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ABSTRACT

 In the private business sector, researchers have used the theory 
of planned behavior (TPB) to theorize IT implementation factors 
in three groups: contextual factors, organizational factors and 
individual factors. However, little research has been conducted 
regarding the use of these factors to study CRM implementation 
in the public institution sector. The objective of this study is to 
identify which private business IT and CRM implementation 
factors best fit to the CRM implementation at a public institution. 
For this purpose, data was collected through interviews involving 
19 consultants of a US state small-business development center 
(SBDC) which recently implemented a CRM system. After using 
the grounded theory approach to generate CRM implementation 
factors from data, the contextual factors found were compatibility 
with SBA-EDMIS, environmental pressure, choice of technology, 
and outsourcing decision. The organizational factors found were 
high volume of data, investment decision, cost-effectiveness of 
CRM technology, and top management support. Some factors 
which are classified in the literature in some cases as organizational 
and in some cases as individual were also found. They are hybrid 
individual-organizational factors: training activities and CRM 
user acceptance. Some of the expected individual factors were 
not found.
 Keywords: CRM implementation, contextual factors, 
organizational factors, individual factors.

INTRODUCTION

 Many authors have developed IT implementation theoretical 
frameworks. Each of these frameworks contains a group 
of distinctive internal and external factors to organizations 
that influence the IT implementation process [20, 24]. There 
are contradictory explanations about the content, coverage 
and paradigm followed by these factors. Two groups of IT 
implementation theorists were opposed: one group of theorists 
says that implementation should take into account only technical 
factors. They are the technical IT implementation theorists. The 
second group, on the other hand, says that IT implementation 
should consider socio-technical factors. They are socio-technical 
IT implementation theorists.
 Customer relationship management (CRM) implementation 
has strategic implications and its success or failure may determine 

the competitiveness of firms in information intense industries 
[23; 19]. Using the existing IT implementation technical and 
socio-technical factors, private sector companies have already 
been experiencing CRM implementation failures [4]. These 
failures are not limited to private business corporations be-
cause public institutions are also vulnerable to CRM implemen-
tation failures. According to Alshawi et al [1], CRM imple-
mentation is influenced by organizational, technical and data 
quality factors. After conducting qualitative research involving 
thirty small and medium-sized enterprises (SMEs) from the 
private sector, they found that factors affecting the implemen-
tation of CRM in SMEs are largely similar to the factors affect-
ing CRM implementation in previously studied types of 
organizations. But public institutions were left out of the study 
of Alshawi et al [1]. Similar to Alshawi et al [1], many authors 
have proposed IT or CRM implementation factors in the 
private business sector. But little research has been conducted 
using these factors to study CRM implementation in the public 
sector. Is this because the IT and CRM implementation factors 
identified in the private sector are applicable to public/non-
profit institutions? Academics and practitioners have not identified 
any implementation factors for public institutions, which face 
greater risks in CRM implementation than private businesses 
because they have limited resources and received funding from 
federal grant solicitations.
 The existing factors to guide private companies in the 
implementation of CRM systems have not been adapted to the 
public organizations because they are different. Public institutions 
have their own culture and business processes which are not 
the same in the private sector. Consequently, the contextual, 
organizational and individual factors might vary from public 
sector implementation to private sector implementation. Is there 
a common way that will solve public and private company’s 
implementation problems? This paper presents the results of a 
study that is an effort to answer this question.
 The objective of this study is to identify which private 
business IT and CRM implementation factors best fit to the 
CRM implementation at a public institution like a state SBDC, 
which recently implemented a CRM system. The research 
question is: what are the contextual, organizational and individual 
factors, found in private organizations, influencing a strategic 
CRM implementation at a public institution which has limited 
resources? 
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THEORETICAL BACKGROUND

