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Abstract
Nowadays companies are trying to figure ways on how to acquire more relevant customer
data and harness it to support their business processes. Sales and marketing tools, such as
CRM systems can be used for this purpose and they provide vast amount of opportunities
for companies to gather customer data, utilize it and provide better customer service experience based on the data that has been entered into the system. By understanding customers, how to provide value for them, and delivering a better customer service all have
a significant role also in the future. Sales and marketing tools can be holistically used to
serve customers more comprehensively. However, it has not been widely studied how
utilization of these tools can affect employee’s experience and how it is reflected in customer experience.
The purpose of this study is to investigate the utilization of sales and marketing tools in
an organization and how this utilization is related to employee and customer experience.
This study is also interested in finding out how employee and customer experience can
be developed through the utilization of these tools. To achieve the goals, this study examines the perceptions of employees towards the utilization of these tools and how this utilization affects their own employee experience. Moreover, it is examined how employees
view their employee experience affecting the overall customer experience. This study is a
case study by the nature and utilized semi-structured interviews to gain information of
employees’ perceptions and thoughts addressing these matters.
The main findings of this study reveal that sales and marketing tools need to be as easyto-use and useful as possible for employees. This was then seen to give the most benefits
of their utilization. When employees felt that the tools are convenient to use and ease them
to perform job, they were more satisfied to use them and this led to better customer service. In addition, when employees were engaged to the implementation and development
processes of sales and marketing tools, they became better at utilizing these tools and
more committed users. Communication and listening employees’ needs about these tools
can increase their engagement and satisfaction, which in turn can lead to better service
performance. This improved service performance is related to improved customer experience when customers perceive that employees serve their needs faster and better, and
eventually customers can become more satisfied.
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Tiivistelmä
Nykyään yritykset yrittävät keksiä tapoja olennaisen asiakasdatan hankkimiseen ja sen
hyödyntämiseen liiketoimintaprosessien tukemisessa. Myynti- ja markkinointityökaluja,
kuten CRM-järjestelmiä, voidaan käyttää tähän tarkoitukseen. Nämä työkalut tarjoavat
yrityksille mahdollisuuksia asiakasdatan hankintaan, käyttämiseen ja paremman asiakaspalvelukokemuksen tarjoamiseen asiakkaille. Tulevaisuudessa asiakkaiden ymmärtämisellä, arvon tarjoamisella ja hyvällä asiakaspalvelukokemuksella on suuri merkitys yrityksille. Myynti- ja markkinointityökaluja voidaan käyttää palvelemaan asiakkaita kokonaisvaltaisesti; ei ole olemassa kuitenkaan laajaa tutkimusta siitä, miten näiden työkalujen
käyttö vaikuttaa työntekijäkokemukseen ja onko tämä työntekijäkokemus yhteydessä
asiakaskokemukseen.
Tämän tutkimuksen tarkoituksena on syventää ymmärrystä myynti- ja markkinointityökalujen käytöstä sekä niiden suhteesta työntekijä- ja asiakaskokemukseen. Lisäksi tutkitaan, kuinka kyseisiä työkaluja käyttämällä voidaan kehittää työntekijä- ja asiakaskokemusta. Näiden tavoitteiden saavuttamiseksi tutkitaan, millaisia käsityksiä työntekijöillä
on työkalujen käytöstä, miten he kokevat käytön vaikuttavan omaan työntekijäkokemukseensa ja miten tämä työntekijäkokemus vaikuttaa lopulta asiakaskokemukseen. Tämä
tutkimus on tapaustutkimus, jossa tiedon keräämiseen käytettiin puolistrukturoituja
haastatteluja.
Tutkimuksen tulokset osoittavat, että myynti – ja markkinointityökalujen tulee olla mahdollisimman helppokäyttöisiä ja hyödyllisiä työntekijöille, jotta he voivat saada hyötyjä
niiden käytöstä. Kun työntekijät kokevat työkalujen käytön mielekkääksi ja niiden helpottavan heidän työtään, ovat he tyytyväisempiä niiden käyttöön. Tämä voi johtaa parempaan asiakaspalveluun. Keskeistä on myös työntekijöiden sitouttaminen työkalujen implementointi- ja kehitysprosesseihin: siten heistä tulee parempia ja sitoutuneempia käyttäjiä. Kommunikointi ja työntekijöiden tarpeiden kuunteleminen työkalujen kehittämisessä voi lisätä heidän sitoutumistaan ja tyytyväisyyttä työhönsä, mikä puolestaan saattaa
johtaa parempaan palvelusuorituskykyyn. Tämä parantunut palvelusuorituskyky on yhteydessä parempaan asiakaskokemukseen, sillä asiakkaat kokevat työntekijöiden palvelevan heidän tarpeitaan nopeammin ja paremmin. Lopulta tämä voi johtaa asiakastyytyväisyyden kasvuun.
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1

INTRODUCTION

1.1 Background of the study
Nowadays, the importance of sales and marketing tools’ is growing, and their
usage is increasing faster than ever. Sales and marketing tools can be used to
manage firm’s customer relationships and to enhance interaction with customers.
Sales and marketing tools can be defined as an information technology that can
be used to perform various sales and marketing tasks, such as analysing customer data and collecting customer information to gain a versatile view of customers and to build up relationships with them (Hunter & Perreault, 2007;
Khodakarami & Chan, 2014). By using sales and marketing tools effectively, firms
can ensure that they understand customer needs better and what kind of value
their customers are ultimately looking for. Many of these sales and marketing
tools or technologies are used as a synonym for customer relationship management (CRM) applications (Mithas, Krishnan & Fornell, 2005; Hunter & Perreault,
2007).
Business processes are changing constantly and so is digitalization affecting companies’ ability to provide their services for growing customer demand.
Digitalization has been shown to be a significant factor concerning companies’
service performance. Moreover, as world is changing and starting to become
more globalized, an increasing number of factors are affecting companies’ everyday businesses. For instance, COVID-19 crisis has dramatically changed the way
of working temporarily as companies adopted remote working options, and this
can only speed up digitalization and the fact that people are using to an increasing extent technology solutions in the future. CGI’s article (2020) demonstrates
that COVID-19 situation has forced many companies to focus more on their business agility, rethink their technology supply chain and to enable digital working
practices in relatively short time. Furthermore, Ritter & Pedersen (2020) examined in their study how COVID-19 has affected current business models and they
found out that some business models have to be changed to be able to manage
through crises and it helps preparation for the future. Similar views are shared
from McKinsey & Company’s report (2020) concerning COVID-19 that organizations need to adapt to the new normal. Key practises in doing so are rewiring
ways of working, reimaging organizational structure and readapting talent.
Moreover, the report says that metamorphosis in demand is changing customer
patterns. This means that digital adoption is accelerated which affects B2C and
B2B customers’ consumption patterns. Therefore, companies need to understand
their customer needs and behaviour comprehensively and, in the future, managing customer relationships and providing the best value for customers will be the
most significant success factors for every business. In addition, digital data gathering, and monitoring techniques will be vital tools for companies to understand
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emerging behaviours (McKinsey & Company, 2020). Occurring phenomena that
currently is raising is social CRM which means integrating social media technologies as part of CRM technology to gain understanding of customer trends and
engaging them to co-creating value (Choudhury & Harrigan, 2014; Rodriguez,
Peterson & Ajjan; 2015). This could mean that sales and marketing tools, such as
CRM tools importance is prominent in the coming days.
Many studies have shown that managing customer relationships effectively enhances firm’s performance and leads to better customer satisfaction.
CRM can be used to manage customer relationships more comprehensively and
CRM technology applications link diverse marketing and sales processes and
customer data together and use certain “touch points” to interact with customers.
These touch points can include, for instance the Internet, e-mail, sales, advertising, and stores. (Chen & Popovich, 2003.) Although, CRM tools can be seen as a
new phenomenon, the concept itself is old. CRM traces back its roots to sales force
automation (SFA) tools and history of the CRM lies in the relationship marketing.
(Chen & Popovich, 2003; Sin, Tse & Yim, 2005.) Earlier in the mid-twentieth century the landscape of customer relationships changed due to the industrial revolution and mass production. This led to that customers were not seen as unique
with certain needs and companies could not keep on track of their customers’
needs as continuously more products and services emerged to the market. Today
these kinds of relationships are being formed again to answer better customer
needs and to do so companies are implementing CRM systems and using technology-based CRM applications. (Chen & Popovich, 2003.)
As many companies are already using progressively more CRM solutions,
they are seeking what good does it provide for them to use these kinds of solutions. Ata & Toker (2012) mention that CRM is a critical success factor for B2B
companies regarding their business performance. Similar thought is addressed
by Sin et al. (2005) that CRM has especially significant effect on firm’s marketing
performance, such as customer satisfaction because with CRM system customer
relationships can be efficiently managed. Josiassen, Assaf & Cvelbar (2014) studied how CRM usage affects firm performance in a hotel context and they found
out that CRM is beneficial for firms, but also merely investing on CRM may not
result in better performance. Developing CRM capabilities, such as acquiring
customer information and disseminating this to organization is essential factor
concerning CRM success (Josiassen, Assaf & Cvelbar, 2014). Rodriguez et al.
(2015) mention that the higher customer orientation companies have, the more
competitive they are in consequence of the level of understanding customer
needs and buying habits. This taken into account, CRM can provide multiple
benefits for a company and its role is increasing extensively in understanding
customers and providing better overall customer experience during their customer journey.
CRM is considered as a critical success factor for businesses nowadays and
its importance has increased over time. Companies are starting to realize CRM’s
key benefits and are to an increasing extent starting to utilize it and implement

9
new CRM tools. However, many companies are facing hard time in implementing new CRM solutions as their implementation can be a difficult task and they
do not understand CRM comprehensively (Reinartz et al., 2004; Zablah, Bellenger & Johnston, 2004; Payne & Frow, 2005).
CRM is a complex concept, there has been numerous definitions of it, and
researchers have not been able to form a consistent understanding of it. CRM
can be defined from multiple different perspectives, for instance Chen & Popovich (2003) define CRM as an integrated approach to managing relationships as
combination of people, processes and technology, which tries to understand customers. Reinartz et al. (2004) view CRM, as a tool to manage relationship’s multiple different stages systematically and proactively. Furthermore, authors view
CRM from process perspective, and they define CRM process as a systematic
process to manage relationships initiation, maintenance and termination in all
customer touch points to maximize the relationship’s value. Zablah et al. (2004)
discovered that the various CRM definitions advance from five different perspectives: CRM has been conceptualized as a process, strategy, philosophy, capability,
and technological tool. Payne & Frow (2005) mention that CRM term is difficult
to define as it is a multifaceted by nature, but they see CRM as a strategic approach that aims to create profitable long-term relationships with customers and
they emphasize cross-functional processes of CRM. Consistent definition comes
from Buttle (2001) who defines that CRM is about maintaining and developing
long-term, mutually beneficial relationships with strategically important customers.
From the technological perspective CRM can be viewed as a tool that helps
the firm to perform the CRM process (Zablah et al. 2004) or as a technology that
mix sales, marketing and service information systems for developing relationships with customers (Shoemaker, 2001; Rodriguez & Honeycutt, 2011). On the
other hand, Zablah et al. (2004) mention that lack of understanding CRM’s nature
and that it is more just than a technology is related for the failure of multiple
CRM projects. As mentioned above CRM’s role is vital for businesses in successfully managing their relationships with customers and the topic offers wide
range of subjects for research.

1.2 Research objectives and research questions
This research’s objective is to deepen understanding of sales and marketing tools
and how they can develop overall employee experience through using these tools.
In the context of this study, sales and marketing tools are primarily related to
CRM systems and their modules regarding sales and marketing, hence offline
tools are not considered in this study. Similarly, research aims to understand better how employee experience mediates to better customer experience and how
are they related to each other. Furthermore, one research objective is to find out
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whether sales and marketing tools can be used to enhance employees work performance and if this affects customer experience overall. The study examines employees’ perceptions of sales and marketing tools use and how their personal experience of these tools can affect to customer experience through better employee
performance.
This study focuses primarily on Microsoft Dynamics 365 – which is a set
of intelligent business applications that can be used to manage customer relationships and used as an enterprise resource planning (ERP) tool (Microsoft, 2020).
In this study, the focus is on marketing and sales modules of this specific system.
Therefore, this study is conducted as a case study to increase knowledge in this
specific phenomenon and how using Dynamics 365 can develop employee experience and thus, lead to better customer experience.
Justification for this study comes from the fact that CRM tools tend to be
complex by nature and even though, the CRM topic itself has been widely researched there has not been enough studies of how sales and marketing tools can
develop employee experience. For example, what different parts of these tools
especially affect it and does employee experience consist of various aspects such
as satisfaction and performance? In addition, this study helps to acknowledge
sales and marketing tools’ potential for increasing employee satisfaction and thus,
customer experience. Marketing Science Institute (MSI) has published research
priorities for the years of 2020 – 2022, and MSI mentions that delivering customer
value is one of the research priorities for this period. In light of this study, managing customer relationships effectively and using CRM systems are related to
delivering value for customers, since customer value cannot be delivered if any
information of them is insufficient and customer knowledge that is collected from
CRM helps delivering the right value for a customer. Moreover, many former
studies have shown that CRM implementations fail due to their complexity or
that employees do not know how to use those. Thus, this study gives insight what
employee experiences when they are using these specific tools and if these tools
increase their performance. CRM and especially sales and marketing tools are
vital topic to study, since these tools play an integral part in every businesses’
daily functions and with effective use of these tools can help companies to maintain their customer relationships better and learn more about their customers’
needs. In the future, valuable resource that companies have is customer data and
with customer data, companies can make decisions concerning their strategic
moves and obtain valuable information of customers’ needs, purchasing patterns
and evaluating upcoming trends.
Research questions in this study are:
1. What kind of perceptions employees have concerning sales and marketing tools?
2. What kind of perceptions employees have about the relationship between usage of the
tools and their performance as employees?
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3. How employees see the relationship between sales and marketing tools use vs. employee
and customer experience?
This study is conducted as a case study, which means that a specific phenomenon
is examined from a specific perspective. The phenomenon in this study is investigating how sales and marketing tools utilization can develop to better employee
experience, which can affect customer experience. For this study, the specific approach is a qualitative study method which means interviewing employees who
are using Microsoft Dynamics 365 software’s sales and marketing modules to
gain better understanding on what kind of perceptions employees have regarding sales and marketing modules of this software and if using this software affects to their performance and thus, to better customer experience. Furthermore,
this case study can shed a light into how employees themselves view sales and
marketing tools’ utilization and how their experience of using these tools can be
related to better customer experience. Valuable information can be obtained from
this study concerning employees’ experiences of using sales and marketing tools
and how their experience can be developed.

