Proceedings of the 52nd Hawaii International Conference on System Sciences | 2019

The Role of Social CRM in Social Information Systems:
Findings from Four Case Studies

Olaf Reinhold
Leipzig University
reinhold@wifa.uni-leipzig.de

Abstract

Social Information Systems (SIS) are larger systems
of open and voluntary collaboration between involved
parties and based on Social Media. Recent research
about SIS describes characteristics, constituting ele-
ments and research streams. However, detailed analy-
sis about the effects and system design of SIS are still
limited. This paper investigates the concept of SIS from
the perspective of Customer Relationship Management
(CRM). It illustrates similarities and differences be-
tween SIS and Social CRM implementations by draw-
ing on existing research and the examination of four
cases studies. The findings show benefits and require-
ments for the adoption of SIS in the field of CRM. On
one hand, SIS provide new means for CRM by foster-
ing the creation and nurturing of relationships between
business and the market. On the other hand, for realiz-
ing these opportunities companies need to further inte-
grate Social Media, CRM and Social CRM from an
inside-out and outside-in perspective.

1. Introduction

Boundaries between Information Systems (IS) are
vanishing. Customer Relationship Management (CRM)
systems cannot be regarded as closed internal systems
anymore [1]. Through Social Media platforms, cus-
tomers not only provide a mass of profile data, but also
interact directly and indirectly with businesses [2].
Thus, empowering the customers and giving them
more control over the communication and relationship
[3]. Social CRM already addresses this change by link-
ing these platforms with CRM systems and processes
[4, 5]. However, this concept still applies an inter-
nal/business to external/customer perspective (inside-
out). A great potential may arise from understanding
CRM as a collaborative approach, which builds upon
joint activities between businesses and customers (and
adding an outside-in perspective) within integrated
platforms [1]. Thus forming a Social Information Sys-
tem (SIS), which are "information systems based on
social technologies and open collaboration" [6]. Unlike
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Social CRM, SIS are not focused on a specific applica-
tion area and they can be found inside of companies
(e.g. knowledge management), at the intersection of
internal and external processes (e.g. marketing) and
outside of companies (e.g. co-creation processes). The
concept of SIS [6] aims to address both perspectives
and may help in the design of decentralized and col-
laborative CRM systems, with actors from inside of a
company and from the surrounding market. Thus, they
may help in strengthening the ties with customers as
well as to build up bridges into other communities [7],
resulting in a community based CRM with members
that support each other, provide input for innovations
and give access to competencies.

However, while a lot of research deals with the ap-
plication and effects of Social Media in business, in-
side of companies and customer-facing, research that
combines the internal and external perspectives as sug-
gested by SIS seems immature and fragmented [8, 9].
Schlagwein et al. [6] pointed out this shortcoming in a
comprehensive literature research and called for more
research about the design, building and leveraging of
SIS (see also [10, 11]). Wehner et al. [12] recently re-
affirmed the need for further research on the design of
such systems and insights into the benefit of their use.
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Figure 1. Research focus and approach

In general, SIS have strong overlaps with Social
Media, CRM and Social CRM in the field of customer-
oriented processes. The question arises if Social CRM
systems are sufficient for establishing such SIS. Two
major elements of SIS are social interaction and open
collaboration between internal and external users.
However, a clear conceptual foundation of SIS is cur-
rently missing [8] and insights from industry cases are
limited. Existing research on SIS describes features
and first frameworks (see [6, 13]), but these contribu-
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tions are on a general level regarding the implementa-
tion and the specific impact on business processes.

This paper addresses these shortcomings with an
exploratory study of literature and cases. The research
objective is to provide a better understanding about the
role of Social CRM in SIS. The research questions
(RQ) are: (RQI1) How is the SIS concept linked with
existing Social CRM concepts, including Social Media
and CRM? (RQ2) How do companies realize SIS with
Social CRM on the strategy, organization, process and
system level? (RQ3) How contributes Social CRM to
S1S?

For answering these research questions, the concept
and approaches for linking CRM with the Social Web
are evaluated from the perspective of SIS and Social
CRM. Based on these findings, an analysis instrument
for an exploratory qualitative analysis [14] about the
role of Social CRM in SIS is constructed (Figure 1)
and applied to four cases. This analysis provides in-
sights into the role of involved elements, the design,
the role of Social CRM and the contribution of SIS.