 Researchers have used different theories to study IT 
implementation issues but most use the theory of planned behavior 
(TPB) [16]. TPB has been drawn from the Theory of Reasoned 
Action (TRA) developed by Fishbein and Ajzen in 1975 [18].  
TPB is well–established in the IT field (Ajzen, 1991; cited in 
[18]). In the TPB, the firm’s decision or behavioral intention to 
implement the CRM system is dependent of attitude, subjective 
norm, and perceived behavioral control [23]. According to the 
TPB, there will be execution of the behavioral intention [23] 
which, in this study, is the existence of the CRM implementation 
project. Subjective norm is the degree of perceived social pressure 
that the state SBDC feels to implement the CRM system. 
Attitude is the capacity of the state SBDC to undertake the CRM 
implementation project. Perceived behavioral control is how 
easy or difficult the state SBDC thinks that CRM implementation 
should be, including potential obstacles. Since the state SBDC is 
a resource-constrained public institution with limited possibilities 
of acquiring information and knowledge, the potential obstacles 
can be limited resources.
 TPB theory accounts for some of the IT and CRM 
implementation factors which are theorized in three groups: 
contextual factors, organizational factors and individual factors 
[2]. Wybo [30] extended the theories of IT implementation to 
include the sales cycle as a source of identified contextual factors. 
Standing et al., [26] indicate that like private businesses, public 
institutions also are influenced by contextual, organizational and 
individual factors. Following Wybo [30] and Standing et al., [26] 
an attempt is made in this paper to determine whether existing 
IT and CRM implementation factors will be found in the CRM 
implementation project at a public institution.

CONTEXTUAL FACTORS 

 In the private businesses, contextual factors have been linked 
to competitive pressure in many studies of IT implementation. 
According to Avlonitis and Panagopoulos [2], competition 
pressure and environmental pressures are potential contextual 
factors. These factors are relevant when a firm implements a CRM 
system and other industry firms feel the pressure or are influenced 
to use the same system because they do not want to be behind 
[6]. 
 Finnegan and Currie [9] further described ways that the 
current business environment can impact CRM implementation. 
CRM allows organizations to adopt a holistic approach towards 
their customers, but CRM implementations often ignore the 
underlying interdependencies of contextual socio-technical 
elements that can enable or inhibit the culture, process, people, 
and technology integration [9]. CRM implementation can also be 
affected by contextual factors such as benchmarking enterprises 
and exchange data quality between organizations [8]. Even et al 
[8] found that the process of improving CRM data quality does 
not necessarily maximize economic benefits.
 Since the state SBDC is a non-profit organization and a 
public institution, the competitive pressure factor might not fit 
to the rationale behind its decision to implement CRM, rather it 
is non-competitive pressures. In the public sector, institutional 
theory has been used to study environmental pressures and 
peer influence in a wide variety of research. Institutional theory 
considers how institutions cope with factors such as susceptibility 
to external forces [23]. Other contextual factors which can 

influence IT implementation in public institutions are imitation 
and conformism which is the tendency of firms to imitate the most 
common form of behavior [11]. For example, public institutions 
can imitate each other to implement CRM technology even if it 
might fail.

ORGANIZATIONAL FACTORS

 While Hirschheim et al [13] challenged the view that IT 
implementation should only be conceived in technical terms by 
presenting it as a form of social action, others have investigated 
the organizational factors behind the IT implementation process 
and concluded that those factors may be as important as other 
elements such as technical factors. In the private sector, many 
authors have argued that IT and CRM implementation success 
or failure is largely due to organizational and social, rather than 
technical, factors [21].
 According to Finnegan and Currie [9], most problems in CRM 
implementation are not technical but organizational; they include 
organizational change and disruption, different views on customer 
information and changes in the business processes. Organizational 
resistance can create barriers for an overall CRM integration. 
Variables such as senior management support/sponsorship, 
selling change internally, putting a change infrastructure in 
place, providing effective end-user training, business process 
re-configuration and establishing rewarding systems play an 
important role in the CRM implementation process [9]. Becker 
et al [4] found that CRM impacts performance only if adequately 
supported by the appropriate company stakeholders. Moreno 
and Melendez [19] found that organizational factors (human 
resource management, the organizational structure, and resource 
allocation) impact CRM implementation success. Hung et al [14] 
proposed an integrated model that incorporates organizational 
factors (size of organization, IS staff capabilities, innovation of 
senior executives and knowledge management capabilities) as 
primary determinants of CRM implementation.
 The debate of the use of social organizational factors and 
technical organizational factors in IT implementation has 
been made in the private businesses, as well as in the public 
institutions. For instance, Robey and Newman [25] stated that IT 
is subject to social construction which may have an impact on its 
implementation and use. To shape their theoretical arguments, they 
developed a framework linking social context of implementation 
with organizational processes. The organizational factors in the 
public sector are relevant to rules, regulations and by-laws/policies. 
Rules and regulations are thought to ensure the predictability of 
the behavior of the organization and to lead to efficiency and 
effectiveness [26]. There are general rules which are applied to 
all public purchases. These rules require that the main mode of 
IT or CRM systems purchasing should be through competitive 
bidding. In some public institutions, by-laws and policy are used 
and public institutions may fail to realize significant benefits from 
their IT or CRM innovations because they have been implemented 
to satisfy policy rather than efficiency [26].