1.3 Structure of the study
Structure of this study is as follows: First, the thesis starts with an introduction
to the topic and there is a short review of studies regarding similar topics. Similarly, the introduction chapter gives a glimpse to current situation in business
world and how managing customer relationships is going to look like in the future. Moreover, justification for the study is presented and research questions
that the study tries to find answers will be introduced. Short chapter of current
CRM platform market will be presented as well at the end of introduction chapter.
After the introduction, second chapter consists of theoretical framework, and literature review based on former studies is made. Theory chapter consists of investigating former studies regarding CRM tools, utilization of CRM tools, how
employee experience and performance is related to CRM and finally information
about customer experience in the context of CRM. In addition, demonstration of
research model of this study is presented. After the theory chapter, the third
chapter explains this study’s methodological choices. In the methodology chapter it is explained how study is going to be conducted and how qualitative study
method works in a case study approach. Fourth chapter consists of presenting
the data of the study as well as analysing results of the study and based on the
results new insights are made. In the final chapter, conclusions are made based
on the study’s results and former theoretical foundations. In addition, study’s
limitations are discussed, and possible future research avenues are presented.
FIGURE 1 illustrates the structure of the study.
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FIGURE 1 Structure of the study

1.4 Introduction of different CRM platforms
In this sub-chapter, different major CRM platforms and software are presented,
and some comparison is made through certain criteria. It should be taken into
consideration that different CRM software are planned for different customers
and more importantly for different needs. Besides, nowadays many CRM provider gives an option to choose On-premise implementation, cloud-based solution or a hybrid solution that mix elements from both solution models.
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As this study focuses on mainly Microsoft Dynamics 365 software there is
a short introduction of its services and comparison is made related to other similar commercial CRM systems due to fact that it would be inconvenient to compare totally different CRM software tools which are aimed for different purposes.
Other CRM platforms that are introduced are Salesforce, Oracle, and HubSpot.
All these CRM systems are aimed for commercial use and they are widely used
across diverse organisations. TABLE 1. (Souri, Asghari & Rezaei, 2017) compiles
a comparison of different CRM providers and structural features in their CRM
systems
Microsoft (2020) describes on their website that: “Microsoft Dynamics 365
is a set of intelligent business applications that helps you run your entire business
and deliver greater results through predictive, AI-driven insights.” Dynamics 365
consists of different modules that can be used to perform various tasks, such as
sales management and marketing automation. Dynamics 365 differs from other
CRM applications, since it provides hybrid solution, which enables On-premise
deployment as well, cloud deployment when other providers usually provide
just cloud-based solutions. Sales module of Dynamics 365 enables employees to
increase sales profitability, improve sales performance and use artificial intelligence to enable smarter selling. With Dynamics 365 Marketing module sales and
marketing processes can be aligned together to create better customer experiences and to personalize buyer experiences. (Microsoft, 2020.)
Another CRM provider is Salesforce, which offers cloud-based CRM solutions for all kinds of organisations. According to Salesforce (2020), their solution
gives a single, shared view of every customer through their integrated CRM solution including sales, marketing, commerce, and service to all departments
within the organisation. Souri, Asghari & Rezaei (2017) mention that Salesforce
is the largest CRM provider that uses the software as a service (SaaS) model. Authors also say that Salesforce is superior when it comes to enhancing analytical
information and mechanization of daily tasks.
Oracle was one of the first CRM providers in the market. Oracle’s CRM provides tailored CRM solutions for specific industries and with Oracle’s other products customer can have a unified-cross channel experience and the broadest capabilities to drive sales and marketing. (Oracle, 2020.)
Lastly, HubSpot is a cloud-based CRM provider that offers a full stack of
software for marketing, sales and customer service and free CRM at its core,
which can be tailored by several add-ons (HubSpot, 2020). HubSpot enables a
service that notifies a customer when client opens an email or tap on a campaign
interface (Souri, Asghari & Rezaei, 2017).
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No.

Provider

Deployment

Category

1
2
3

Salesforce
Oracle
Netsuite
Microsoft
Dynamics
Infusionsoft
HubSpot
Sugar
Zoho
PipelineDeals

Cloud
Cloud
Cloud
On premise /
Cloud
Cloud
Cloud
Cloud
Cloud

Enterprise
Enterprise
Enterprise

Business
size
S/M/L
S/M/L
S/M

Enterprise

S/M/L

High-end

IOS/And/Win

SMB
SMB
SMB
SMB

S
S/M
S/M/L
S/M/L

Average
Average
Average
Low-end

IOS/And
IOS/And
IOS/And/Win
IOS/And/Win

Cloud

SMB

S/M

Low-end

IOS/And

On premise /
Cloud

SMB

S

Low-end

IOS/And

4
5
6
7
8
9
10

Maximizer

Pricing Mobile compatibiTier
lity
High-end
IOS/And/Win
High-end
IOS/And/Win
High-end
IOS/And/Win

TABLE 1 Comparison of CRM providers with structural features (adapted from Souri, Asghari,
Rezaei, 2017)
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2

THEORETICAL FRAMEWORK

2.1 CRM systems / Sales and marketing tools
CRM systems, and sales and marketing tools have been widely used as a synonym in former research literature (Chen & Popovich, 2003; Hunter & Perreault,
2007). Khodakarami & Chan (2014) view CRM system as an information system
that makes it possible for companies to gain a comprehensive view of their customers by analysing customer data, collecting customer information and contacting customers. When it comes to sales tools (ST) Hunter & Perreault (2007) view
them referring to an information technology (IT) that enables performing various
sales tasks. Furthermore, Shoemaker (2001) defines CRM as a technology that
mix sales, marketing, and service information systems together to establish relationships with customers. Similarly, Foss, Stone & Ekinci (2008) note that CRM
system is a technology-based business management tool that is used to maintain
and develop profitable customer relationships. Besides, CRM system plays an
integral part in CRM strategy and in utilizing customer knowledge that is used
for to segment customers efficiently, to determine how to handle unprofitable
customers and in customization in marketing efforts (Foss et al. 2008). In addition,
CRM systems can be categorized to three different groups: operational CRM systems which tries to automate existing CRM processes and improve their efficiency, analytical CRM systems that aims to give insight on customer behaviour
and customer needs, and collaborative CRM systems with which communication
channels and customer touchpoints can be managed (Khodakarami & Chan, 2014;
Iriana & Buttle, 2007).
To achieve certain goals, companies need to use CRM systems to conduct
their CRM strategy. Reason why CRM systems are implemented and used is to
reach certain performance outcomes and to gain better understanding of customers by generating customer knowledge (Reinartz et al., 2004; Khodakarami &
Chan, 2014). Hunter & Perreault (2007) say that sales-based CRM technology
tools, such as salesforce automation tools (SFA) are designed to assist managing
customer relationships and to ease sales organizations to reach their objectives.
Payne & Frow (2006) mention that by using various CRM tools companies are
able to target the most promising customer opportunities more effectively. In addition, Mithas et al. (2005) discuss that organizational learning about customers
is alleviated through CRM tools by making it possible for companies to analyse
their customers’ purchasing behaviour in transactions via diverse customer
touchpoints and channels. Description from Sin et al. (2005) is similar, since they
mention that CRM systems helps employees to serve customers better in all contact points and they enable providing greater customization at higher quality and
at lower cost. CRM tools are widely used since they bring various benefits for
organizations, such as easier to customize offerings for customers and to manage
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customer relationships effectively. Nguyen, Sherif & Newby (2007) state that
CRM system brings various competitive advantages. These advantages include
increase in customer loyalty. As CRM users know customer preferences and profile beforehand customer contact is made, superior service can be provided,
which is affected by more personalized experience, and superior information
gathering and knowledge sharing. In addition, CRM tools can enhance business
performance through marketing capabilities (Mithas et al. 2005; Chang, Park &
Chaiy, 2010). Hunter & Perreault (2007) mention that CRM systems such as SFA
tools are intended to perform repetitive or administrative tasks more effectively.
With CRM systems firms can gather information from interactions with customers and this information can be used to better acknowledge customer needs. This
comes from CRM technology’s customer-centric resources, which have influence
on firm’s customer-linking capability. (Rapp, Trainor & Agnihotri, 2010.)
Regarding sales technology in the form of CRM, Rodriguez & Honeycutt
(2011) mention that it is intended to enable sales force to perform their tasks more
efficiently and communicate more effectively with colleagues to enhance internal
collaboration and effecting sales performance positively. Moreover, technology
tools, such as sales tools (ST) are considered as a job resources that help employees using them to be more efficient on how they allocate and use their time resources (Roman & Rodriguez, 2015).
It has been widely acknowledged that many CRM implementation projects might fail or benefits from CRM system implementation are more minor
than thought (Reinartz et al., 2004). Factors concerning why CRM implementation might fail is due to poor management which means that executive management is not committed enough for the project or if CRM is only viewed from a
technological perspective and its adaptability to the organization is not evaluated
(Nguyen et al., 2007). This view is supported by Zablah et al. (2004) for they mention that CRM implementation project failures are mostly because of lack of understanding that CRM is more just than a technology. Payne & Frow (2005) mention that CRM implementation can fail if employees are not committed enough
to the initiative and thus, employee engagement and change management are
critical factors concerning CRM system implementation. Moreover, Peltier,
Zahay & Lehmann (2013) note that CRM implementation failures arise from absence of organizational learning culture that is need for closing functional gaps.
If a CRM implementation project should fail it can have significant negative impact on business, for instance in the form of increased costs or customers lost
(Foss et al., 2008). Therefore, it is major issue that CRM system implementation
goes as planned. CRM should not be seen too narrowly and change in organization culture is often needed. Besides, employees and managements’ commitment
are vital issues in successfulness of CRM implementation.
Raising interest has been towards a social CRM technology phenomenon.
With social CRM technology firms can make their customer engagement initiatives comprehensive. Social CRM technology encompasses many social media
technologies, such as Facebook, Twitter, Google, and other social media platforms and includes them in CRM domain. Social CRM makes it easier to identify
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new markets and trends and it focuses on two-way communication with customers, which means engaging customers to co-create marketing efforts. CRM and
social media technologies have been found to be mutually beneficial for each
other and that social CRM enhances customer relationship performance.
(Choudhury & Harrigan, 2014.) Besides, Rodriguez et al. (2015) present that CRM
technology and social technology need both to be invested in to ensure that they
integrate with each other, which can affect positively customer-orientated processes. Authors mention that integrating CRM technology and social technology
will give a 360-degree view of the customer and the information that is gained
from social media should be integrated to current CRM workflow.
The integration of sales and marketing tools is important factor in terms
of ensuring that customer information is up-to-date and relevant. Nowadays,
new technological developments, for instance marketing automation tools and
systems are into an increasing extent being integrated as part of CRM systems.
Moreover, marketing automation has been associated with CRM systems. (Heimbach, Kostyra & Hinz, 2015.) When sales and marketing tools are integrated together, such as CRM and marketing automation this can significantly improve
the efficiency of sales and marketing procedures in within an organization, for
instance increase in efficiency levels, more high-quality leads, and enhanced conversion and retention rates (Heimbach et al., 2015; Järvinen & Taiminen, 2016).
Consequently, in the future it is possible that marketing and sales tools are integrated together increasingly, since their usage together can provide benefits for
an organization. As more and more data is available for businesses they can harness this data for their business needs and CRM systems can have a significant
role in this when all the relevant customer data that has been gathered from various sales and marketing procedures to a CRM system. When sales and marketing tools are well integrated together, and sophisticated solutions can be used to
acquire customer data from various customer touch points then businesses are
able to provide more high quality service experience for their customers.

2.2 Utilization of sales and marketing tools
To utilize effectively various sales and marketing tools employees need to be educated enough to understand attributes of these tools and, they need to be committed enough to use these tools if they want to achieve certain positive outcomes.
Utilization has been widely defined in research literature. Trice & Treacy (1988)
define utilization as the amount of effort which is expected to interact with an
information system. Other view is presented by Zablah et al. (2012, 422) since
they define CRM technology use: “As the extent to which CRM tools are being utilized to support organizational processes.” CRM utilization is the use of application,
which is used to help sales performance and organization’s operational activities
(Rodriguez & Honeycutt, 2011; Hunter, 1999).
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Zablah et al. (2012) mention that CRM tools can be used to perform wide
range of organizational tasks, such as sales support, marketing, and service support tasks and to automate and standardize routine tasks. However, it can be
possible that sometimes employees resist to change or resist to use new tools,
because they affect their job function and tasks. Rodriguez & Honeycutt (2011)
mention that CRM utilization affects various job functions of the sales professional and this consists of communication with customers and colleagues, pipeline management, opportunity analysis and facilitation of administrative tasks.
Hunter et al. (2007) support this view, since they found that using CRM tools to
access information and to analyse information has direct impact on administrative performance. In addition, they found out that sales technology used for analysing and communicating information have effect on relationship-forging tasks.
Therefore, it can be argued that using sales tools have to some extent influence
on customer relationships and employee performance.
To maximise benefits of utilization of CRM tools employees need to be
able to understand tools’ various aspects and learn to use them efficiently. For
instance, salespersons are more likely to adopt CRM tools and use them in their
daily activities if salespersons perceive that CRM system is easy-to-use and useful for them (Avlonitis & Panagopoulos, 2005; Schillewaert, Ahearne & Frambach,
2005; Navimipour & Soltani, 2016). Encouraging and supporting end-user’s use
of information technology can enhance employee’s technology self-efficacy. This
encouragement can be done by convincing them that tools are easy-to-use, and
they provide new opportunities for employees to learn using computers. (Roman
& Rodriguez, 2015.) Buehrer et al. (2005) found out that to overcome barriers related to technology utilization and adoption can be reduced by continuous training that helps salespeople in their technology usage.
Davis (1985) developed a technology acceptance model (TAM) to propose
that system use is a response that can explained by user’s motivation, which, in
turn, is affected by external stimulus consisting of the actual system’s features
and capabilities (Chuttur, 2009). FIGURE 2 demonstrates a modified technology
acceptance model by Davis (1993) which emphasizes that user’s perceived easeof-use is significantly affected by the system itself. Moreover, Davis (1993) discovered that actual system use or usage was affected by attitude toward using
and perceived usefulness. System did not directly affect use, but it had small significant effect on attitude toward using with perceived usefulness and perceived
ease-of-use. Davis (1985, 26) defines perceived usefulness as: “The degree to which
an individual believes that using a particular system would enhance his or her job performance.” In addition, Davis (1985, 26) defines perceived ease-of-use as: “The degree
to which an individual believes that using a particular system would be free of physical
and mental effort.”
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FIGURE 2 Davis' (1993) modified technology acceptance model (adapted from Chuttur, 2009)

Avlonitis & Panagopoulos (2005) presented TAM modification in their study and
they investigated CRM acceptance antecedents and consequences in a sales force
setting. Authors found out that if CRM system is perceived easy-to-use and useful in conducting sales activities, users are more probably adopting it and use it
in their daily activities. Besides, user’s belief about CRM system’s usefulness and
easy-to-use leads to performance improvements. More innovative salespersons,
such as early technological innovation adopters are more likely to adopt a CRM
system. (Avlonitis & Panagopoulos, 2005.) Schillewaert et al. (2005) studied using
TAM what factors affect salesperson’s sales technology (ST) adoption and according to their results perceived usefulness was the most significant factor and
second determinant was perceived ease of use. In addition, user self-efficacy is
closely related to perceptions of ease of use. Authors also found a robust relationship between personal innovativeness and technology adoption. Relationship between user training and technology adoption was found. The usefulness mediates the effects of ease-of-use to attitude of user. (Schillewaert et al., 2005.) In the
same manner, Navimipour & Soltani (2016) found a direct link between ease of
use and technology acceptance. Besides, support for technology acceptance’s effect on e-CRM effectiveness and employee satisfaction’s impact on e-CRM effectiveness were found. The latter meaning that positive perceptions of satisfaction
among employees will affect e-CRM effectiveness. Authors argue that technology acceptance variables, such as ease of use, e-learning systems, and infrastructure capabilities are as key drivers of effectiveness the e-CRM, and that the successfulness of the e-CRM system depends on the level of ease of use of the system
(Navimipour & Soltani, 2016).
Ahearne et al. (2004) perceived in their study that it differs within employees whenever they will reach their individual optimum regarding technology usage. Experts will reach their optimum faster by using more technology than average users, since they can use more advanced features of CRM system and tools.
Chen, Ou, Wang, Peng & Davison (2020) present contrary view on this, since they
argue that individual’s personal characteristics and knowledge may be relatively
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less important when CRM systems are used effectively. Thus, there is an ambiguity whether employee knowledge truly affect effectiveness of CRM system usage. However, Buehrer et al. (2005) mention that better communication between
expert users and regular users could help to distribute knowledge across users
and increase technology usage in general. Ahearne et al. (2004) also discovered
curvilinear relationship between prime task sales performance and enabling
technology usage. According to their study technology, usage has diminishing
returns and curvilinear relationship is supported. Furthermore, sales and marketing tools utilization enables employees to perform tasks that are more convenient for them and this increases the positive effect of working with the CRM technology. Various tasks are still usually required to do by an employer, and CRM
technology usage enables that employee does not have to perform all alternate
tasks that might have possible negative effect. (Ahearne et al. 2004.) CRM utilization is a vital factor concerning managing customer relationships effectively
and through CRM utilization customer needs can be understood holistically (Rodriguez & Honeycutt, 2011).