2. Examining the role of SIS and Social
CRM

2.1. Concept and building blocks of Social
CRM

The concept of CRM combines customer-oriented
strategies with technologies and aims at long-term
profitable relationships [3]. CRM maybe defined as a
“process that utilizes technology as an enabler to cap-
ture, analyse and disseminate current and prospective
customer data to identify customer needs more precise-
ly and to develop insightful relationships” [15]. The
strategic goals of CRM are executed through CRM
processes for marketing, sales and service purposes
[16]. Gebert et al. [17] names six key processes: cam-
paign management, lead management, offer manage-
ment, contract management, complaint management,
and service management that structure CRM processes
along the customer activity cycle [18]. CRM systems
[19] provide functionalities to collect customer related
data within the organization, to manage CRM process-
es and to learn and optimize an organization from a
customer-centric view. They comprise operational,
analytical, communicative and collaborative system
components [20]. Successful CRM implementations
aim for a high customer orientation enabled by a high
integration of processes and systems [21, 41].

Social Media can be defined as web-based internet
applications that allow the creation, access, and ex-
change of user-generated content (UGC) [3]. Kaplan et
al. [22] propose a classification for Social Media which

encompasses among others blogs/microblogs, social
networking sites (e.g. Facebook), content communities,
virtual worlds and collaborative projects. From a more
general perspective, a set of Web 2.0 services that de-
fine the features of individual platforms can be differ-
entiated: blogs including microblogs, social network-
ing, sharing platforms, syndication, wiki’s and forums.
Social Media have introduced new customer-centric
tools that empower customers to interact with each
other and with businesses for exchanging information,
resources and co-creating value [23, 5]. Trainor et al.
[24] name conversation, sharing, groups and relation-
ships as key building blocks of Social Media that influ-
ence CRM. Faase et al. [25] identified that an added
value of Web 2.0 in CRM may be observed in the field
of customer behaviour, customer interaction, marketing
and customer life-time value.

Social CRM describes measures that use Social
Media technologies within the planning, implementa-
tion and control of CRM activities (see [3, 26, 27, 4,
28, 29]). The term Social CRM denotes a customer-
oriented concept that integrates Social Media with
CRM applications in the area of marketing, sales and
service (see [3, 4, 28]). Although Social CRM overlaps
with other terms, such as social commerce, Social Me-
dia marketing or social networks, it focuses on leverag-
ing the Social Web for CRM purposes. Faase et al. [25]
define Social CRM as “about creating a two-way inter-
action between the customer and the firm” and as “a
CRM strategy that uses Web 2.0 services to encourage
active customer engagement and involvement”. Social
CRM has proven as viable instrument for building and
utilizing strong and weak relationship ties [30]. The
Social CRM capabilities of a company are defined in
the field of culture, information management, internal
business processes, and customer-oriented processes
[24]. Reinhold et al. [31] illustrated with a multi-case
study that the CRM processes of campaign, lead, offer,
service, complain and feedback management can be
closely linked with Social Media. A number of re-
searchers investigated the architectures of Social CRM
from different perspectives [4, 29, 32, 5, 33] that this
research can draw upon.

Engagement is a core principle of CRM [34] and at
the base of value creation [33]. Kunz et al. [33] pro-
pose a typology of engagement in the digital world.
Following this typology, engagement can be passive,
customer-driven or firm-driven, but true collaborative
engagement occurs only in web forum, firm created
online community, idea contest, wearables or webinar.
Value through cooperation emerges in the joint interac-
tion between the customer and firm, but also in cus-
tomers individual and social behaviour in the customer
domain [35, 1]. While CRM implementations build
upon an inside-out perspective of companies on their
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market, Social CRM promotes the understanding that
the market, including customers, experts, partners and
even competitors, is an active part of CRM. However,
often the firm-perspective is dominant in IS focused
research about Social CRM [33]. Research about sys-
tems for Social CRM is mainly based on the assump-
tion that companies implement a Social CRM system
for managing all relevant processes such as Social Me-
dia integration, analysis or interaction. On the contrary,
Social Media platforms such as Facebook are built
around the user processes and provide additional fea-
tures for companies and their CRM processes, such as
market segmentation, campaign planning, customer
interaction.

2.2. Concept and features of SIS

Letch [36] denotes that SIS can be understood in
two ways. First, they may “refer to the communicative
aspects of information systems and how technologies
facilitate interaction and communication within net-
works of participants — for example systems which
make predominant use of Social Media”. Second, the
term social may refer “to society at large rather than
interaction and communication” with a “focus on ap-
plying information technologies to improve problems
in society”. This research applies the first direction.