INDIVIDUAL FACTORS

 Prior researchers have used the behavioral theory and the 
subjective psychological theory to provide an underpinning 
explanation to user behavior and successful IT implementation 
in organizations (Barki and Hartwick, 1989; cited in [23]). In the 
private business sector, individual resistance and user acceptance 
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of CRM can be a factor in CRM implementation [9]. Venkatesh 
et al., 2003; and Chiu and Wang, 2008 (cited in [22]) found that 
when users have enough usage capacity, they show positive 
acceptance of CRM technology.
 Potential CRM user behavior in both private and public 
sectors will vary. Users differ in terms of personal dispositions 
and in acquired knowledge [2]. Among the individual factors 
we may cite computer anxiety, personal innovativeness and
user resistance to change. Computer anxiety is about individ-
uals who experience negative affectivity or fatalism when using
the computer [12]. Those individuals are likely to view nega-
tively the CRM implementation process. Personal innovative-
ness is a user’s willingness to try a new IT and a new method, 
or a measure of his or her receptivity to change [26]. Many 
studies have concluded that innovative individuals have more 
positive perceptions to the implementation process and resist 
less to the change. User resistance to change is the lack of 
engagement of people who will employ the technology after
the implementation.

CASE BACKGROUND

 The state SBDC is funded in part through a partnership with 
the U.S. small-business administration (SBA) and makes many 
service centers available to provide no-cost consulting and low-
cost training to small businesses (SBs) throughout the state. The 
state SBDC must deliver effective services to the SB community 
under the annual cooperative agreement negotiated with US SBA. 
Also, non-federal funds are allocated to the state SBDC from the 
state Department of Commerce, the state Certified Development 
Corporation (CDC) and the local university. The state SBDC is 
one of over 65 SBDCs in the U.S. whose performance is measured 
in terms of substantial economic impact, business and job creation 
and retention and increased company revenues.  

 The lead center of the state SBDC is composed of a state 
director and an assistant state director. The lead center author-
izes about 12 service centers, each headed by a regional di-
rector who supervises the consultants. Those centers located
in more populated cities receive more funding per center than
the rural center allocation. Because the state SBDC is a non-
profit organization, the performance of the consultants is
assessed based on the number of clients trained, the variety 
of training events organized, the number of clients served, the
total consulting hours offered and the number of long-term 
counseling clients.

THE CYCLE OF INTERACTIONS

 This section enables understanding of the interactions between 
the state SBDC and SBs. The interactions map shown in Figure 1 
helps us to realize how the state SBDC connects SBs to services 
and resources.
 As shown in Figure 1, the state SBDC lead center partners 
with the following entities and institutions: the state Department 
of Commerce, the state CDC, the state Mep (The Preferred 
Manufacturing Partner), the state Regional Council and U.S. 
SBA. Usually, banks or other organizations refer the SB or the 
prospective SB to the state SBDC lead center or service centers. 
Once the SB or prospective SB comes to the state SBDC, it is 
taken in charge by a state SBDC consultant who uses the 1-Site 
system, the old information systems for managing customer 
relationship, to open an account for the SB or the prospective
SB. Next, the consultant goes through the state SBDC presenta-
tion by explaining the services and resources available to the 
SB. The decision to prepare a proposal is made. The consul-
tant identifies the SB as either “introductory position” or 
“advanced position”. To determine the position, the consultant 
assesses the experience, the equity, the assets, the financial 
needs, etc. of the SB. After that step, a North American Industry 
Classification System (NAICS) code is assigned to the SB. The 
consultant monitors the proposal and corresponds with the state 
SBDC partners and organizations to determine whether the 
proposal is viable. At that level, the approval decision is made. 
In collaboration with the SB, the consultant prepares the business 
plan using the built-in business plan model available in the
1-Site system. The next step is the financial projection where
the consultant prepares the projected balance sheet, cash 
flow, income statement, etc. This projection is followed by 
the identification of the type of loans needed. The loan can 
originate from Banks, U.S. SBA or other financial institutions. 
The consultant keeps in touch with the SB by follow-ups and
adjustments to the financial projections. 