2.3 Employee experience and performance
Employee experience is a vital factor concerning employee’s overall job performance and satisfaction. Employees’ personal experience about an organization,
systems that are being used or customer interactions can affect their motivation,
satisfaction, and performance. Plaskoff (2017, 137) defines employee experience
as: “The employee’s holistic perceptions of the relationship with his/her employing organization derived from all the encounters at touchpoints along the employee’s journey.”
Other view to employee experience or user experience in IT context is that how
user interaction with a product or service feels for their users (Tucker, 2020). Another term linked to IT context is digital employee experience, which is accentuated as digital transformation increases in workplaces. Digital employee experience is described as the outcome of a comprehensive employee’s perceptions in
the digital working environment that is a consequence of employee’s direct and
indirect interactions with customers, strategy, systems and culture as well as factors that are affecting employee’s personal experience (Gheidar & ShamiZanjani,
2020).
According to Rodriguez & Honeycutt (2011) CRM is designed to help sales
force to be more effective and efficient in their job performance. Many studies
have shown that use of CRM systems affect organizational performance or customer experience (Mithas et al., 2005; Sin et al., 2005; Ata & Toker, 2012). However, it has not been studied in similar extent how CRM system usage affects
overall employee experience or employee performance. Anitha (2014) views employee performance as outcomes and accomplishments that are made at work.
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Performance also demonstrates employee’s financial or non-financial outcome
that directly affects organization’s performance and success (Anitha, 2014). Another definition for employee’s job performance is that it is the total value that
employee contributes both directly and indirectly towards organizational goals
with the set of behaviours (Rich, Lepine & Crawford, 2010).
Kim, Lee, Wang & Mirusmonov (2015) investigated mobile CRM (mCRM)
and its effect on employee performance. Authors found out that CRM quality
and personal performance were arbitrated by using the system and user satisfaction. Furthermore, CRM system’s flexibility had an indirect impact on employee’s performance through system use and user satisfaction (Kim et al., 2015).
Rodriguez & Honeycutt (2011) examined CRM utilization in their study and they
found out that it has a positive effect on increasing the perceived levels of internal
collaboration and work performance related to sales. Sometimes sales and marketing tools can improve salesperson’s performance by reducing time to perform
other activities than selling and managing customer relationships. Hunter & Perreault (2007, 19) note: “A widely accepted logic is that SFA tools yield increased administrative performance, and this frees up incremental personal selling time for customer
contact and other relationship-building activities”. Thus, it could be argued that when
employees have more time to perform their core tasks it can lead to better performance with customers. Therefore, employees should focus on their core tasks, for
instance managing relationships with customer rather than administrative tasks,
which can be completed with a CRM tool. When it comes to examining customers’
long-term value for the company CRM tools enable employees to acquire and
analyze information that helps them to make assessments of profitability. In addition, CRM tools make it possible for employees to schedule meetings more efficiently with their customers and prioritize certain customer’s (high-priority customers) to give them better personal service. (Zablah et al. 2012; Rust & Verhoef,
2005; Venkatesan & Kumar, 2004.)
To achieve better results in the use of CRM tools and to gain positive performance outcomes employees need to be educated and trained to use these tools.
Roman & Rodriguez (2015) found that person’s self-efficacy in technology usage
facilitates employee’s utilization skills and performance. Ahearne’s et al. (2004)
study’s findings support this view hence CRM technology usage and performance are positively related to each other in sales context. Authors also found
out that increasing technology usage has a positive effect on employee’s performance. Avlonitis & Panagopoulos (2005) found an association with perceived
usefulness and salesperson’s performance and that CRM ease-of-use and CRM
usefulness have a relation on sales performance. On the other hand, they found
that CRM acceptance is not significantly related with performance. However,
Navipimour & Soltani (2016) investigated that acceptance towards technology is
positively related to effectiveness of e-CRM. Moreover, the ease of use had a positive relationship with acceptance to technology. Hsieh, Rai, Petter & Zhang (2012)
investigated CRM user satisfaction and its relation on employee’s service quality.
According to them employee’s satisfaction to use a CRM system is related to better work task performance and service quality. Against this background, CRM
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system’s ease of use, usefulness, and users personal traits, such as computer selfefficacy, user training and satisfaction towards a CRM system will affect its utilization and adoption processes.
2.3.1 Employee engagement vs. sales and marketing tools
When it comes to effective use of sales and marketing tools employees need to be
engaged enough in their usage and involve them in their implementation processes. Studies have found that employee engagement can result to motivated
work behavior and thus, to improved job performance (Carter, Nesbit, Badham,
Parker & Sung, 2018; Rich, Lepine & Crawford, 2010; Kahn, 1990). Anitha (2014)
mentions that employee engagement has been defined as the level of commitment and involvement that an employee has towards organization and its values.
Other definition for employee engagement provided is that it is a work-related
state of mind that is positive and satisfying and is characterized by vigor, dedication, and absorption (Schaufeli, Salanova, González-Romá & Bakker, 2002).
Foss et al. (2008) state that employee engagement encompasses employees’ support and commitment to diverse CRM projects.
Carter et al. (2018) researched how employee’s self-efficacy and employee
engagement is related to job performance by using CRM software to make appointments in financial sector. Their results suggest that if job performance
should be improved, raising self-efficacy beliefs related to challenging tasks and
similarly enhancing employee engagement are significant factors in this. Moreover, Bailey, Maddes, Alfes & Fletcher (2017) found supporting views for employee engagement’s relation to individual’s task-performance. Furthermore,
employee engagement had a strong significant impact on employee performance
(Anitha, 2014). Burnett & Lisk say (2019, 113): “Additionally, highly motivated, committed employees are more likely to engage in continuous learning and development activities, particularly when they see the long-term benefit to the organization as well as
their own careers.” This could mean that employees who are willing to learn more
and are better engaged with sales and marketing tools can improve their job performance if they are committed enough to use these tools.
Employees need to be engaged as well in CRM tools implementation and
adoption processes. Nguyen & Waring (2013) discuss about CRM implementation and factors that are affecting its successfulness in small and medium-sized
enterprise business (SME) context. They discovered that employee’s greater involvement in implementing CRM technology and in its adoption process increases likelihood that CRM technology will be adopted. They mention that during the CRM technology adoption process the more involvement the employees
have, the greater the extent to which CRM technology will be adopted. (Nquyen
& Waring, 2013.) Similar views are addressed by Payne & Frow (2006) who mention that employees have a significant part within the CRM processes and without motivated employees it is a challenging task to use customer-focused systems.
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Anderson & Huang (2006) mention that salespeople training considering
CRM must be ongoing process to ensure high-quality relationships that customers demand. Salespersons should be empowered to make decisions instantly to
response for customer needs. Requiring managerial approval to response customer requests can hinder salesperson’s customer orientated power and CRM
performance and dedication. (Anderson & Huang, 2006.) Therefore, engaging
employees to use CRM actively, engage them in its adoption process and engage
them to train themselves can serve their efforts to become better users of sales
and marketing tools, which can lead to better customer experience. Finally, as
Foss et al. (2008) note, companies cannot develop and utilize properly CRM systems and customer related processes if employees are not motivated or trained.
2.3.2 Employee satisfaction
Employee satisfaction to use certain information system or tool is relevant issue
regarding their work performance. The characteristics of a job have a positive
effect on personnel’s job satisfaction (Chen, 2008). Employee satisfaction has been
said to be the affective state towards different job elements and the perceptions
of these elements, such as work itself, opportunities, and co-workers (Brown &
Peterson, 1993; Brown & Lam, 2008). In addition, in CRM context CRM user satisfaction is said to be a substitute of information system (IS) success and it refers
to the extent to which a system meets user needs and user’s affective attitude
towards the system interacted directly with (Doll & Torkzadeh, 1988; Avlonitis
& Panagopoulos, 2005). Hsieh, Rai, Petter & Zhang (2012) mention that employee’s satisfaction with CRM systems mediates to positive work outcomes. In
addition, Hsieh et al. (2012) argue that employees’ user satisfaction is positively
related to their service quality and to their personal knowledge about customer
service and job dedication. Chi & Gursoy (2009) address similar thoughts as they
mention that satisfied employees are more likely providing better services, which
results in more satisfied service experience for customers.
If employees perceive CRM system is easy-to-use, it can lead to satisfaction to use that system. Furthermore, perceived usefulness is related to satisfaction through system’s capabilities and operations. (Avlonitis & Panagopoulos,
2005.) Thus, the system attributes have a significant importance and these attributes can lead eventually to employee satisfaction or dissatisfaction and this might
affect overall employee performance, for instance service quality.
In eCRM context a more positive perception of satisfaction that employee
has will lead to a more positive increment in effectiveness of the eCRM. Besides,
organizational culture, strategy and flexibility are elements that are affecting employee satisfaction. (Navimipour & Soltani, 2016.) Nevertheless, employees
might feel unsatisfied with the CRM tools if they resist to change or are resistant
to use new CRM tools. Sometimes the reason may lie beneath that they believe
they cannot learn new technology tools or managerial support is not adequate
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(Buehrer et al. 2005). Therefore, organizational support and organization’s culture and flexibility are key factors concerning employee’s overall satisfaction,
since without adequate support from organization or inadequate managerial
commitment to use CRM tools might lead to dissatisfaction among employees to
use a specific information system, in this case a CRM system.
DeLone & McLean (2003) argue that information system’s information
quality can improve user satisfaction. In addition, DeLone & McLean (2003) propose in their IS success model (FIGURE 3) that system quality influences user
satisfaction as well. By user satisfaction, DeLone & McLean (2003, 20) denote:
“The extent to which an application helps the user create value for firm’s internal and
external customers”.

FIGURE 3 IS success model (adapted from DeLone & McLean, 2003)

According to DeLone & McLean (2003) positive experience in information system
use will lead eventually to better user satisfaction. Similarly, increased user satisfaction will lead to increased intention to use and, thus to actual use. Net benefits are impacted by user satisfaction and actual use, and they are related vice
versa to each other. In addition, lack of positive benefits may lead to decrease in
system usage (DeLone & McLean, 2003). Taking this into account, if employee
has a positive experience with an information system this can lead to increase in
use and, thus lead to better user satisfaction and eventually to net benefits which
can mean, for instance positive performance. Furthermore, Kim et al. (2015) state
that: “m-CRM quality (system quality, information quality, and service quality) and
personal performance were fully mediated by system use and user satisfaction”. Taken
this into consideration, it can be justified that employee’s perceived ease-of-use
related to CRM system, system quality and information quality could improve
employee’s satisfaction, which in turn can lead to better performance.
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2.4 Customer experience
Customer needs are more easily satisfied when an organization has more
knowledge about its customers (Buehrer et al., 2005). Meyer & Schwager (2017)
note that customer experience includes all diverse aspects of a company’s offering, for instance the quality of customer care, product and service features, ease
of use and reliability. Moreover, customer experience is the internal and subjective response that customer has with a company through direct or indirect contact (Meyer & Schwager, 2017). Lemon & Verhoef (2016) define customer experience broadly as a multidimensional construct that consists of customer’s cognitive, emotional, behavioral, sensorial, and social responses to a company’s offerings during customer’s purchase journey.
According to Buehrer et al. (2005), employees use sales technology because it helps them in efficiency and additionally, sales technology helps to stay
in touch with customers with less effort and enhances communication with customers. As mentioned earlier using CRM tools can increase employee’s time with
his or her core tasks, such as personal selling and managing customer relationships to provide better customer experience when they do not have to perform
administrative tasks in a similar extent (Hunter & Perreault, 2007; Rodriguez &
Honeycutt, 2011).
By using CRM systems employees can gather more knowledge of their
customers and employees who are performing well in collecting relevant information through technology channels can have an experience that they have better
control and capability to provide more personalized service. Then they are more
willing to adapt to customer needs. Therefore, employees’ adaptive behavior enabled by CRM system can help to convert a firm’s investment on IT into better
service performance (Chen et al. 2020). Payne & Frow (2006) say that making sure
that superior customer experience is delivered in times of high demand requires
the active engagement of employees who are working with customers and this is
a characteristic of well-designed CRM implementation.
Lemon & Verhoef (2016) mention that the role of customer experience is
becoming more essential due to increasing number and complexity customer of
touch points and due to assumption that strong and positive experiences in customer’s journey will eventually result as a positive financial outcomes. Therefore,
customer experience should be emphasized more in the future as customer touch
points are increasing and customer data is becoming more important for companies. With effective use of CRM software companies are able to capture relevant
information regarding their customers and provide better customer experience
for them that is affected by better employee experience and knowledge of customer needs.
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2.4.1 Customer satisfaction
Managing customer relationships effectively affects positively to better customer
satisfaction, which can have positive outcomes later in the future. One important
aspect in managing customer experience effectively is to measure and monitor
diverse customer reactions to company’s offerings, such as customer perceptions.
Furthermore, satisfaction results from a comparison of the actual delivered performance with customer expectations. (Lemon & Verhoef, 2016.) Anderson &
Fornell (1994) define customer satisfaction as an overall evaluation of a good or
service over time that is based on the aggregated consumption or purchase experience.
Sin et al. (2005) argue that CRM has especially significant effect on firm’s
marketing performance, such as customer satisfaction, since with CRM, customer
relationships can be efficiently managed. Furthermore, Mithas et al. (2005) discovered that CRM applications are positively related to improvement in customer knowledge and that CRM applications have a positive association with
customer satisfaction. This may be due to fact that CRM applications enable that
it is easier to customize offerings for customers, they improve reliability of their
offerings and it is more convenient for companies in managing their customer
relationships efficiently in different stages (Reinartz et al., 2004; Mithas et al., 2005;
Ata & Toker, 2012).
Sometimes when firms are adopting CRM in their daily businesses this
can improve overall customer satisfaction. Ata & Toker (2012) found that CRM
adoption has a positive effect on customer satisfaction. This can be caused the
fact that CRM applications enable more efficient customer relationship management. Chen et al. (2020) note that CRM system adoption helps employees to
achieve benefits in using the system by responding better to various customer
queries and providing personalized service. Other view for customer satisfaction
presented by Bolton & Lemon (1999) suggests that customer who is more satisfied with a certain service will probably have higher usage levels in the future.
This could mean in CRM context that persons who are using a CRM tool or service and who are satisfied with it will use it more and have higher subsequent
levels of usage. Hence, by adopting CRM applications employees can generate
better customer experience through more efficiently managing their customer relationships, offering more personalized and tailored service, which later can
cause better customer satisfaction. In addition, overall customer satisfaction towards using a certain service can lead to increase in usage. Moreover, satisfied
employees can provide better service quality to customers. Chi & Gursoy (2009)
support this view, since authors discovered a direct relationship between employee satisfaction and customer satisfaction and, that customer satisfaction affects firm’s financial performance. Therefore, multiple factors affect customer satisfaction. CRM system’s impact on employee experience and thus, to employee’s
satisfaction should not be underrated, since employee’s overall satisfaction can
affect the service experience provided which, in turn, can affect customer satisfaction.
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2.5 Literature summary and research model
This chapter summarizes the key literature used in this study related to sales and
marketing tools and developing employee and customer experience through
these tools. As noted earlier, sales and marketing tools can be used to perform
various tasks, such as collecting customer data and knowledge and used to manage customer relationships more efficiently (Foss et al., 2008; Khodakarami &
Chan, 2016). Moreover, CRM use has been shown to have an impact on employee
performance and this increase in performance can later affect overall customer
experience (Mithas et al., 2005; Kim et al., 2015). Diverse factors affect CRM user’s
overall experience and satisfaction with the system itself. Studies have shown
that system’s perceived usefulness and ease-of-use affect the adoption
(Schillewaert et al., 2005; Avlonitis & Panagopoulos, 2005). TABLE 2 collects the
main literature for this study and summarizes CRM tools’ relationship to various
factors.