Schlagwein et al. [6] note that SIS shift the core
system function of information systems from work
support to online social interaction (e.g., the system
allows for comment, rating, “friending,” and similar
feedback mechanisms) or open collaboration (i.e., the
number of contributors or participants in the system is
not predefined). The basis of these systems consists of
social computing tools such as Social Media [22]. For
enriching the understanding of SIS as larger systems
that are interconnected with the processes in organiza-
tions, Schlagwein et al. [6] suggests a system perspec-
tive [37]. Processes studied in research on SIS can be
categorized into (1) user co-creation processes, (2)
research and development-focused processes, (3) pro-
duction-focused processes, (4) marketing-focused pro-
cesses, and (5) firm-internal knowledge sharing pro-
cesses [6]. An analysis of the different research-
streams related to SIS points to the same direction [§].
Following this concept, SIS may address the business
processes of an organization either as a whole or as
certain functions [9]. For CRM the co-creation pro-
cesses, firm-internal knowledge sharing processes and
marketing-focused processes are most the relevant cat-
egories. The later should comprise the areas of market-
ing, sales and (after-sales) service. Schlagwein et al.
[6] summarized six distinctive features of SIS: sociali-
ty, openness, contributors, contents, technology and
locations. However, the business value of such sys-

tems, building blocks and the contribution to specific
processes and service of a company remain vague.

By providing a basis for social interaction and open
collaboration, SIS can foster the creation of strong ties
between business and customers [30]. Strong ties are
essential for real communities, but "these are typically
groups with a great deal of similarity and, as such, less
likely than more tenuous connections to carry new in-
formation and perspectives to their groups" [7]. How-
ever, SIS are also providing a context for the forming
of weak ties [7] that are more likely to be bridges be-
tween people. For example, relationships between
businesses and followers, experts or other parties that
are related with the business may have a high value as
bridges to other communities with new views, infor-
mation or competencies. Both kinds of relationship ties
are important for achieving the goals of SIS and CRM.

2.3. Similarities and differences between SIS
and Social CRM

CRM, Social CRM and Social Media are closely
linked with each other. CRM systems are company
owned systems that support CRM processes. Social
CRM aims at incorporating Social Media in CRM.
CRM and Social CRM represent the firm perspective,
where the potential for open and voluntary interaction
with external actors is limited compared to Social Me-
dia. However, increasingly open web-based platforms
(e.g. Social Networks, Influencer Marketplaces,
Knowledge Communities) also support these processes
and the line between firm and customer perspective is
blurring. Nevertheless, these systems lack integration,
for which currently Social CRM systems are used.

Collaboration between external and internal actors

Social Media

Integration of Social Media with the CRM

Figure 2. Links between concepts and terms

SIS put the collaboration and engagement inside
and outside of a company in the focus (see Figure 2).
CRM related scenarios are only one application field
[6]. For realizing a SIS, the platforms and systems need
to be incorporated and governed [8, 38] as comparison
with the features that SIS [6] illustrate (see Table 1).
Consequently, the three IS can be seen as interconnect-
ed pillars of an SIS that addresses customer-facing
processes, provides the basis for social interaction and
open collaboration between internal and external actors
for the benefit of CRM strategies. Thus answering
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RQI. SIS aim to exploit and deeply incorporate the
potentials of Social Media for engagement from a bi-
directional perspective [34, 33]. They may provide new
means for meaningful relationships with existing cus-
tomers, connecting with new customers and improving
the customer orientation of the service-system [35].
Prior research points out some of the potential effects

[39, 6, 8, 38, 30, 9]: fostering and utilizing of strong
and weak ties with internal and external actors, the
adding of an outside-in approach in processes and ser-
vice delivery, the provision of missing information and
competencies, the collaboration in processes and pro-
duction, and an increase of the ability to innovate.

Table 1: Comparison of features of SIS in CRM systems, Social CRM tools and Social Media platforms

Features CRM Social CRM

Social Media

Focus on information
storage, data is connected
for CRM processes

Sociality (Community,
focus on information
exchange)

Focus on information acquisition and in-
sights are linked with CRM

Focus on information creation (UGC)
and exchange without domain specific
links between the data

Openness (large number
of users, voluntary
contributions)

Restricted to employees
and formal processes for
contributions

Restricted to employees, contributions are
acquired and are not necessarily voluntary
(e.g. data captured with monitoring)

Users contribute voluntary, access to
UGC can be restricted by the platform
provider

Contributors (outside of
formal hierarchy, exter-
nals and employees)

Employees

Employees and selected external users

Users

Contents (user generat-
ed)

Employees create content

Employees and external users create content

Users create content

Standard software. Exam-
ples are Microsoft Dynam-
ics CRM, Salesforce or
Oracle.