CRM TECHNOLOGY
INFRASTRUCTURE OF THE STATE SBDC

 CRM underlying infrastructure of the state SBDC has three 
parts: operational CRM, analytical CRM and collaborative CRM. 
Figure 2 shows the functionalities of the CRM system of the state 
SBDC.
 Under the operational CRM, there are channel interaction 
systems which communicate directly with the operational 
database system. Actually, the operational database is the current 
year database of the state SBDC. Data are migrated from 1-
Site system, forms sba641 and sba1062, and online web sites 
(online form 641) to the operational database. CRM systems 

TABLE 1.
Summary of IT and CRM implementation factors

 Factors

Contextual Factors Competitive pressures
 Environmental pressures
 Relations with customers
 Peer influence

Organizational Factors  IT infrastructure
(technical factors) IT Training 
 IT maintenance plan
 IT application complexity

Organizational Factors  Top management support
(social factors) Human resource management
 Size of organization
 Organizational change 
       management
 Knowledge management

Individual Factors Computer anxiety
 User acceptance
 Personal innovativeness
 User resistance
 Computer experience
 User personal dispositions
 User capacity of acquired IT 
       knowledge
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FIGURE 1. 
Interactions map 
before CRM 
implementation

FIGURE 2. CRM implemented at the 
state SBDC
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functionalities are used to transform, integrate, and archive 
the content of the operational database to the data warehouse. 
Under the analytical CRM, the data warehouse is split into small 
portions called data mart [15]. At this point, the SBDC introduced 
data mining, used to create patterns and discover knowledge, 
which are not directly observable when reading the data mart or 
the data warehouse. Under the collaborative CRM of the state 
SBDC, there is a module named economic impact module that 
communicates with the federal system named Entrepreneurial 
Development Management Information System (SBA-EDMIS). 
EDMIS is administered by SBA. All SBDCs country wide must 
report to EDMIS.

RESEARCH DESIGN AND PROCEDURES

RESEARCH DESIGN

 After obtaining the necessary agreement of the state SBDC 
lead center, we began our case study to find the contextual, 
organizational and individual factors that may emerge in the 
CRM implementation process. In order to satisfy the objective of 
this study, data was collected by using several methods such as 
interviews, observations of meetings, and collection of documents 
like internal papers, plans, agendas, minutes and annual report 
from the state SBDC. The results of these investigations were 
added to the findings from IT and CRM implementation literature 
to set up an interview guide.

SITE SELECTION

 The state SBDC has been selected for investigation because 
it provides interesting insights into how a public institution 
undertakes CRM implementation. Most of the participants would 
come from the state SBDC network. Therefore, the focus was on 
two groups of participants: the supervisors and the consultants. 
The state SBDC director provided a list of consultants who would 
participate in the study. A series of phone and online discussions 
took place with all consultants over a four-week period. 
 The consultants who participated in the study were spread 
across counties in the state. There are 53 counties in the state. 
Each county has a county level SBDC. The lead center of the state 

SBDC is located in the capital of the state. In terms of location, 
23% of the participants cover the north-western counties of the 
state, 31% work in the north-eastern counties, 31% are located in 
the south-western counties and 15% in the south-eastern counties 
of the state.
 In terms of gender, 56% of the participants who have an office 
in the state are women while 44% are men. In terms of education, 
44% of the participants who have an office in the state have a 
Bachelor’s degree while 56% have a Master’s degree. In terms 
of age, 34% of the consultants are over 50 years old. About 22%
of the consultants are between 21 and 30 years old. Roughly
22% of the consultants are between 31 and 40 years old. The
final 22% of the consultants are between 41 and 50 years
old. 