Article

Research
method
Rodriguez & Empirical
Honeycutt
(2011)
Kim et al., Empirical
(2015)

Factors

Key takeaways

CRM adoption,
utilization and
sales
performance
CRM system use
and employee
performance

CRM adoption and utilization
have a positive effect on employee's sales performance

Avlonitis & Empirical
Panagopoulos (2005)

CRM acceptance
antecedents and
consequences

Carter et al., Empirical
(2018)

Employee
engagement, selfefficacy, and job
performance

Hsieh et al., Empirical
(2012)

CRM and service
performance

CRM quality and personal
performance were mediated
by user satisfaction and system use
CRM system's perceived easeof-use and usefulness influence performance. Besides,
perceived easy-to-use and
usefulness affect user's technology acceptance
A robust and positive relationship was found between both
self-efficacy and employee engagement and job performance.
In a mandatory CRM use environment employee's satisfaction related to CRM use in-
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Mithas et al., Empirical
(2005)

fluences their work task performance, service quality and
job dedication.
CRM, customer CRM systems positively enknowledge and hance customer knowledge
customer satis- that is gained from customer
faction
interactions. CRM systems are
positively associated with customer satisfaction.

TABLE 2 Summary of key literature concerning the utilization of CRM tools

Sales and marketing tools’ use provides significant benefits for companies that
are implementing and using them. However, employee engagement and other
organizational factors play an integral part in their implementation process and
with actively involving employees during the process and training them to use
these tools can boost employee’s performance and this, in turn, can improve their
self-efficacy with information systems and lead to better satisfaction and service
experience. Therefore, effectively utilizing sales and marketing tools can affect
positively customer experience and lead to better satisfaction among customers
through the fact that employees know how to use these tools and focus on their
prime tasks, such as managing customer relationships.
The research model for this study is presented in FIGURE 4. It shows different CRM utilization antecedents and outcomes. The model relies on former
literature and this study’s research questions. The figure clarifies how CRM utilization can be related to employee experience and, thus to overall customer experience which can be mediated through employee performance, for instance.
Furthermore, CRM tools’ ease-of-use and usefulness represent features that the
CRM tools have and therefore, they are affecting overall utilization of CRM tools.
The employee experience concept consists of diverse aspects as mentioned earlier
and in this study’s context these aspects are employee performance, employee
engagement and employee satisfaction. In addition, customer experience concept
contains customer satisfaction.
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FIGURE 4 Research model
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3

METHODOLOGY

This chapter consists of introduction to a qualitative research method and examines what kind of elements are related to case study as a research strategy. Later
on, the case company and its client companies will be shortly described, and an
investigation of study’s data collection and analysis will be made and shortly
there is a discussion of the nature of semi-structured interviews.

3.1 Case study as a research strategy
This study’s research method is a qualitative research method and case study
research strategy is being implemented. Qualitative research method tries to explain and understand reality as a socially constructed phenomenon that is interpreted through social and cultural meanings. Thus, qualitative research forms a
holistic understanding of a certain issue and the analysis itself is affected by social
and cultural contexts. (Eriksson & Kovalainen, 2016, 4–5.) Yin (2016, 9) mentions
that qualitative research usually represents and captures the views of its participants as they are. Moreover, qualitative research’s findings, such as social interactions are not interfered by the study itself and contextual conditions are present,
for instance cultural and social conditions. Therefore, qualitative research
method tries to investigate certain conditions and phenomena, such as social behaviours and generate a holistic view of certain phenomena. It is typical for a
qualitative research that its data can fluctuate from different sources and its participants or settings can be diverse (Yin, 2016, 11). Furthermore, Saldana (2011, 3–
4) notes that the information collected in qualitative research is primarily nonquantitative by nature and it encompasses diverse materials, for example interview transcripts, field notes, documents or other materials that capture human
experiences of others and one’s self in social action and reflexive states. Usually
a great deal of qualitative studies will interview and observe people. This enables
in-depth examination of certain phenomena (Saldana, 2011, 24).
Typical research strategy when conducting a qualitative research is a case
study strategy and they are usually related to each other (Eriksson & Kovalainen,
2008, 116). This might stem from that qualitative methods, such as interviews and
observation can be utilized to generate detailed and rich information of a specific
case or phenomena (Bryman & Bell, 2018, 63). Certain definitions are related to
case study and its nature. Yin (2018, 45) defines case study as an: “Empirical
method that investigates a contemporary phenomenon (the “case”) in depth and within
its real-world context.” Eriksson & Kovalainen (2008, 117) state that diversity and
complexity of certain matters are present in a case study. A case study distinguishes itself from other research designs, since it focuses on enclosed situation
or system, so-called entity that has a purpose and functioning parts. The re-
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searcher can highlight case’s unique features, and this can be known as an idiographic approach. In contrast to a nomothetic approach that usually is related to
cross-sectional studies, which generates information that apply regardless of
time and place (Bryman & Bell, 2018, 63).
Case study research can be divided to two groups: intensive case study
research and extensive case study research. Intensive case study tries to understand a unique case from the inside and provides a holistic and contextual description. It also emphasizes interpretation and elaboration of cultural meanings
and sense-making processes in particular contexts. It also, tries to examine the
perspectives of the people that are involved in the case itself. Whenever, extensive case study research tests and generates theoretical constructs by comparing
several cases. It tries to find common patterns, mechanisms, and properties in a
chosen context of developing or testing theory. Therefore, cases are viewed as
tools that are used to investigate certain business-related phenomena and to develop theoretical propositions that can be generalized to other business contexts
or theory. (Eriksson & Kovalainen, 2008, 119–123.)
When evaluating the case study certain criteria should be taken into consideration. Bryman & Bell (2018, 65) point out that when considering the evaluation of a case study its external validity or generalizability should be taken into
account. This means how single case represents findings in a way that they can
be generalized and applied to other cases as well. Eriksson & Kovalainen (2008,
133) list a few aspects regarding a good case study. Case study should take account other perspectives which examine the evidence from diverse perspectives
and the case study should be significant in one way or another, meaning that a
case should be unique or of general interest. Moreover, matters that are studied
should be relevant theoretically or practically and evidence which the case produces should be presented in a way that the reader can form own opinions regarding case’s conclusions, and supporting and challenging views should be presented.
Saldana (2011, 9) says that when it comes to choosing the case it can be
chosen because it has unique character or opportunities for the study. On the
other hand, case can be chosen strategically because it is considered to represent
the most typical of its kind or it can be chosen purely from convenience. A case
study can be seen as a suitable research strategy if main research questions are
“how” or “why” questions and if the researcher has little control of behavioral
elements and if study’s focus is a contemporary phenomenon. The case study
research is relevant therefore when a contemporary circumstance is tried to be
explained and when in-depth information is needed of some specific social phenomena. (Yin, 2018, 32–33.) Thus, this study’s nature fits to this framework and
the study topic was chosen, because of its uniqueness, relevancy and practical
information it might provide when investigating sales and marketing tools utilization in employee context. In the context of this study, semi-structured interviews are held to gain in-depth knowledge of various participants’ perceptions
to explore how CRM utilization can develop to better employee experience and
eventually if it affects customer experience. As Saldana (2011, 9) mentions that
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usually there are diverse participants with diverse experiences and perspectives
in a case study, thus this case study offers unique opportunity to investigate various employees’ perceptions of their CRM tool utilization.

3.2 Introduction of the case and client companies
In this chapter the case company will be introduced shortly and its client companies that are related to this study. The case company is a global information technology company that offers consulting, integration, and outsourcing services and
the company employs over 77 000 employees worldwide. The company offers a
wide range of services for B2B and B2C companies that include public clients as
well as private corporations e.g. in a field of financial services, healthcare, telecommunications, and manufacturing. The case company provides digitalization
services for companies to enhance their customer interaction and improve their
business processes. The case company and its client companies enable this interesting study setting to investigate sales and marketing tools utilization and their
effect on employee and customer experience. The case company’s clients are chosen on certain criteria that fulfils requirements of this study setting and hence
provide suitable information for this study.
The company provides consulting and system integration services for its
clients that are using or implementing a CRM system. These CRM solutions include Microsoft Dynamics 365 and Salesforce. Therefore, the case company’s clients are being examined through the study lens to acquire information of employees’ sales and marketing tool utilization and what kind of impacts this might
have at individual level, but also to external factors, such as customer experience.
It should be mentioned that the researcher is currently working for the company
and his work is related to CRM system consulting. Furthermore, the interviews
take place in company’s Finnish branch and its Finnish clients, so study results
are limited to Finnish working context.
Client company A is a food company located in Finland that specializes in
consumer-packaged salads. The company is a market leader in consumer-packaged salads and vegetables in Finland. The company has several hundred employees and it has recently implemented new CRM system.
Client company B is a Finnish based global technology company that produces indoor air solutions for commercial and public premises. The company operates in over 30 countries and it employs approximately 1600 employees.
Client company C is a public transportation organization. The organization has approximately 400 employees and over 300 million journeys are made
annually by using its transportation services.
Client company D is a company from Finland that provides software solutions and services. Currently the company has about 2000 employees.
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Client company E is a flooring solutions company based in the Nordics.
The company is market leader in Sweden, Finland, and Russia. Their products
are sold in more than 70 countries and the company has over 1500 employees.
Client company F is a company operating in service industry. The company operates globally. The company has several thousand employees.

3.3 Semi-structured interviews
This study was conducted by using interviews as a data collecting method. Saldana (2011, 33) says that interviews are an effective method to obtain data of various aspects, such as perspectives, feelings, and opinions of peoples’ personal experiences. Moreover, the basis of interview questions should be related to the
research topic and to the purpose of the study, but also improvised conversations
might give unexpected insights and results (Saldana, 2011, 33). Hair et al. (2015,
200) mention that interviews can vary from highly structured to unstructured.
Semi-structured interviews are between these two and consist elements from
both types. Hair et al. (2015, 201) say: “Semistructured interviews have an overall
structure and direction but allow a lot of flexibility to include unstructured questioning.”
Therefore, semi-structured interviews were chosen as an interview method for
this study, since they enable that interviewees can present their own thoughts
and perceptions of a specific theme or a question, and they can be analysed indepth. Usually semi-structured interviews encompass different themes, and they
enable that it is possible to ask questions in different order and to ask supplementary questions on some specific theme if needed. Adams, Raeside & Khan
(2014, 144) mention that semi-structured interviews are often used, and typical
for this interview method is that a “road map” of questions is produced which
guide through the interview. Besides, after getting a reply, more questions can
be asked to gain deeper understanding. Furthermore, semi-structured interviews
were chosen for the purpose of this study to be able to ask open-ended questions
on certain specific themes or matters. Thus, the tone of interviews remained
smooth and conversational.
Interviews were conducted remotely using the Teams application due to
COVID-19 situation and also, due to fact that the interviewees were working in
different locations in Finland, thus it was more convenient to interview through
Teams than having face-to-face interviews. The interviews were recorded to ensure that it could be possible to analyse them later again. However, Adams et al.
(2014, 149) note that when conducting remotely interviews, such as phone interviews or in this case using Teams there are some advantages and drawbacks.
Advantages include ease of geographic coverage and it is possible to do more
interviews in the time available. On the other hand, drawbacks are the lack of
visual contact, thus non-verbal cues and behaviour cannot be read, and the sense
of impersonality might remain if the persons have not met before. Considering
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this, at the beginning of each interview it was noted to the interviewee that there
is a possibility to use camera in the beginning of the interview or during it if the
interviewee wants to do so. This could make the interview itself more personal.