Technology (light
weight, flexible)

Flexible tools that companies can integrated
with their CRM systems. Examples are
Synthesio, Lithium, or Falcon Social.

Independent platforms that may pro-
vide access to their data for others
through API. Examples are Facebook,
Twitter, LinkedIn, Forums and Blogs.

Locations Internal, online and offline

Internal and external, online and offline

Internal and external, online

3. Examination of four cases studies

3.1. Methodology

Based on a case study research from 2011 to 2017
on the implementation of Social CRM [31], we select-
ed for this research four case studies with a focus on e-
commerce and examined them from the perspective of
SIS. The cases have been selected as polar points of the
featured integration degree of Social Media in CRM
(low vs. high) and the size of the companies (small vs.
large). Each case was based on semi-structured inter-
views of about 3 hours with managers and specialists
from CRM related departments. These case studies
were re-examined for this research. We used a two-
stage strategy for data analysis [14]. During the first
stage, the within-case analysis of the data from each
case study was undertaken guided by an analysis in-
strument (see 3.2). The occurrence of the measurement
items was described or evaluated regarding a three-
point scale. The validity of the data was ensured
through additional sources of evidence (e.g. examina-
tion of the services, white papers reports), reviews of
case interpretations by interviewees and a chain of evi-
dence provided by the case data. The second stage in-
volved the cross-case analysis of the data, thus locating
and examining similarities and differences across the
four cases. In the process, the different approaches of
the companies have been taken into account.

3.2. An analysis instrument for the adoption of
Social CRM and SIS

Following Osterle et al. [40], the three levels of
strategy, process/organization and IS can be used for
analysing and designing IS from a business perspec-
tive. This approach was used for structuring the analy-
sis of Social CRM from an SIS perspective. Existing
research (see 2.3) provides relevant measuring items
on these levels (see Figure 3).

For analysing the degree to which a case features
characteristics of SIS the items from Schlagwein et al.
[6] were used. The organizational setting of an SIS
involves coordination and the involvement of internal
and external users [38]. The concept of integrated So-
cial CRM provides items for assessing an implementa-
tion of Social CRM on the three levels [4, 31]. It de-
picts four different application areas of Social Media in
CRM [31] where internal and external users and their
content are integrated: establishing of a presence, en-
riching knowledge management, performing work-
flows and co-creation. Social interaction and open col-
laboration are the basis of different forms of engage-
ment, which can be assessed through the platform ex-
amples of Kunz et al. [33] and by their relevance in the
former application areas. The application of Social
Media in CRM aims at the seven CRM processes [31]
and their integration comprises five task areas, namely
analysis, interaction, integration and management, So-
cial Media and CRM [4]. The integration of CRM and
Social Media in SIS on a technical level can be as-
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sessed by the workflow and data integration as well as
the application of additional Social CRM systems [4,
42]. The later can be categorized in seven functional

components: Social Search, Social Media Monitoring,
Business Analytics, Social Network Analysis, Social
Media Management and Community Management [4].

(= ) 4 N
-8 Organizational structure Features of SIS
] Q2: How is the organizational setting? Q1I: To which degree does the
Eo Q3. What actors are involved? ) case feature characteristics of
S v SIS?
c o N
. Application areas
§° Q4: Which application areas of Social Media in CRM are involved?
8 Q5: Which engagement types are supported?
@ _ Q6: Which application areas feature social interaction and open collaboration? Y, ( Role of of Social Media,
p v ~ CRM and Social CRM
2 Processes L towards SIS
3 Q7: Which customer processes are supported by Social Media?
E 08: Which CRM processes are affected?
L Q9: Which tasks are implemented? ) Observed effects of SIS
- -~ >
g ystems Implications on the design of
2 Q10: Which system components are involved? SIS
= L Q1I1: How are the system components integrated? )
Design of Social CRM regarding SIS (3.3 Contribution of SIS to CRM (4
\_ g g g SIS 3.3) ) L @ )

Figure 3. Conceptual model for the analysis of cases regarding the adoption of Social CRM and SIS

3.3 Analysis and comparison of the cases

Due to space limitations of this paper, the case de-
scriptions and individual measures are not presented in
detail. Table 2 provides a short overview about the
companies and how they feature SIS (Q1). In the fol-
lowing, the observations regarding Q2-Q11 are sum-
marized. Thus answering RQ2.