DATA COLLECTION 

 The purpose of the interview was explained during the initial 
telephone and online contact and an additional meeting was set 
up to complete the interview at a subsequent date. All interviews 
were face-to-face. 
 Primarily, structured interviews were conducted with all the 
relevant participants in the CRM implementation process. All 
interviews lasted for one hour, were tape-recorded and transcribed 
with the permissions of the interviewees. In total, 19 interviews 
were conducted.
 The state SBDC consultants were asked to answer open-
ended questions. A summary of these open-ended questions
are the following: the state SBDC consultants were asked to 
describe the CRM implementation process, the motivations
for the CRM implementation, CRM implementation decision 
making process, the influence of their peers who already 
implemented CRM, training received, their participation, their 
involvement, the top management support, the relationship
between the CRM vendor and the state SBDC, the data 
compatibility issues between their existing systems and the 
SBA EDMIS, the cost and budget of the CRM implementa-
tion process.

ANALYSIS

CONTENT ANALYSIS

 Content analysis is the tabulation of the most commonly 
occurring concepts in the body of text and in small fragments of 
a body of literature, typically with the frequency of occurrence 
attached [27]. Table 2 summarizes three groups of authors using 
different points of view about content analysis.
 This study has used the mixed forms of content analysis as 
shown in Table 2. This is because, we did an overview of IT and 
CRM implementation factors but we did not know which factors 
can emerge from the state CRM implementation process. In 
addition, we used a grounded theory approach to examine data 
collected from interviews. Therefore a model was not developed 
first, but instead, emerged from the data analysis [10]. Following 
the grounded theory approach, categories have been established 
which related to the contextual, organizational and individual 
factors. These categories and factors were represented based on 
the content found in the transcript of the interviews. 
 Rourke et al (cited in [10]) distinguish five types of units in 
content analysis. Those units can be a text, a message, a paragraph, 
a theme and sentence. The text units which were frequently 

TABLE 2. Content analysis streams

Points of view about 
content analysis  Meanings

Hermeneutic-interpretative  A scientific procedure by 
analysis means of which textual 
 material is examined to find 
 its meaning and sense [5].

Empirical-explanatory  A quantitative procedure by 
analysis assigning content to specific 
 categories and counting 
 frequencies with the aim of 
 describing the manifest 
 content [5].

Mixed forms of content  The mixed forms are the 
analysis qualitative methods of 
 content analysis and the 
 quantifying content analyses 
 [5]
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used and related to the existing IT and CRM implementation 
contextual, organizational and individual factors were chosen 
as a unit of analysis in this content analysis. On this basis, each 
text unit in the interview transcripts was analyzed to determine 
whether it was related to CRM implementation or not and, if so, 
to what extent existing IT and CRM implementation contextual, 
organizational and individual factors it related.

FACTOR IDENTIFICATION

 Following the grounded theory approach and the proce-
dures recommended by the mixed forms group, two judges 
converted the interview data into meaningful text units. If the 
judges found the same text unit more than once per partici-
pant, they coded it as one count. Regardless of the number of times 
a single participant repeated the same text unit, we considered it 
as one count. 
 The factors that emerged from the implementation literature 
were corroborated with interview data text units. In this way, the 
text units were associated with their relevant factors inside the 
contextual, organizational and individual categories. 

RELIABILITY TEST 

 Cohen’s kappa (k) was used to assess the credibility of the 
content analysis. Cohen’s kappa (k) measures the overall inter-
coder reliability, and the Cohen’s kappa (k) results that are closer 
to 1 indicate a perfect consensus between both coders; while 0 
indicate lower agreement between the pair of judges. As noted 
in Table 3, the Cohen’s kappa reliabilities for the factors ranged 
from a high of .94 to a low of .85. 

FINDINGS

 After the content analysis and the reliability tests, all factors 
which were found fell in the contextual, organizational and hybrid 
individual-organizational categories. As shown in Table 3, some 
of the expected factors were found in 2 of 3 categories. Some 
factors which are classified in the literature as individual and in 
some cases as organizational were also found. As shown in Table 

3, they have been assigned to a hybrid individual-organizational 
factor category. Some of the expected factors did not find support 
(see Table 1). 