3.4 Data collection and analysis
As mentioned earlier conducting semi-structured interviews were the data collection method in this study. Interviews took approximately 30 minutes each and
before the interview started, the topic was introduced shortly and what CRM
means in this study’s context. Some introductory warm up questions were asked
and after them, the main interview questions regarding study’s themes were
asked. Furthermore, if the interviewee provided interesting answer or if the answer was relatively short, the interviewer asked supplementary questions or to
clarify their answers to gain more insight.
The interviews were conducted in six different companies that encompass
different industries and from each company two persons were interviewed. The
reason why six companies were selected was to assess if companies from different industries use their CRM differently and if their CRM utilization affects employees’ experience in a different way. Moreover, the interviewees had to some
extent different roles within their company and their CRM usage differentiated
from others. In each company one of the interviewees was either end-user or
main user in the CRM system to understand better their CRM utilization and
employee experience. Usually the other interviewee from each company had a
wider understanding of their sales or marketing processes and represented the
management’s view on the matter. By interviewing different kinds of persons
from each company enables more comprehensive understanding whether employees’ perceptions are in line with managements’ regarding their CRM utilization and its effect on employee and customer experience. TABLE 3. presents relevant information regarding each interviewee, such as what is their position, how
much they have CRM experience in years and what client company they are
working for.
InterPosition
viewee

Sales
&
Marketing
experience
(years)
30

Years
in the
organization
8

CRM experience in
years

Client
company
A

A1

Account Manager

A2

11

2

Client
company
B

B1

Business controller 5
& CFO
Sales Manager
6

1

10

B2

CRM Engineer

6,5

4

6

<1

35
Client
company
C

C1

Account Manager

10

10

2,5

C2

15

<1

15

Client
company
D

D1

6

2,5

2,5

12

1,5

12

Client
company
E

E1

ICT Service Manager
Process Development Manager
Business Platform
Manager
Key Account Manager
Sales Director

25

4

4

30

11

9

Client
company
F

F1

8

8

12

3

D2

E2

F2

Key Account Man- 8
ager
IT for Customer & < 1
Concept

TABLE 3 Background information of the interviewees

At first, the interviews were transcribed verbatim to ensure that any information
is not missed. After that, the material was compiled and coded under specific
themes that were related to the research questions and based on the structure of
the interviews. Specific interest was shown towards content pieces that had significance related to the study’s themes or occurred frequently in the interviews.
Conducting this kind of procedures reduces the amount of data and makes it
easier for further analysis to find relevant information. Besides, Adams et al.
(2014, 158) mention that coding is useful in reviewing data and forming conclusions from the data as well as understanding data’s significance. Considering this,
initial codes were segmented under specific themes and they were interpreted
based on research literature and in the scope of this study. Later on, codes were
transformed to umbrella themes to have a clear understanding of the matters and
after completing this phase relationships between themes were analysed and the
findings were made based on the analysis itself. Supplementary themes were introduced if the interviews gave new insights and information’s relevance were
found to be suitable for this study.
Some variation in the data was found, since companies represent different
industries, and their CRM utilization meets different customer needs. This enables rich information from several diverse industries and findings from the client
companies can be compared to each other as well as end-user views versus management’s perspective.
Yin (2016, 184–186) describes how to analyse qualitative data in the research
process. The process consists of five phases that are compiling, disassembling,
reassembling, interpreting and concluding the data. As mentioned earlier the
analysis process in this study started with compiling data that was transcribed
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and after that the data was broken down to initial codes. After that in the reassembling process, the data was arranged to larger themes based on the research
literature and then the themes and data where compared together and interpreted. Based on the interpretation, the final phase, concluding the data, was conducted which means forming conclusions from the study. This kind of thematic
analysis is a frequently used data analysing method in qualitative research. Thematic analysis enables that is possible to find relevant and interesting information from the material and segmenting the data under specific themes that
either occur in the material or that are preformed beforehand. In the context of
this study the themes were related to the theoretical framework of this study,
therefore the data coding and interpretation process were rather easy to conduct.
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4

RESULTS

In this chapter, the empirical findings of the study will be presented and described. The findings are categorized under themes based on the interview structure and the research model. Some of the themes have similar aspects and the
content in themes might encompass other themes. Therefore, it is not intended to
form clear boundaries between themes but to form a comprehensive perception
of the research topic. Several themes are introduced, and themes also consist of
sub-themes that give a deeper knowledge of the matter. The first theme addresses
the employees’ CRM utilization and their perceptions towards the CRM system.
Secondly, the antecedents of CRM utilization are discussed and after that comes
theme regarding employee experience, which contains several sub-themes, such
as employee performance, employee satisfaction and employee engagement. The
fourth theme includes aspects regarding customer experience and how the employee experience in CRM utilization is related to this. Later on, discussion of
management’s view of employee and customer experience in CRM context and
strategic view is examined and some other sub-themes are introduced.

4.1 CRM utilization and employees’ perceptions regarding the system
This study aims to deepen understanding of employees’ perceptions of sales and
marketing tools and if their overall employee experience is developed through
utilization of these tools and whether employee experience relates to better customer experience. Therefore, at first is needed to investigate what kind of perceptions employees’ have toward the current CRM system being used and about
their CRM utilization. All of the organisations had implemented a Microsoft Dynamics 365 software where the interviews were conducted. However, the utilization of CRM fluctuated among organisations, since some of them mainly used
the sales module of the Dynamics 365, and some had also implemented the Marketing instance to support their sales processes. In addition, organisations encompassed diverse industries; therefore, they have different needs for their CRM
system and serve their customers differently. Nevertheless, employees had quite
consistent perceptions of their CRM utilization.
CRM was used for various tasks, such as searching for customer information, storing customer data and viewing the customer history and sales pipeline for different customers. Additionally, CRM helped to organize schedules and
gave some useful notifications to remember appointments with customers. Some
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of the interviewees mainly used CRM for admin roles or for conducting data validation or making improvements for the system itself. Most of the interviewees
used CRM on a daily basis.
A1: “So well, why do I use it, I use it because it facilitates contacting customers and getting
customer data.”
F1: “From there customer data and bid documents are managed and the sales funnel, so to speak…
Contract management.”
D1: “I mainly think about it from process perspective, so when I use it, often there is a problem
and that problem needs to be solved, either a quick fix is invented in or a larger development
project is built around it to solve the problem… It is a more that kind of administrator perspective.”

The interviewees were asked how CRM has affected their job and how the system
facilitates their daily work routines. Many of the interviewees described that
CRM plays an integral part in their job and nowadays it would be difficult to
manage customer relationships or execute sales activities without a CRM system.
Some even mentioned that their role is solely based around CRM and working
with it. Furthermore, many of the interviewees stated that if customer data is
stored in Excel sheets or other external locations it is almost impossible to get a
comprehensive understanding of different customers, especially if the data is not
available to everyone. Thus, CRM utilization makes it easier for employees to
access various data within their organization from different customers and this
can help them to serve their customers better. Critical matter to understand is
that a CRM system is only as good as the employees that are using it. Meaning
that if data is forgotten to be updated or crucial information is missing the benefits from the CRM system remain minor. Thus, it is vital that employees dedicate
some time to update their customer information and this helps to access the information easier and this benefits other employees likewise who have not been
directly in contact with a specific customer. Moreover, it was mentioned that
CRM supports to perform operative tasks more efficiently and helps to understand more about their customers. CRM enables employees to perform their primary tasks, such as sales and managing customer relationships instead of using
time to perform administrative tasks that do not bring value for them in that
sense.
B1: “I cannot imagine sales work without some kind of CRM. It would be quite impossible if all
things were in Excel or people’s own places to which they would have access. So I can’t imagine
that active and effective sales work could be done without CRM. It is like a mandatory thing in
this sales job and its success.”
F1: “It affects in a way that it makes work easier when all things can be found from one system,
what I need in my own work. I don’t have to maintain separate Excel lists or contact lists or
anything else.”
E1: “Well, it brings certain type of systematicity… You more systematically go through customer
information and they will be better updated. So it guides a little bit, so it is pretty good thing.”

39
When it comes to the CRM system itself and what kind of things should be improved in the system, interviewees’ perceptions differentiated somewhat depending their role and organization where they worked with. Some said that integrations in the CRM system, such as Outlook helps them to manage customer
entities and make their life easier. However, couple of interviewees stated that
current CRM integrations or customizations work improperly or do not work as
planned. This can hamper their personal employee experience. Most of the people who worked directly with sales mentioned that there could be some kind of
“shortcuts” in the system to perform tasks faster or a “magic button” that showed
all the relevant customer data at glance. Persons working at administrative CRM
roles described that the customer data in the system should be capitalized better
and that the CRM could predict more changes in customers. Therefore, the salespersons want to ease their job by having system customizations that enhance
their job and administrative persons want to have more complex features in the
system to work with the data better.
Furthermore, many interviewees were satisfied or quite satisfied with the
current CRM system and said it was quite easy to use and it works as it should.
However, some improvements concerning the system were said and that the system should be more easily customized to make it more user friendly and that
sometimes too many “clicks” were needed to move around in the system or perform task, for example establishing new customer accounts. Seems to be that customizations and integrations in CRM context are quite significant aspects regarding CRM utilization and the overall employee experience.
D1: “Well, maybe more of that plug and play type of integration is needed. Current integrations
often require terribly customization, even some basic things like Outlook integration is completely
inadequate, as in the case of CRM… It is not enough for anything we use… I have noticed that
it does not please all of our salespersons.”
C1: “Well, there are a few functionalities related to interface that are not the most user friendly.
You have to click some things from sort of tricky places…”
F2: “After all, we have these extra add-ons added to CRM, in a way or integrated some other
systems. So the benefits increase and by using those we can utilize CRM increasingly.”
B2: “There is a bit inconsistency or confusion in that data movement, for example in CRM some
data field has its own name and ERP the same data field has its own name and then you have to
make edits there… This then causes problems in its use and in general some small things, if you
can’t enter some information, for example some country code or some other similar field is in the
wrong format, so these usually causes those problems.”
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4.2 The antecedents of CRM utilization
CRM utilization antecedents have major role in the extent of system usage and
they are in relationship on how employee experiences in overall whether the system is easy to use or useful. CRM system’s perceived ease-of-use and perceived
usefulness can be seen as a critical success factors in the system itself and if employees are able to bring any benefits by using the system. Many interviewees
emphasized that CRM should be useful for them, for instance make their lives
easier, speed up their sales processes or to be able to manage better customer
relationships by gaining useful insights from the data that CRM provides. By the
same token, CRM’s easiness to use was said to be one of the most important matters concerning the overall employees’ experience with the system and how it is
used. There was some variation within the companies, since some employees
thought that CRM is rather easy to use and self-explanatory, when some employees felt that the system is not user friendly at all and makes it difficult to use
which, in turn, affects their motivation to use that system.
4.2.1 Perceived ease-of-use
Employees had moderately similar views what ease-of-use means for them and
what kind of impact it has towards their work. Many emphasized that system’s
ease-of-use plays an integral part in their work and it is in relationship on how
well they can perform their job.
A1: “It probably has a key significance. Ease-of-use plays a huge role.”
B1: “In my opinion CRM should be as clear and simple as possible and easy to use that it can be
used without that you have to spend a lot of time and effort to learn it… And this 365 [Dynamics
365] is, at least in my opinion, quite clear and simple so it can be used, but on the whole it is
precisely ease of use and simplicity that creates the basis for its usability in general… If it is
difficult to add some information or difficult to find information then there is a risk that it will
not be used at all.”
C2: “For me ease-of-use in systems means that at glance you can see wherever you are, you know
the meaning what you are supposed to do at that page.”

Next it was asked what kind perceptions employees’ have concerning of the easeof-use of the current system. Noteworthy aspect was that it varied within organizations whether the CRM was easy to use or if employees felt that the system is
clear and self-explanatory for them. It was said that the system is mainly easy to
use, because it is intuitive, and the user interface follows similar protocol from
other Microsoft software. However, some employees said that the system is disorganized, and it is difficult to use. Especially employees from client company C
felt that the CRM system’s usefulness suffers from the fact that it is not easy to
use. Another noteworthy aspect is that all the other organizations were private
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companies and somewhat “sales organizations”, while the company C was a
public sector company, and it did not have to have sales processes in similar extent.
C1: “The ease-of-use or the user interface supports your work, in a way. So, it is really important… I would not say that it is the easiest system what I have used. So, there is still room for
improvement.”
C2: ”It is complex… The user interface should describe the doing itself, so it does not describe
that now.”

Moreover, the interviewee C2 stated that if CRM system needs to be trained for
the employees then there are problems with the user interface. The main issues
that affected the easy-of-use in this case were the complex user interface and insufficient integrations that did not work well. In addition, compared to other organizations the company C used their CRM primarily as a customer register and
in the future for the marketing automation tasks. The reasons for their distinctive
CRM utilization experience will be discussed later.
Employees in other organizations felt that the system is quite easy-to-use,
but there are some features that make it difficult to use occasionally or that the
system could be clearer. Another thing that rose from the interviews is that sometimes the vast amount of features and possibilities might affect negatively the
ease-of-use.
B1: “The 365 is easy-to-use and visually moderately clear, it has clear steps that help you to get
forward, and the general appearance is adequate when you have used it for a while.”
D2: “Ease-of-use might not be as easy as it could be, because CRM system usually contains quite
a lot information about a customer or potential customer or former customer and presenting this
vast body of data to be easily used has not been entirely unambiguous in these Dynamics CRM.”
F1: “I think in general it is easy-to-use, but it requires some familiarity… guidance.”

Another thing what was mentioned in the interviews was the system’s language
and user’s computer self-efficacy. It was said if the system is in English it is easier
to collaborate with foreign parts of the company or with suppliers if the company
itself is global. On the other hand, it occurred that not all of the employees are
able to use CRM that well if they are not that capable in English or if sort of
Finglish is used in the system that might decrease the overall employee experience. Already in the CRM system’s development and implementation stage the
language option should be considered carefully from the company’s point of
view, but also from employees’ point of view, since their familiarity with a language affects their ability to work with the system.
D1: “We have started with the Finnish system being introduced so it is a bit silly and now we are
stuck in sort of Finglish sometimes and it poses quite big challenges if there are foreign suppliers
or developers, and it poses other challenges…”
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E2: “We are using English version, because we are a global company and to ensure that the language is same in every country. If there is a problem we can immediately speak the same language
about it… and we have this IT helpdesk in Sweden, because of that.”
F1: “If IT skills or language skills are not that good… because we also use the English system and
I know that it poses challenges for some of our users that you don’t have the language skills, so
that you could use so easily the system.”

4.2.2 Perceived usefulness
Perceived usefulness had a vital role in overall CRM utilization and how employees’ view the system itself and its effect on their own user experience. To be able
to get benefits from the system it had to be easy-to-use and employees needed to
understand what kind of value CRM utilization provides for them. Almost all
interviewees felt that the system is useful for them and it has useful features that
makes their work and tasks easier. Things that emerged from the interviews were
that employees need to gain something from the system usage to be willing to
use it at first place and secondly, the CRM’s perceived usefulness is related to
their overall employee experience and how they get their job done.
First theme concerning CRM’s usefulness was related to what kind of perceptions employees have regarding usefulness in overall and what does it mean
for them. It was said that the system should be useful and provide some value
for its users, otherwise the system implemented is used wrong or the system itself
do not meet the needs of end-users. In addition, CRM system should be relatively
fast and provide information clearly for its users to gain benefits. Another thing
that rose was that employees who have used the system in greater extent than
their counterparts or are more sufficient to use the system have better views of
the system’s usefulness and probably are able to use it more comprehensively.
C1: “And then usefulness for that case… Different systems are used to gain some benefits, also
in this CRM when there is all the information and it has been updated and as many people in the
organization as possible would use it who work with the same things, so it would be very useful.”
C2: “Usefulness means that added value is gained for the business, either to reduce or make work
easier, and it has wide range of effects when employee is facilitated or makes the job easier.”
D2: “The CRM system is very necessary and useful for us in terms of sales and marketing…
When it’s being actively used the business processes are better realized and we can standardize
customer experience… On the other hand, those who do not actively use it also find it somehow
slow or inconvenient, or that no additional information can be found there, but that it is a kind of
glorified Excel sheet on which sales management would want you to write things so the sales
information would be accessible to everyone.”

Interviewees from the client companies stated that system’s usefulness becomes
apparent by its features and capabilities that the system can be used for. The most
significant benefits that the system provided is being up-to-date with customer
information, acquiring relevant customer data and storing the data. Moreover, it
eases employees’ job and it accelerates their sales and marketing processes. Thus,
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almost all of the interviewees noted that the current CRM system is useful for
them and for their organization and it depends on the organization, what kind of
benefits the system utilization brings for them.
A1: “I find this [CRM] a huge benefit in keeping the numbers up to date.”
F1: “I personally think, from that tool you should form that kind of view that I try to find the
things there why it is useful for my work. I don’t see it as a mandatory evil that I should use
rather I want to use it because I think it facilitates my work.”

