant and useful information and queries, and generate reports which
could be used by the company to help in knowing and serving the customer better.

The Implementation:
To begin with the company adopted the following conceptual model of CRM:

q POoRLE
f CLETOMER B ’
B N ‘1 Ne e
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2A0CESS x L
o 8 DATA - F_
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'1 rzcu&oa\' h
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EXHIBIT 1
For implementation of the CRM program at ICICI was divided into two parts:

a,  Analytical CRM _
'b.  Operational CRM : 3 g

a.  Analytical CRM: |

One thing was very clear right from the beginning of the program that the customer
was the centre point of everything in the company, and the focus was on attracting
and/or retaining them. The organization’s needs were matched to the customers
through thorough analysis and a strategy was devised which would offer maximum
value to both the parties. The first point to concentrate upon was as to how to make
the - Communicationbetween the company and the customer better; better in terms
of convenience speed, ease, and accessibility. For this it introduced multiple channels
of communication between the company and the customer such as call centre, A’IM
web, telephone, kiosk, bank, branch, face to face and sales assaciates.

The second thing was Coordination amongst these channels, which was done
through a computer software. Each product line had its” own backend operations
and the data gathered through and across the front desk was directed to the relevant |
product back end .For this, a very sophisticated tool was used, again a computer
driven software, which essentially performed the function of an ‘Intelligent
Middleware’. It was used as a medium of transfer between the front end and back |

J

|
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end and also scrutinized the data, and saw that it was in the prescribed format. The
data contained the demographic facts, the information related to the customer

accounts and the transaction records.

The next step was Tabulation of data. The data collected was to be organized and
tabulated in a form so that the errors were minimized. For this first the data was
de-duplicated. This de-duplication enhanced the quality of the data as now the
data was more productive with least nurriber of errors. Again this was done through
the technology, i.e. specialized software was used for this process. After the de-
" duplication of data the ETL tool took over. ETL was actually the short form of the
‘Extraction Tranisformation and Loading Tool. This tool scanned and edited the
datd‘and then transferred the data to a central data depository. The central data
dej:ibs’iitéifyf-ﬂ\fas' actually a customer database which was used across the whole
organization as required. The data was continuously upgraded and the depository
was cenitrally managed. -
Then came the process of Data Mining. Now the data from the central data
depository was classified and divided into small groups and subgroups known as
data cubes. Another business intelligence tool called the OLAP was then used to
generate reports from the data cubes, according to the business rules or the queries
posed. This tool generatéd reports which defined the prospects, the targets, the
regrets, and various other variables required for the company’s business from
amongst the existing and new users. The OLAP tool or the ‘Online Assessing and
Processing T ool, solved many problems that came in human and manual forms,
during operations on the earlier software(s). This tool was very easy to operate and
cotild generate customized reports (customized according to the queries) without
any complications, which were generally found in such software(s).

Or g_fh : _ s of ‘these reports, Personalized campalgns were genera ted by a
‘Campaign Management Tool’. That is depending upon the result of the report say
%?ersdn_fom}ed a prospect for a particular product of the company then a campaign

was gener ted on'how to deal with that customer and market the product ultimately
atming at tiiming him into a customer, by selling him that product. The campaign
also guided as to how was the customer to be treated keeping in mind the stage in
life cycle and his level of needs.

The analy’ﬂcalCRMpart ended at this stage i.e. till the generation of personalized
campaigns. _ =

b. Operatlonal C.RM

After this the operational CRM took over. Here again the whole process was
automated and integrated through technology. It was broadly divided into two

parts,




24 JATPURIA INSTITUTE OF MANAGEMENT, LUCKNOW VOI. 5, NO. 1, MARCH, 2005, 17-25 }

1. The sales automation and

2. The customer support and service automation.

A leading software company was employed to develop specialized software for |
this purpose, exclusively for ICICI. The operational CRM helped the managers to
take intelligent actions and interactions as per the situation, thereby ensuring |
improved responsiveness, effectiveness and competitive advantage for the
company.
The CRM program at ICICl was completely automated and integrated. 1t was similar
' to the human brain while the operational part was like the human limbs. The main
thrust of the analytical part was that the company wanted its’ customer to have the
same experience throughout the organization. The business strategy which was
more customer centric now employed personnel and technology that would do
market research, analyze the consumers, identify their needs and see as to wha
product could meet their need. This helped in greater satisfaction and an increase
in sales volume. For instance a woman 25 years old, unmarried with just a savings
‘bank account at the ICICI bank, called at the call center to check the balance in her
account. She was now married: While the conversation between the lady and the
call center agent took place her profile was continuously being scanned and the
data upgraded. Immediately and simultaneously the data underwent processing
and a report was generated in the company that she could be a prospect for the two
wheeler loans consumer durable loans. A personalized campaign was also generated
and immediately the sales force takes over. The analytical CRM and the operational
CRM were integrated in such a way that they could generate reports and campaign
in real time efficiently, This greatly helped in generating more campaigns in less
time. The personalized marketing campaigns offered two major advantages to the
company. | ' - -
It eénabled the personnel to practice one to one marketing.
Increased customer satisfaction and reduced number of complaints which resulted
in an increased custonier and sales turnover, which provided a | conipetitive
advantage to the company. - ’
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EXHIBIT 2

FULTLY AUTOMATED AND INTEGRATED CRMFROGRAMATICICL
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