DISCUSSION

 The state SBDC implementation process was found to be 
influenced by some of the same contextual and organizational 
factors as CRM implementation in the private business sector. 
 Under contextual factors, we found that data compatibility 
between 1-Site and SBA-EDMIS was a factor in the state SBDC 
decision to implement a CRM system. This corroborates with 
the results of Tornatzky and Klein [29] who also found that 
compatibility is a motivating factor for IT implementation. But 
this does not corroborate the findings of Even et al [8] who found 
that the process of improving CRM data quality is not necessarily 
a motivating factor for CRM implementation.
 The state SBDC 1-Site database configuration was not 
synchronized with the EDMIS database. Because of that 
inefficiency, the EDMIS system rejected all exported records 
from the state SBDC. After noticing the problem, the state SBDC 
decided to implement CRM as a new solution for reporting data 
to the EDMIS. This is reflected by the following declaration 
collected during the interview:

“The first thing I noticed was the shortcoming of our current 
system. There was a very big problem with the SBA-EDMIS 
system and the current 1-Site program because it was very 
incomplete as far as the SBA requirements…”

 Environmental pressure was another contextual factor [9]. 
At the state SBDC, CRM implementation was influenced by 
external forces. All US SBDCs have to respect or follow some 
SBA regulations. About 28 US SBDC have implemented the 
CRM system. The state SBDC also felt the pressure to do so. An 
excerpt of the interviews that revealed the environmental pressure 
is the following: 

“Currently, 28 states use CRM systems. I asked my 
peers what systems were best recognized by our national 
association. I gathered all of that data to see what my peers 
were using. Most of them were using CRM…” 

 Choice of the technology was another contextual factor
found in this study. Technological factors are considered when 
companies assess the fit between the new software and its 
hardware platform [7].  At the state SBDC, there was a con-
cern about the fit between the CRM system and the server
which would host it. That concern was resolved because the 
vendor which has been chosen hosts the CRM systems on
his server. The following statement derived from the interviews 
explained that: 

“…After that, I had interviewed users of the CRM system 
to get the pros and cons of their experiences with that 
software. General speaking, those who used CRM found it 
to be adequate and responsive to customized needs because 
the vendor hosts the system on his server.” 

 The fourth contextual factor identified was CRM outsourcing. 
IT outsourcing is the transfer of part or all of an organization’s 
computer science activities to an external specialized IT vendor. 

TABLE 3.
Inter-judges reliabilities and Factors per Category

  Cohen’s 
Categories Factors Kappa 
  (k)

Contextual Category Data compatibility issues .91
 between 1-Site and 
 SBA-EDMIS

 Environmental pressure .85

 Choice of the technology .93

 Outsourcing Decided .90

Organizational  High volume of data .90

category Investment Decision .86

 Cost-effectiveness of  .88
 CRM technology

 Top Management Support .90

Hybrid individual- Training Activities .87

organizational category CRM user acceptance .86
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The transaction costs theory (TCT) has been used as a theoretical 
underpinning for identifying IT outsourcing risk factors [3].
The state SBDC faced the same challenge of whether to self-
manage the CRM system or outsource it to an external vendor. 
The state SBDC outsourced the CRM system to an external 
vendor because it does not have its own IT department and
usually relies on the IT center of the local university. A highlight 
from our interviews shows how the state SBDC arrived at that 
decision: 

“I realized maybe in the advantage of state SBDC to 
use the CRM system because number 1 we didn’t have 
the technological infrastructure and personnel to have a 
customized system; number 2, we didn’t have the budget to 
redo the system and maintain it in order keep up with the 
federal standards; and number 3 the CRM system is widely 
used so the outsourcing decision was made….” 