4.3 Employee experience
Employee experience in this study’s context is employee’s individual experience
when they are using the CRM system and it consists of a few subthemes. These
subthemes are employee performance, employee engagement and employee satisfaction. Employees’ perceptions of the CRM utilization are in key significance
related to their personal experience and whether this experience is linked to the
customer experience. Employee experience’s importance is vital, since eventually,
the employees are the ones interacting with customers and they have important
role in forming a positive or negative customer experience, and whether the customer is satisfied with the service overall.
At first, it was asked how CRM system utilization affects employee’s personal experience. In many cases it was mentioned that the system utilization affects positively employees’ personal experience, since the system brings various
benefits for them, such improving their sales tasks and it makes possible in accessing more relevant customer data that can be used to tailor better customer
offerings and experience. As mentioned earlier CRM utilization antecedents: perceived ease-of-use and perceived usefulness are prominent factors in employee
experience. Employees’ experience is more positive if they feel that the system
helps them to perform their work better, if the system has useful features and if
it is easy-to-use and clear. On contrary, employee experience can be hindered if
multiple different systems are needed to be used to perform some tasks and if
employee experience develops to be “over extensive”. In this case, also system’s
features are in relationship with the employee experience. Employees’ comprehend that if the system is not easy-to-use or if it does not have any benefits for
them, they feel unmotivated to use it.
A1: “Yes it affects. CRM utilization affects positively [employee experience].”
B1: “It has a significant impact… If the CRM system is easy-to-use and you can easily find information from there, then it supports and facilitates your daily activities and in this case, there
is a clear improvement to that earlier. I have only positive experiences.”
A2: “There are probably two kinds of views in this. On the other hand, it is perceived as useful
when information is available to everyone all the time… Transparency of a customer has increased
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enormously compared to previous tools… On the other hand, I know that telemarketing will experience it so that there are terribly systems where everything has to be marked…”
C2: “It increases stress. It’s at least the user experience.”
E2: “Then when you look from our point of view, as long as you have started using it in a right
way and use it regularly then it is easy and fast. It is as fast as writing things in a booklet.”

4.3.1 Employee performance
One of the research questions was related to employee performance and what
kind of perceptions employees have regarding CRM utilization’s effect on their
individual work performance. Interviewees said that CRM facilitates their job
and increases speed of the customer processes in certain cases. Some said that
CRM utilization has an innovative effect towards their work and motivation, and
CRM is a sort of time saver for them. Although, it was also stated that even if
CRM facilitates individual work experience it do not directly enhance their performance, since it consists of several other factors than just utilizing the system.
It was noted that when employees perform their job faster and when CRM eases
their administrative tasks they have more time to do customer related activities,
such as nourishing customer relationships and tailoring offerings for customers.
Eventually this can positively affect the overall customer experience when employees’ own personal experience is improved through the CRM use.
A1: “As I mentioned earlier so when things are easily available, and I like these numbers and
when they are easily available I don’t have to waste time looking for information and so I feel it
useful, convenient to use and it adds value through it.”
E1: “I would say that it sort of streamlines certain things and speeds up, especially if you have
done the basic information there well. Then it will become more dynamic.”
F1: “When the system works and I get the things I want from there in the right form, then of
course it has a positive effect and makes it easier and hastens doing of many things… But as I
mentioned earlier there is a few deficiencies that cause headache when you don’t get a certain
search result from the system… But when you have to make further edits in Excel or combine
data from two different searches or something else, so they are that negative section.”

4.3.2 Employee satisfaction
Employees’ level of satisfaction related to CRM utilization is one of the cornerstones of their overall employee experience. Satisfaction is not an unambiguous
term, since all the employees have an individual perception what satisfaction
means for them. Nonetheless, employees felt that they were more satisfied if the
quality of data was good and the system helped them in their job. Moreover, the
system features, and system functionality were seen to be related to satisfaction
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level that employees have. If the system worked as planned and there were no
problems in its use, employees felt in general satisfied. However, if multiple systems were used simultaneously, the user interface was difficult to use and the
system integrations did not work it caused dissatisfaction among employees.
Some of the employees felt that when they are more satisfied this possibly
can have a positive effect on their customer service skills which can eventually
lead to better customer experience and customer satisfaction. In addition, the
level of engagement in CRM implementation process or developing process
emerged from the interviews and employees felt that this could affect their overall satisfaction as well.
Questions in this subtheme were related on how CRM utilization affects
employee’s individual satisfaction. The interviewees’ answers varied in different
organizations were they worked.
B1: “Well, in the sense that if it is simple and easy system that is convenient to use then it will
be used more happily and if the system is challenging and tricky then maybe I will be irritated
and then it will not be so nice to do work or do those things. It affects my personal satisfaction if
the system works well then I’m satisfied.”
E1: “… So when, especially when I updated customer information in a few days a bigger cluster,
so it becomes such a good feeling that in a way the body is well built there and it goes on a long
time with smaller adjustments in the future… That once you do those things, the groundwork
there well it will serve for a long time.”
F1: “When the system works and I get the things I need from there it has a positive effect on my
satisfaction. Whenever your work can be done in a sensible way and in a reasonable time without
having to hit your head on the wall or the system not working. These really do have a big impact
on your own personal experience.”

4.3.3 Employee engagement
Employee’s engagement with the CRM system itself and with its implementation
and development is one of the most significant aspects considering employee experience. Most of the interviewees felt that they were committed to use the system, since it helps them to do their work better or the system is useful for them.
Employees felt that when they were taken along or were engaged in developing
the system or its features, they understood better what kind of things can be
achieved by the system usage and they learned also to use the system more sophistically. Furthermore, employees’ engagement in these processes could help
them to find the system more useful and easier to use which in turn affects their
individual performance.
A1: “Yes, I’m committed. Just because it makes my job easier.”
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B1: “Yes, now especially when this system is new, so I like to use it and you get familiar with the
system and you find that kind of things that are good and things that should be improved and you
can actually do something to these things. So I feel that I’m committed to use it.”
F1:” I’m committed, since I feel that it is useful and necessary tool, and I feel that it facilitates my
work when I’m using it.”

Furthermore, by engaging employees in the system implementation or development generates feelings that their opinions are respected, and some attention is
paid towards their improvement suggestions. As employees are the end-users of
the system and work directly with the system itself it should be understood that
making their work easier by customizing the system or improving its interface
can have a major impact on their personal experience. On top of that, resistance
to change towards a system can be lowered if employees are engaged in the development process and thus, employees are more likely to adopt the system and
start using it when they understand benefits the system brings and why it is used.
A key element that rose from couple of interviews is the communication between
management and end-users. Ensuring that the end-users understand why CRM
is used and what benefits it brings and communicating this clearly can drastically
improve employees’ experience towards CRM utilization. The questions in this
theme were related if the employees are engaged to use the system, whether they
were engaged in the implementation or development processes of the CRM, and
if this is in relationship with their overall engagement.
C2: “They are surprisingly committed to use considering how much there is all kinds of adjustments… Only way to get it [the system] good is to engage them. Yes, it definitely engages them.”
F2: “Varyingly, but in principle more and more doing the job in a certain way drifts to the fact
that is has to be done through it. So that is committing to it and of course benefits have to come
from there what engages those users more… Users give a lot feedback and it’s being developed
accordingly. And of course it commits more when they see that their wishes are being met.”
B2: “I think that change management is the biggest challenge in it. No matter how good the
system and how things work, but if the supervisors do not lead to their subordinates in the right
way and get salespersons excited about it, then we don’t have any data and we can’t benefit from
the system.”

Another aspect that emerged from the interviews were the mandatory CRM use
and its relationship with employee engagement. Interestingly, even though employees were “forced” to use the system it did not seem to have any negative
effect on their personal experience, since they felt that using the system is mandatory, it is common agreement in companies that employees are using it and it
helps them to succeed at their job better.
D1: “A little forced. I am committed to use it and it has become a big part of my job… It is the
biggest thing what I do, its use and development. Actually, I could say that my role is completely
around CRM and you cannot really get away with it due to it has been decided that the CRM is
the golden record to which all data swims and then we push it forward to BI and other places, but
it is the place where everything is collected or at least most of it.”
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4.4 Customer experience
Customer experience theme was introduced to develop understanding on how
and if employee experience mediates to customer experience. Customer experience is vital matter for many companies, since it might have impact on their business performance. Therefore, customer experience was studied through the lens
if CRM utilization affects positively employee experience and performance, and
if these factors are in relationship with improved customer experience, such as
customer satisfaction.
At first, it was asked from the interviewees how CRM system utilization
is in relationship with better or improved customer experience. It was noted that
when employees are able to acquire more relevant customer data they can have
a better understanding of customers’ needs and can serve them better and more
efficiently. Customers’ also receive a better service when employees have a 360view of them and know their individual history regardless who has been in touch
with them formerly. In addition, it was emphasized that when the information is
correct in the system, the customer receives better customer service, and it prevents that multiple duplicate contacts are not made. These factors can be part of
a better customer experience when customers’ perceive that the company and its
employees are always up to date of their current situation and needs. Important
thing to consider is however that employees’ ability to serve customers better can
be dependent of their CRM utilization skills and if the data supports their work
in way that, they can provide more tailored customer experience.
D1: “In my opinion, the 360 view plays a key role, when customer calls us or is in contact and
there is someone who doesn’t know that customer, so CRM plays a key role in telling the background story about the customer… It supports enormously customer servant’s and salesperson’s
job who at that time is there.”
F1: “In a way that when the information is put to the system, so all customer information is there
in the right way, it then leads to that the customer receives better or the right kind of service and
the possibility of service errors decreases when we have that background information there right.”

In some cases the CRM system’s ease-of-use and usefulness affected the employee experience in a way that could lead to more negative customer experience
overall. This mainly stems from the fact that if the system has been perceived as
difficult to use or all the relevant data cannot be entered there or data is not available in the system. In one case, it was mentioned that due to human error customers received multiple contacts from the company regarding same matter,
since employees were unsure how to use the system. Other case was that due to
system functionality recently entered customer data was lost, because of autosave feature. Other factor that rose from the interviews was employees’ stress
of using multiple systems simultaneously to access data or if the system was challenging to use. This was the case especially with client company C, since they felt
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that the system could be easier to use overall and that the CRM system does not
provide enough benefits for them yet.
C2: “It increases stress that is at least the employee experience. And maybe it shows in that we
are not as active in the customer’s direction… It is better than nothing, but it can feel confusing
in the customer’s end… our use.”

Customer experience can also develop through the fact that customers perceive
that employees and companies are handling their matters professionally. Moreover, it was noted that customer’s brand image experience regarding a company
could improve if the things work smoothly, customers receive consistent customer service and if they be aware that their supplier has a “fancy” CRM system
adopted rather than Excel sheets. In addition, when employees have facts and
statistics about their customers this can lead to improvement in the customer experience at the customers end when they are thinking of their service experience
in the whole.
Additionally, it was noted that customers’ service experience can improve
when they are served according to the one-stop shop principle which is enabled
by the CRM. Meaning that when a customer is in contact with any part of the
company he or she receives similar service no matter who is serving him or her,
since all of the employees have the same customer information.
E2: “I know that of course customers like that it [service] is clear if they ask us or ask us for an
offer then it always comes in the same form…”

4.4.1 Customer satisfaction
Customer satisfaction is one of the subthemes of the customer experience in this
study’s context. Customer satisfaction is one of the most vital aspects of the overall customer experience and if customer satisfaction is good, it can lead to several
positive outcomes. Even though, customer satisfaction is a multifaceted concept
it will be discussed from the employees’ point of view and how their own personal experience can be related to customer satisfaction in general.
It was asked how the customer satisfaction improves by the employee’s
CRM utilization. Interviewees had rather similar views on the subject that customer satisfaction is enhanced when employees can serve them in a right way
and fast. Furthermore, customer satisfaction is improved when employees are
able to provide right service in right time. Customers are more likely more satisfied when the customer process is fast for them and they have a feeling that their
needs are taken care of and their individual needs are served. Communication
and interaction also have a significant role in this, since they concretely are in
relation with customer satisfaction. All the employees who are working with customers should have the same knowledge and understanding what has been offered to the customers and what kind of history the customers have with the
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company. CRM enables employees to have a comprehensive view of customers
which has a great role in their customer service which in turn is in relationship
with the overall customer satisfaction.
B1: “So with working CRM we get a holistic picture of what kind of customer he is, what he likes
and what he doesn’t like and maybe at the same time we can also create framework for our offer
or general principles according that we can serve him in the best possible way and to create things
that create customer satisfaction for him or what he likes.”
D1: “Somehow it [conversation] is more natural in my opinion when you already know the customer even though in reality you don’t. But you have the existing data and the background information so I see that it is of great importance what kind of the interaction is between the company
representative and the customer. So I think it should affect that customer satisfaction but this is
my own assumption.”
E1: “Information comes to the right person at the right time…”

One of the interviewees mentioned that it is directly proportional to the fact when
the employee experience is good in overall, then it will reflect in the customer
experience in a way that the experience is faster for customers and they will be
more satisfied. In this case, this is because of the quality of data, changes related
to customer itself can be communicated more efficiently for the customer, and
this has a big role in the customer satisfaction. CRM increases transparency to the
customer’s direction and that should enable employees to perform communication and interaction better with customers and this presumably increases the customer satisfaction when their needs are answered faster and in a right way. It
was also stated that customer satisfaction increases customers commitment towards to a supplier company and it is one part of the customer value.

4.4.2 Customer value
Customer value concept was added to the final interview questions to acquire
more knowledge if the CRM utilization generates customer value and how. Customer value can be seen as one part of the overall customer experience and it
should be noted that customer value for an interviewee depends on the company
where they are working for and of their own perception of it, since all of the companies have different goals for their customers. Therefore, we can only speak of
the customer value on a general basis. It was said that CRM system should be
extensive enough to capture the vast of amount of customer data and show it in
a sensible way. Some other aspects that rose are in line with previous findings
that customer value is created through the fact the information is relevant and up
to date. Furthermore, it was added that CRM makes it easier for employees to
gather information of customer and to react faster and maybe to forecast changes
in customers. It also helps to see if some of the customers are having challenges
with their own sales and what products they should try to improve or sell more.