 The first organizational factor identified was high volume 
of data. The state SBDC CRM implementation initiative 
was motivated by the growth experienced by the state SBDC 
consultants in terms of the number of the SBs they assist per
year. This finding is aligned with the proposition of Ozgener
and Iraz, [20] that CRM is needed to capture and analyze mas-
sive amounts of customer information. A highlight from the 
findings includes:

“The state SBDC Network completed an outstanding year 
with continued record performance.  For example, the 
state SBDC network served 887 clients with 7716 in total 
consulting hours while the goals for 2008 were 869 clients 
and a total of 6600 hours”.

 Investment Decision was another organizational factor. 
Prior research has used the real option theory to address the IT 
investment challenges in the private businesses [17]. However, 
the investment decision is different for public institutions. The 
implementation of CRM system at the state SBDC was funded 
through SBA grant. Also, the state SBDC local partners have 
financially contributed to the realization of this project. This 
is confirmed by the following declaration collected during the 
interview: 

“I am the principal investigator who outlined the funding 
proposal for the CRM system. I have discussed about which 
item to purchase and to pay for once I have gone through 
diligence at the local university. So, we raised the money 
and after that the purchase was approved….”

 Cost-effectiveness was another organizational factor. Tornatzky 
and Klein [29] found that firms are inclined to adopt and 
implement technologies that are perceived to be low in cost. The 
state SBDC understood that the cost of adjusting and correcting 
the errors in their current system (1-Site) would be higher than 
the cost of the implementation of a CRM system. The following 
statement is used to support our analysis: 

“...and the costs of continual updating of code were 
not worth the cost of a program designed for far less 
complicated transmission. CRM was continually being 
updated to allow the management of the program to be in 
conjunction with the state SBDC goals.”

 The final organizational factor was top management 
support. This finding corroborates with the study of Finnegan 
and Currie [9] who found that senior management support/
sponsorship plays an important role in the CRM implemen-
tation process. The state SBDC required the assistance of the
legal and purchasing department for the evaluation of the li-
censing agreement feasibility. The local university is one of the 
state SBDC prominent partners and the state SBDC needs to
report to this leading university. The decision of purchasing 
CRM was approved by the local university legal purchasing 
department who looked over the licensing agreements for
CRM. This is confirmed by the following declaration collected 
during the interview:

“Top management knows the advantage of CRM 
implementation. We also had the Legal department at the 
regional university look over the licensing agreements 
for CRM in order to make sure that they fit to our host 
organization requirements. We also had a tech person from 
the local university make sure that the system would not 
interfere and would be of value and would’ve been worth 
inclusion in the state SBDC.”  

 The first hybrid factor was training activities. Training 
involves accretion of knowledge necessary to perform a task 
[31]. Tharenou et al., [28] used behavioral theory to explain the 
relationships between training and organizational-level outcomes. 
They concluded that most models of training end with the transfer 
of individual-level outcomes to the organizational-level outcomes. 
The state SBDC consultants received training during the annual 
conference. The CRM system would necessitate ongoing training. 
This piece of the interviews explained the state SBDC decision 
about training:

“After the decision to purchase the CRM system, we 
had in-person training with the developer in the annual 
conference. Once 1-Site data is migrated into the CRM 
system, training was provided when consultants should 
complete, clean and get rid of duplicate data imported 
from the old system into the CRM system.”

 CRM user acceptance was the final hybrid factor. Venkatesh 
et al., 2003; and Chiu and Wang, 2008 (cited in [22]) also
found that when users have sufficient usage capacity, they
show positive acceptance of IT. Furthermore, when users 
see benefits, they accept the systems. In the case of the state
SBDC, it would be simple for the consultants to use the CRM 
system in their daily business tasks because the CRM system
has effective reporting capabilities and data format that match 
the EDMIS. The state SBDC could realize the benefits of
using the CRM system. The implementation of CRM system 
should raise the performance of the consultants and the lead 
center. This is confirmed by the following declaration collected 
during the interview:

“The CRM allows us to report our endeavors to the SBA 
because EDMIS can easily capture our data. At that point, 
we realize the improvements of the communication of 
results, accuracy of data, and verification of data. Also, 
the effective communication between the CRM system and 
EDMIS becomes regular and is part of our day-to-day 
activities.”
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CONCLUSION

 The objective of this study is to identify which private 
business IT and CRM implementation factors best fit to the CRM 
implementation at a public institution. This objective is relevant 
because while some organizations successfully implemented 
their CRM systems, others are likely to fail. In the case of this 
CRM implementation, the state SBDC is a particular organization 
because it is a non-profit organization functioning as a SB with 
limited resources and capabilities. Therefore, before deciding 
which implementation model should fit to the state SBDC, TPB 
was borrowed to theorize IT and CRM implementation factors 
in three groups: contextual factors, organizational factors and 
individual factors. 
 The grounded theory approach shows that most of the factors 
fell in the contextual, organizational and hybrid individual-
organizational categories. Surprisingly, some of the expected 
factors did not find support. Factors usually associated with only 
the individual category were not found. 
 The findings of this research can be generalized because 28 
other states are using the same CRM systems. Other states are 
using their proprietary systems and those states are expected to 
implement CRM systems. The successful implementation process 
found in this study can be reused in other public institutions which 
share the same vocation as the state SBDC and receive funding 
and grants from federal and state governments. The study serves to 
generalize the CRM implementation results in the SBDC context 
and in all affiliated public institutions to SDBC like Women 
Business Centers (WBCs), Service Corps of Retired Executives 
(SCORE), Veterans Business Outreach Centers (VBOCs) and 
U.S. Export Assistance Centers (USEACs). There are at least 50 
SBDCs in US. Twenty eight out fifty already implemented CRM. 
Some other SBDCs keep using proprietary systems. The results 
of this study can benefit the SBDCs which will implement CRM 
in the future.
 The findings of the study allow us to draw numerous rele-
vant conclusions, which lead to practical and theoretical
implications.

THEORETICAL IMPLICATIONS

 This study demonstrated the applicability of TPB theory in 
the public sector. It also used the grounded theory to generate 
from data analysis an extension to TPB theory. The grounded 
theory was appropriate in this study because a framework was 
not developed first but, instead, emerged from the data analysis. 
Some of the existing IT and CRM implementation factors of 
the private businesses have emerged from data analysis of 
CRM implementation project at a public institution. The results 
demonstrated that various factors can be borrowed from the private 
business sector to refine the implementation of CRM in the public 
sector. Finally, this study contributes to the debate as to whether 
or not public organizations should imitate private organizations’ 
CRM implementation processes. Numerous theories in the IT 
and CRM literature corroborated with the state SBDC CRM 
successful implementation.

PRACTICAL IMPLICATIONS

 The factors identified in this research can be used as a guide 
for public institutions when they implement CRM systems. 
This public institution’s CRM implementation strategy requires 

an innovative approach that will be reused in the situation of 
another company. Public institution managers need to understand 
their employee or consultant requirements and to foster their 
motivation in a successful CRM implementation process be-
cause of their constraints and budget limitations. The CRM 
seems to be a technology implemented only in the private sector. 
This research shows that CRM implementation can be ex-
panded in the public sector. Based on the case study methodology, 
the paper suggests that some management techniques of
CRM implementation process may be applicable to the private 
organizations as well as the public institutions, although 
differences exist between both. 
 We hope this research helps public institutions for any future 
CRM or software program implementation. It can also help new 
SBDC consultants to understand the interactions between SBs 
and SBDC constituencies.

LIMITATIONS

 There were three notable limitations with the study. First, the 
researchers acknowledged the subjective nature of the analysis 
and the impact of their own values in carrying out this approach. 
Second, the study was conducted in a single state. The results 
might be more robust if more states were included. Third, there 
was a limitation related to the profile of the interviewees. From 
certain statements, we became aware that some interviewees did 
not participate in the whole CRM implementation process so 
they did not necessarily have a general background of their CRM 
implementation process.

FUTURE RESEARCH AVENUES

 Researchers should study the impact of some CRM 
implementation factors found in this study on CRM implementation 
success. For instance, Data compatibility, environmental pressure, 
choice of technology, investment decision, cost-effectiveness of 
CRM technology, top management support and training activities 
can impact the CRM implementation success. Quantitative data 
can be collected from the consultants of the 28 other states 
which have implemented CRM to test this research model and 
hypotheses. Another avenue of future research could be the study 
of the outsourcing relationship between the state SBDC and the 
CRM vendor.
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