50
Value can also rise from that the CRM concretizes the various activities with a
customer and due to fact that employees have concrete facts about customers and
of their performance. Additionally, the added value can generate when customer
preferences are understood better, and when sales and marketing support functions are synchronized with the CRM. The value then comes from this point of
view.
F2: “Well, yeah it creates [value]… The information accumulates there and we are able to see the
customers better as a whole. So yes, it creates value… But well, if there would not be any customer
value, it might not be use in the right way.”
D1: “Customer value is made up of so many different things and it should be looked from such a
broad perspective, but I can see for myself that customer value is made up of how the customer is
treated, what kind of the interaction it is and of course CRM plays a key role in that. Gathering
that data and to understand the customer and so that is where the customer understanding comes
from and when that customer understanding is in good shape then it is possible better offer the
right products or solutions or upgrade products.”
D2: “Well in that case if a CRM system would ideally be able to understand the totality of the
customer relationship at the level that through it would be possible to identify factors that add
value to the customer, then it would be extremely good…”

4.5 Management’s perspective for developing employee and customer experience
In this study, it is also important to address management’s perspective regarding
employees’ CRM utilization and its relationship with customer experience. By
understanding the strategic point of view of CRM and its importance for companies in developing employee and customer experience then it can be compared if
end-users have similar perceptions with management and vice versa. Some of
the interview questions were directly specified for the management, since it
would not be reasonable to ask questions related to their personal CRM utilization if they are not in touch with the system itself or use it for sales and marketing
activities. In addition, COVID-19’s effect on developing the employee experience
will be shortly discussed.
Interviewees emphasized that CRM plays a significant role in their organization and that employees have widely adopted to use the CRM system in different organizations. Furthermore, almost all of the interviewees said that their
CRM implementation process had gone rather well. When it was asked what
kind of perception one has regarding CRM utilization and its effect on employee
and customer experience and what are their significance for the business the answers varied to a certain extent depending on organization. All of the companies
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except one (company C) were operating on a private sector and they were somewhat called as a “sales organizations”. For these companies CRM played an integral part in their sales and marketing activities and interviewees from them mentioned that employee and customer experience are important factors, and they
should be nurtured continuously to grow the business. In company C’s case these
above-mentioned factors do not play that vital role, since they do not have to
“sell” their services in a same way and their services are used no matter how
good the employee and customer experience is eventually.
CRM has helped companies to gain more data and improve communication with their customers. Moreover, companies can tailor better their offerings
for individual customers and develop customer experience based on knowledge
acquired from the system. In addition, management is able to follow employees’
performance more consistently and to help them to find areas for improvement.
It was also stated that CRM should be conceptualized and viewed more than just
as a technology. It should be understood more extensively to be able to enhance
the employee and customer experience.
D2: “Yes, the employee’s experience of using CRM should be the primary source of information
and that employee experience should be almost as good as its customer’s experience and employee
would feel that he gets all the necessary information… I am of the school of thought that CRM
term or CRM should conceptually strive for fade from employees in a way that everything related
to the customer should be perceived as CRM… And the employee experience should be a collection
of different customer related things that are perceived as CRM.”

Another matter that rose from interviews were possibilities to use mCRM solutions. Some of the interviewees said that it can help employees perform better
their customer process especially if they are visiting a customer and they need at
that moment do something with CRM, then mCRM solution, such as CRM in a
tablet can affect positively to an employee’s personal experience. However, in
many companies mCRM utilization is quite minor still due to fact that it does not
have all the same features than a regular CRM solution on PC.
It was mentioned that when working with multiple systems it is challenging for employees and they might resist to change if they must adopt wholly new
systems and if they don’t see the benefits from their utilization. Couple of companies were using multiple systems simultaneously that employees had to use to
do tasks related customer activities. It seemed to be that many of the organizations where developing employee experience by training employees to use the
CRM and to introduce them to its new features and having a budget that can be
used for CRM development. Some of the companies have personnel who were
hired to a specific need, for instance to develop the CRM system to answer end
users’ needs or to help in developing the CRM to be become more suitable for the
needs of their business. By training employees continuously and keeping them
up to date, what kind of new features are introduced and why, companies were
making sure that employees are engaged with the CRM and its development process, which can help them to become more sophisticated system users.
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C2: “Now a lot has been invested. We have a budget than can be used. So we can develop the
experience and obviously I have been recruited for here to help with the problem of complexity.”
D2: “Investments are primarily through training, so training employees for new system versions
with new business processes and this is the primary way. So through process training these business systems then become familiar for employees and whether we can directly affect the customer
experience would require even more significant investments… But then it materializes that how
employee knows how to process that information or the process with the customer.”

Concerning benefits that the CRM might bring were varied in companies. Some
interviewees said that the use of CRM system has increased their sales clearly.
On the other hand, many interviewees mentioned that the CRM alone is not the
sole reason that affects their sales or its effect on overall turnover or profitability
might come later. Besides, it emerged from some of the interviews that sometimes
management has seen CRM’s returns as good when the employees have viewed
that CRM has slowed their daily activities.
D2: “Just over half a year from the introduction of the CRM point of view, they [employees] feel
that certain deceleration moments have become of this CRM to their daily routine. So from the
business management’s point of view, the results have been good, but from the users’ point of
view, the results are not yet so good that they have experienced certain slowness…”

In addition to the previous insights, some of the interviewees mentioned COVID19’s impact on employee experience. COVID-19 has especially affected training
of employees, since training sessions are not that well-arranged, but also it has
caused some instability in customers which means that employees have needed
to understand better customer information and needs. Employee experience has
also been hampered due remote working, since it is more difficult to make appointments concerning trainings or to engage employees with the CRM development. In some cases, this has led to that CRM has not brought benefits for companies in that extent what was hoped.
F2: “As I mentioned this year has been quite exceptional that of course shows a bit in it [development].”

Biggest challenges for developing employee and customer experience were seen
to been in engaging employees with the CRM and its development, but also delivering the message of CRM’s benefits. Interviewee D2 mentioned that challenges lie in changing strategical thinking meaning that companies should continuously make developments regarding business and IT system that supports
the business. Other major challenge would be if the users would not use the system or does not find it useful for their work. Therefore, the users have to understand system’s benefits and organization’s management has a profound role in
this. Thus, communicating with the end-users about system’s possibilities and
listening their suggestions what could be improved helps them to become more
engaged with the system. Management needs to motivate employees to adopt
the system and allocate enough resources to make their training for CRM possible.
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Additionally, time was seen as one challenge in developing the employee
and customer experience and to achieve certain goals with CRM. Personnel lack
time to develop the system or they cannot allocate enough time resources for it,
since they have lots of other work to do. In company C the lack of time in developing the system resulted in that employees are not aware all of its functionalities
and do not have enough experience in its use.
B2: “The challenge is to motivate user to use this CRM. And to see those benefits from it.”
E2: “If you start to feel that like it [CRM] is an extra job or a burden that you need to use this
kind software then nothing comes of it. Everyone needs to see its benefit in making my job easier.”

4.6 Summary of the study results
To summarize results of the study it can be argued that the CRM utilization and
its antecedents are factors that are related to employee experience, and to a certain extent, this employee experience mediates to customer experience. In general,
employees perceived the CRM system as quite easy-to-use and useful for them,
except in couple of cases. Perceived ease-of-use and perceived usefulness have
profound significance to what extent employees can utilize the CRM and gain
benefits from its use. Especially it was mentioned that the system has to be clear
and simple enough for its users and it should have functionalities, such as integrations that support employee’s daily activities in a way that the system makes
their job easier for them. When the system is easy-to-use, more useful it will be
from employees’ point of view and, thus more benefits will rise from its utilization.
One of the research questions was related to if sales and marketing tools
utilization influences employee’s performance. It was noted that at least utilizing
these tools makes it easier for employees to conduct their sales and marketing
activities, such as managing customer relationships. Moreover, CRM system
helps employees to analyze customer data, access customer history and gain insights based on their behavior. Eventually these help employees to form a comprehensive understanding of their individual customers regardless of who has
previously been in touch with a particular customer.
When considering employee’s personal experience concerning utilizing
CRM and its relation with customer experience there was some variation on to
what extent it affects the overall customer experience. Nevertheless, matters that
emerged from the interviews emphasize that if the employee experience is overall in good level and employee has sales and marketing tools that support his
work and enhance it the employee is able to answer to customer’s needs faster.
Additionally, when employees have access to vast amount of customer data, they
are always up to date of recent events concerning certain customer. This helps
employees to communicate with customers better and provide more tailored experience for them. From this point of view, the CRM system increases customer
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transparency for an employee, which in turn helps employee to serve the customer faster and more holistic. Therefore, an assumption can be made that when
employees are more satisfied with their CRM system and if it helps them to perform their job better, then they can provide a better experience for customers and
understand their needs better. This leads to a better overall customer experience,
such as satisfaction.
Furthermore, it was analyzed if management’s perspective concerning
employee and customer experience is in line with CRM’s end-users. In most cases,
the management had similar views with their subordinates. Noteworthy matter
is though that occasionally management’s view is inconsistent with employees’
perceptions. This might stem from the fact that management thinks that the CRM
will bring lots of benefits and is easy-to-use when in reality employees have a
feeling that they need to enter data yet to another system which do not bring
enough benefits for them. Thus, vital is to engage employees enough in the CRM
implementation and through the development process to ensure that their opinions are taken into account. System integrations should be useful, and the user
interface should be easy enough to understand for employees to make sure they
know the system features. Training was mentioned as one of the key elements
that were used to engage employees to use sales and marketing tools. Training
also helps them to become more sophisticated CRM users and can reduce resistance to change. However, in some companies the lack of resources and ongoing COVID-19 situation had affected engaging and training employees negatively to some extent. Additionally, employees should be trained in a way that
CRM is viewed as more than just a technology; it should be seen as a collection
of different customer-related processes to help them understand the customer
experience as a whole. In turn, this helps employees to utilize CRM better and
helps their ability to work with customers. To make the employee experience better there should be less complicated integrations and less other systems that need
to be used, since these can affect the overall employee experience negatively.
CRM development should be an ongoing process that engages employees as well
and to train them on a regular basis of its new features makes it possible for them
to success at their job. When employees success at their work they are more likely
going to perform better with their customers.

55

5

DISCUSSION

This chapter presents theoretical contributions and discusses how the study’s results are in line with previous findings from the literature review. Theoretical
contributions focus on comparing key literature with this study’s findings and
discussing answers related to the research questions. Managerial implications are
made based on the results and implicate on how managers should consider CRM
utilization for developing employee and customer experience and these implications give recommendations on how to tackle some challenges related to these
factors. Later on, evaluation of the study is made, and further research suggestions are presented.
The purpose of this study was to examine employee’s CRM tools utilization in developing employee and customer experience. The aim was especially in
how employees perceive the use of sales and marketing tools and how their utilization affects their individual experience and whether this experience is related
with overall customer experience. It was found that especially CRM utilization
antecedents: perceived ease-of-use and perceived usefulness are related to employee’s ability to gain benefits from the system and improve their performance.
Other factors that were investigated are if the utilization of sales and marketing
tools affect employees’ personal work performance, and findings from this study
support previous findings that sales and marketing tools can enhance employees’
individual work performance by making their work easier and faster. Finally, it
was investigated if the employee’s experience is related to customer experience.

5.1 Theoretical contributions
This study presents several contributions. Three different research questions
were introduced in the chapter 1.2. All the research questions were related to a
same phenomenon, sales and marketing tools utilization and their relationship
with employee and customer experience. Sales and marketing tools, in this case
CRM systems are widely, adopted in many organizations and most of the salespersons job would be impossible to conduct nowadays without using them.
Therefore, it was reasonable to investigate on how sales and marketing tools utilization is affecting employee experience and if the employee experience mediates to customer experience, and how these factors can be developed. Figure 3.
illustrates the research model which was formed based on previous studies regarding CRM utilization and this study’s setting. Study’s interesting setting enabled to gather interview data from several companies that were operating in different industries. This makes it possible to compare the study results to some
extent.
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First research question was related to what kind of perceptions employees
have concerning the sales and marketing tools. In general, employees tend to
have quite similar perceptions of the CRM system and what it can be used for.
Employees understand the benefits that the CRM system can bring for them and
the fact that its utilization is a key element in their job. This finding is in line with
previous studies that have investigated salespersons’ CRM system utilization.
Employees perception of CRM system was affected by its perceived ease-of-use
and perceived usefulness. According to the research results, these two factors are
related profoundly with employee’s overall CRM utilization. CRM should be
easy-to-use, for example, the user interface should be clear enough for employees
to use it and gain benefits from it. It can be also seen that perceived ease-of-use
is in line with perceived usefulness, since employees tend to perceive that CRM
is not useful for them if the system is difficult to use or if it has complex features
that hamper their personal user experience. Thus, system features affect the perceived usefulness, which together with perceived ease-of-use are in relationship
with the overall utilization. This result is in line with Davis’ (1993) TAM findings
suggesting that perceived ease-of-use and perceived usefulness are in relationship with attitude towards using the system and the actual system usage itself.
Additionally, it was found that when employees perceive CRM useful for them,
they are more likely going to use it to perform their daily activities. Avlonitis &
Panagopoulos (2005) had similar results that imply to the fact that employees
adopt CRM tools to their daily routines more easily when they feel that their utilization helps them to in their job or if the tool has useful features.
Second research question was related to what kind of perceptions employees have concerning CRM utilization and its relationship with their personal performance. This study’s results implicate that employees viewed CRM system utilization helping them in their daily work activities related to managing customer
relationships, for instance. CRM system improves employees’ ability to acquire
meaningful data of their customers, which helps them to perform their customerorientated tasks better and the system acts as a timesaver in many occasions. This
view has been supported in many studies (Hunter & Perreault, 2007; Rodriguez
& Honeycutt, 2011).
CRM system should have features, such as integrations that enable employees to perform their job better and with less effort to save up time to do their
primary tasks, which can be providing customer service and sales. Noteworthy
matter is that employees’ own computer self-efficacy and IT skills have a profound role in to what extent they can utilize benefits from CRM and if they can
increase their performance. Occasionally IT systems, such as a CRM system can
be difficult to use if it is too extensive from utilization point of view. Carter’s et
al. (2018) study pointed out that employee’s self-efficacy and engagement are related with their job performance, and the former can be improved by raising selfefficacy beliefs concerning challenging tasks. Besides, training employees to be
efficient and sophisticated system users can drastically increase their knowledge
of the system and ability to work with it. Thus, employees are able to exploit
benefits from the system and they perceive it also as a more useful for them.
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When employees can utilize CRM effectively and comprehensively they can gain
insights of their customers to larger extent and this can lead to a better customer
service.
The final research question was about how employees perceive the relationship between CRM utilization and employee and customer experience. Employee experience and customer experience can be seen as their own entities that
are linked together indirectly in this study’s context. Employee experience consisted of three different aspects that were employee performance, employee satisfaction and employee engagement. As it was mentioned earlier, the employee
performance was positively related with CRM utilization on certain tasks. The
overall employee experience was seen to be improved through CRM utilization
when the system was perceived as easy-to-use and perceived as useful for endusers. In general, employees perceived that their individual satisfaction regarding the CRM system improved when they felt that the system provided relevant
customer information that helped them to achieve tasks and when it was easyto-use and useful. DeLone & McLean’s (2003) IS success model present that system quality and the information that the system provides are in relationship with
its user satisfaction. Additionally, Kim et al. (2015) research suggests that CRM
user’s performance is mediated by user satisfaction and system usage together.
Moreover, Hsieh et al. (2012) argue that employee satisfaction is related to positive work outcomes, such providing better customer service. Considering this
employee’s personal satisfaction stems from the system, its features and benefits
that it brings for its user and this improved satisfaction can affect their individual
performance, which enables them to serve their customers better.
Employee engagement is affected by management’s communication with
them related system development or its features. Furthermore, employee engagement can be improved through training them to use the system and including
them in system development. This also affects their ability to work with the system, factors such as their knowledge of system features and reaping benefits from
it. Employees naturally think the system as a more useful for them if they know
how to use it. Engaging employees in the CRM implementation or development
helps them to understand its functionalities and helps them to acknowledge
gains from the system. When employees are engaged enough with the CRM and
its development process, they tend to become more committed towards its utilization and more satisfied eventually. Nguyen & Waring (2013) findings state that
when employees are engaged through the CRM implementation and development process, they are more likely going to adopt it. Furthermore, several studies
implicate that employee engagement is related to improved individual task performance (Anitha, 2014; Bailey et al., 2017; Carter et al., 2018). Moreover, educating and training employees can improve their engagement with sales and marketing tools as well as to improve their ability to utilize them. FIGURE 5 illustrates this study’s main findings and their relation to each other.
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FIGURE 5 CRM utilization antecedents and outcomes

Findings support the view that CRM utilization is in relationship with overall
employee experience and the experience can be positive when CRM system is
found easy-to-use, useful and if it brings benefits that can improve user satisfaction. In addition to this, research findings imply that improved employee experience is in line with more positive customer experience. This is due to several
reasons that include that CRM system enables employees to gather more customer data which can be used to provide more tailored customer experience.
Customers are more likely going to have a feeling that the service they are receiving is more professional when employees already have their background information up to date. Moreover, the customer service experience is accelerated,
since CRM system makes it possible for employees to perform their work tasks
faster and more efficiently. When customers perceive that they get fast and right
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kind of service they are more likely going to be more satisfied in overall. Previous
studies are in line with this, since they suggest that CRM system enables its users
to gain more comprehensive knowledge of their customers and this customer
knowledge can be exploited to support customer-orientated processes (Sin et al.,
2005; Mithas et al., 2005). Another contribution of this study is that CRM system
facilitates the communication between its user and with potential customer. Generally speaking, employees can access vast amount of customer information
which then can be used to support the communication and staying in contact
with customers. Therefore, employees can nurture their customer relationships
and focus on aspects that should be developed concerning each individual customer when they already have the background information. Besides, customer
data can be used to predict changes in customer behaviour and mCRM solutions
helps employees to quickly enter data to their CRM, which can improve their
own experience as well as customer experience when things are done smoothly.
Buehrer et al. (2005) study findings are accordingly with this, since utilizing sales
tools helps to stay in touch with customers more efficiently. Therefore, it can be
assumed that customer experience can be improved through better employee experience.

5.2 Managerial implications
To an increasing extent, managers are trying to find ways to improve their employees’ experience, but also on how customer experience could be improved to
make the whole customer service process better. This study gives several recommendations for managers on how sales and marketing tools can be utilized to
develop employee and customer experience. Managerial purpose of this study
was to deepen understanding of sales and marketing tools’ effect on employee
experience and if this employee experience is in relationship with customer experience. To examine this subject, employees from different companies were interviewed to gain insight on their CRM utilization and their perceptions of abovementioned matters. In addition to CRM end-users, management representatives
or persons who are well aware of certain company’s CRM strategy and processes
were interviewed as well to form an understanding of the subject from alternative point of view.
At first, based on the results of the study and previous research literature
it can be argued that sales and marketing tools, such as a CRM system should be
made as easy-to-use as possible for its end-users, in this case employees. This is
due to reason that employees cannot gain benefits in a similar extent if the system
is complex by the nature or its features and integrations do not work well. Additionally, the system should be tailored and customized for employees to find it
useful for them. These two factors are the first key elements that management
should consider if they want to improve their employees’ experience. Every employee wants to have tools that enable him or her to success at their work and
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increase their satisfaction. Employees can easily, become unsatisfied to utilize the
CRM system if it does not serve them or ease their job at all. This in turn, can lead
to resistance to change or resistance to adopt the system on their daily routines.
Eventually, this can have a dramatic impact on their overall employee experience
and hamper their ability to utilize these tools. Thus, sales and marketing tools
that are well functioning, easy-to-use and useful play an integral part in forming
a better employee experience.
Communication’s role should be emphasized, since it helps employees to
understand better what for the system is used, but also employees can communicate with the management what should be improved in the system or what kind
of features or integrations they would like to have in the system. Management
should sensitively listen their employees’ suggestions and opinions about their
sales and marketing tools, since this helps them to become more committed system users when employees have a feeling that they are being listened and their
thoughts are taken into consideration. This is also a suitable way to engage employees with the system itself more when feedback is gathered from them based
on their system utilization. Ideal situation would be to engage employees
throughout the whole CRM system implementation and development processes,
by taking them to develop the system or involve them into the project team itself
that is developing the CRM system. This could ensure that grass-roots perspective is considered at the very beginning and then the system can be developed
according the real employee needs and not just from the management’s perspective. Furthermore, when employees are engaged in these development processes
they are more competent and familiar with the system and its features, which
increases their ability to use it and perform various tasks in the system with less
effort.
The results suggest that training employees is one of the vital success factors for developing their personal experience as well as developing the overall
customer experience. Giving employees adequate amount of training ensures
their ability to work with the system as well improves their computer self-efficacy. This training can be conducted through having training days related to the
CRM system or regularly keeping them up to date of its new features and possibilities. When employees understand well enough the system and can use it effectively, it can lead to increased work performance when conducting customer
related tasks, since CRM saves their time and information can be found more
easily. Thus, as employees are able to perform their work better and faster, they
can serve and provide more comprehensive service experience for their customers eventually. Employees’ personal motivation to use the system might also rise
when they feel that they know how to use the system and they are able to achieve
significant results and gains from using it. CRM should be seen as a more than
just a technology, management should highlight that CRM encompasses the
whole customer process and conceptualize it for their employees in a way that
employees understand the customer experience as whole process of employees’
personal input and tasks to perform certain customer related operations.
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Sometimes management’s view of the usefulness or utilization of CRM is
not in line with the employees who are eventually using the system. It is also
possible that management views the CRM system from completely different perspective than employees or they think its purpose of usage differs. Therefore, the
whole organization should have a coherent view of their CRM strategy and customer orientated processes to make sure that everyone see the CRM’s role similarly.
Customer experience can be developed indirectly by improving and developing the employee experience and employees’ abilities to use sales and marketing tools. If customer experience is needed to be developed directly, then
larger investments and measures need to be conducted. Customer experience can
be develop in CRM context if companies can use more AI-based technology solutions that provide instant information and answers for their customers, such as
sophisticated chat-bots that are linked to the CRM system. Moreover, forecasting
customer changes and behavior based on customer data in CRM system and using this data could help employees to form better understanding of individual
customer needs, but these kind of solutions would require more investments and
their positive impact is yet to be investigated. However, mCRM solutions can
speed up the customer processes and experience when employee is able instantly
perform certain tasks at the CRM system, such as establishing new customer account. Utilizing mCRM extensively can at least quicken the customer experience,
which can affect positively the whole customer experience.
Therefore, it can be argued that management’s role is vital in developing
the employee and customer experience in CRM context. Robust and engaging
CRM development and implementation processes enable employees’ to get familiar with the system and enhances their adoption and satisfaction for the system when their opinions are considered. Developing the system and its features
according to the employees’ suggestions makes it sure that the system provides
benefits for its users and they feel it is convenient to use. Ideal case would be if
employees’ had a feeling that they would not use CRM at all, just managing and
nurturing customer relationships, which is eased by the CRM system. When
CRM’s benefits are communicated, and its features are trained for employees’
then their personal experience will develop and they can reap advantages from
its utilization. Ultimately, these advantages gained from the system can affect the
customer experience, when employees can serve their customers more comprehensively and provide more tailored experience. Then customer satisfaction can
increase which in turn can lead to certain positive outcomes and affect the business performance.
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5.3 Evaluation of the study
To evaluate the study, its reliability and validity need to be assessed. This study
represented a single case study that investigated specific phenomenon, which
means that this study’s results cannot be generalized. This sets some limitations
for the study and its reliability.
One of the study’s limitations is related to the study sample. Even though,
12 semi-structured interviews were conducted which can be seen as a sufficient
amount, the interviewees were from different companies that represent diverse
industries. Therefore, only two interviews were conducted from each company.
Inevitably, this affects study’s reliability, since all of the organizations have different needs for their CRM system, their organization structure might differ from
another and their working culture can be distinctive. Moreover, all the interviews
were conducted considering each company’s Finnish location and thus, it is impossible to state if the utilization is similar in other locations or if employees’ have
similar perceptions in other countries. Additionally, it was intentional to interview persons who had distinctive roles in their organization to understand better
each organizations point of view regarding their CRM utilization and its relationship with employee and customer experience. All of the interviewees were working directly or indirectly with CRM or they had a good understanding of it and
its purpose. However, still their CRM utilization varied and some had been using
CRM more extensively than the others or had more experience in years conducting sales and marketing processes. Nevertheless, the information what interviewees provided were rich in content, high quality and provided answers for
the research questions. Furthermore, it can be said that COVID-19 situation had
some effect on the companies that were interviewed, and this might affect the
study’s outcomes.
According to Eriksson & Kovalainen (2008, 292) reliability and validity are
key matters that need to be considered when the evaluation of the study is made.
Reliability refers to degree of consistency in a way that other studies can replicate
the same results on repeated trials. Even though, the study followed faithfully
the regular case study protocol and transparency was improved through explaining the process of how this study was conducted, the study’s framework was
based on theory, and interviews were transcribed in verbatim, still when repeated the results might differ. This could be because of the current COVID-19
situation that has forced many companies to work remotely and also, the interviews were conducted fully remotely which might have certain impact on the
answers of the interviewees. As mentioned earlier the interviews were conducted
in different companies and different people were interviewed, hence it would be
challenging to replicate this study’s circumstances and acquire similar results,
since the results are based on individual perceptions of certain persons on a specific matter. Furthermore, as the nature of the interviews were semi-structured it
made it possible to ask supplementary questions from interviews, meaning that
the answers could vary to some extent.
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Concerning validity of this research, couple of aspects need to be considered. Eriksson & Kovalainen (2008, 292) view validity as referring to the extent to
which conclusions based on the research provide precise explanation of the phenomena. Findings of the study should be backed by evidence and are certain. In
case of this study, the findings can be justified by the interviews and answers
given in them, but also relying on the theoretical framework and previous findings from the literature review. Considering this, it can be said that the findings
of this research are accurate, although they are not generalizable due to reason
that this study represented a single case and investigated specific phenomenon
in specific organizations.
Albeit this study has some limitations, it still provides relevant information about sales and marketing tools’ utilization and their relationship with
employee and customer experience. The study’s aim was quite narrow to understand better employees’ individual perceptions of their CRM system utilization
and its relationship with their personal experience and how this experience can
relate to customer experience. Study gave new insight on this certain aspect and
it is possible that companies are starting to realize in the future what kind of impact employees’ sales and marketing tools have forming on their employees’ experience and how this might even affect the whole customer experience, which
has a great significance.

5.4 Suggestions for the future research
CRM systems and their impact on salesperson’s performance and their benefits
have been widely studied previously. As purpose of this study was to examine
CRM utilization and its relationship with employee and customer experience,
this study contains similar aspects than previous studies, and the results are to
some extent similar. However, this study expanded understanding of how employee and customer experience can be developed by utilization of sales and marketing tools. This study’s findings cannot be generalized to a greater extent, even
though interviews were held in several companies that represent different industries, since only two persons from each company were interviewed. Therefore, it
would be reasonable to replicate this kind of study in a larger scale and only conduct the study from employees’ point of view to gain more robust results of the
relationship between employee and customer experience.
Examined phenomenon provides multiple points of view that can be studied in the future and its significance should not be underestimated. Thus, employee experience and customer experience are even more important matters for
the businesses in the future. Therefore, it would be interesting to study more
about the relationship between employee and customer experience, if possible
perhaps quantitatively by using questionnaire. Moreover, observing employees
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CRM utilization and measuring their CRM work task performance could provide
deeper insight of the matter on how largely CRM system can affect employees’
performance and efficiency.
Employee engagement and its importance has been on the rise recent
years. Focusing on how to engage employees increasingly with CRM systems
and what factors or antecedents affect their overall engagement could provide an
interesting avenue for further research. Many former research have shown that
employee engagement has a profound role in generating income for the businesses and also, for the customer processes, hence, it should be investigated more
in-depth. In addition, although CRM implementation processes have been studied widely, more research regarding engaging employees, such as end-users
throughout the implementation and development processes and its outcomes
could provide interesting and unique information that managers could exploit
on their upcoming CRM projects.
In the future, more and more sophisticated technology solutions and systems are being introduced that are meant to ease or hasten their users work in a
way or another. Understanding and gaining more knowledge of these intelligent
technology solutions, such as AI-based marketing automation or CRM solutions
and how they are utilized and how they affect their users’ experience can play a
significant role in the future sales and marketing tools studies. Additionally, examining their impact on improving customer experience and satisfaction could
help companies to reap benefits of these new systems.
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APPENDIXES
Appendix 1 Interview questions for employees:
Background information
Name:
Age:
Position:
Sales and marketing experience (years):
Years in the organization:
Theme 1: Utilization
1.
2.
3.
4.
5.
6.
7.
8.

CRM experience in years?
Why do you use CRM or for what purpose?
What modules you use from the CRM system?
How often do you use the CRM system?
How does using the CRM system help you in your daily work?
How does the CRM system support your personal work?
How has the CRM system affected your work?
What could be improved in the CRM system, why?

Theme 2: Utilization antecedents
9. What does the usefulness or ease-of-use of CRM system mean to you?
How do you experience these things yourself?
10. Do you find the CRM system as easy-to-use? Why, why not?
11. Do you find the CRM system as useful? Why, why not?
Theme 3: Employee experience
12. How does using the CRM system affect your own employee experience?
13. How does using the CRM system affect your personal performance?
14. How does the CRM system affect your personal satisfaction?
15. Are you committed to use the CRM system? Why?
16. How have you been involved in the acquisition/implementation/development of the CRM system?
17. Do you feel more committed to use the system if you have been involved
in these matters?
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Theme 4: Customer experience
18. How does using the CRM system relate to a better/positive customer experience?
19. How does customer satisfaction improve with the use of the CRM system?
20. How the CRM system should work to make you more satisfied/efficient/motivated to use the CRM and you could improve the customer experience?
21. Does using the CRM system create customer value? How, how does not?

74
Appendix 2 Interview questions for management:
Background information
Name:
Age:
Position:
Sales and marketing experience (years):
Years in the organization:
Theme 1: Utilization
1.
2.
3.
4.
5.

CRM experience in years?
How long has the CRM been in use in the organization?
How do you use the CRM system and for what purpose?
How often do you use the CRM system?
How do you experience the CRM utilization rate?

Theme 2: Utilization antecedents
6. What does the usefulness or ease-of-use of CRM system mean to you?
How do you experience these things yourself?
7. Do you find the CRM system as easy-to-use? Why, why not?
8. Do you find the CRM system as useful? Why, why not?
Theme 3: Employee and customer experience
9. What kind of understanding you have regarding your CRM system’s impact on employee experience and the resulting customer experience?
What is the significance of this for the business?
10. How does the company invest in developing employee and customer experience in the context of CRM and what are goals in these areas?
11. What are biggest challenges/barriers to achieve these goals in CRM context?
12. Once a CRM system has been invested in has it provided clear benefits in
terms of developing employee and customer experience, and what kind?
Why have no benefits been obtained?
13. How successful do you find the implementation of the CRM system in
your organization?
14. Are employees committed to use the CRM system?
15. Do you feel that employees would be more committed to use the CRM if
they were engaged in acquisition, implementation or development processes?
16. Does using the CRM system create customer value? How, how does not?
17. How does customer satisfaction improve with the use of the CRM system?