Organizational structure and role of users (refers
to Q2 and Q3). The cases feature different organiza-
tional setups. Spreadshirt, Cyberport and DT have ded-
icated employees for Social Media channels who man-
age the Social Media activities and connect internal
employees on demand (e.g. a service manager for a
specific problem or a sales representative for questions
regarding offers). While larger companies such as Dell
or DT created dedicated organizational structures and
support teams, the two smaller companies have man-
agers that coordinate the activities and information
flows. Dell and Spreadshirt both show the aim to in-
corporate as many as possible employees into activities
related to Social Media. Spreadshirt is partly involving
other employees in Social Media activities. The ap-
proach of Dell with the incorporation of a large amount
of employees into Social Media activities shows a dif-
ferent way. In both approaches, the employees get a
training, but represent the company as individuals in-
stead of anonymous service accounts or dedicated So-
cial Media managers. The amount of processes that are
integrated with Social Media correlates with the num-
ber of employees involved in Social Media activities.
At the same time, both companies aim to incorporate
external users to a larger extent (e.g. Customer survey

and meetings, open platforms for collaboration) than
Cyberport and DT. The organizational structure seems
not to relate to company size or investments, but to the
goal of "opening up" processes and involving custom-
ers in CRM processes. Thus showing the importance of
weak ties for active communities [43] as well as the
need for a managed approach [38].

Application areas of Social Media in CRM and
role of social interaction and open collaboration (re-
fers to Q4, Q5 and Q6). Almost every case addresses
the four application areas at least to a medium degree.
Dell and Spreadshirt show in specific areas even higher
levels. All four companies maintain presences on sev-
eral Social Media platforms and invite their users to
interact on these platforms. If users start interactions,
their aim is that an employee will answer and initiate
further processes on demand.

Cyberport discusses openly the product range with
customers. These social interactions help to provide
rich information to other customers and to position the
company as expert. Dell, Spreadshirt and DT discuss
processes and products with customers even more in-
tensely and across different platforms (e.g. Service
forum, Spreadshirt Community, IdeaStorm, Telekom-
Helps). Spreadshirt and Dell also implemented ap-
proaches for collaborative work (e.g. to work together
with customer in the solving of a service case or the
development of product/design ideas).

In all four cases, the companies set up processes to
actively stimulate the sharing of UGC with the aim to
extend their reach into the contact network of their
followers. This applies for the distribution of content,
but also to the support of processes. Examples are the
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sharing of advertisements in marketing (e.g. DT creates
viral marketing campaigns that involve contributions
of pictures or stories by users), the distribution of of-
ferings in sales (e.g. special offers of Dell that are dis-
tributed via Twitter and forwarded by followers to
people without a prior relationship with Dell) or the
distribution of solutions for service cases (e.g. DT cre-
ates videos that explain solutions to problems). All four
cases provide users with the ability to link with each
other and to share information about themselves. Ac-
tivities of users influence the system and are reflected
in the profile (e.g. activity degree of a user, if they
have some kind of expert status, if they belong to a
company or how helpful they were to other users). Us-
ers can connect with brands, presences or other users
and open up their individual contact network for oth-
ers. Often, a higher visibility and interaction is associ-
ated with internal platforms, but Spreadshirt or Cyber-
port show with Social Media logins or apps that pro-
files on external platforms can also be linked with in-

The cases show that companies integrate their in-
ternal and external presences. While external presences
are used for simple interactions, internal presences are
used to manage complex collaboration processes and
the social interactions. For example, Spreadshirt stimu-
lates users to join the Spreadshirt forum or the DT in-
vites users to discuss and solve their service topic on
their own platforms instead of Facebook. At the same
time the discussions and related UGC is a resource for
knowledge management. All four companies learn
through these discussions about market demands and
customer satisfaction. In addition, Dell, Spreadshirt
and DT actively stimulate the community with topics
they would like to learn about and use the feedback in
decision processes and process management.

The cases highlight the importance of external plat-
forms for Social CRM [24] and that interactions among
Social Web users, as well as opportunities for collabo-
ration, contribute to CRM strategies [35]. However,
related activities are often managed in specific teams

ternal platforms and processes.

and not within the existing CRM functions.

Table 2: Overview of the four cases

Cyberport

Dell

Spreadshirt

DT

Founded 1998, Headquarter in
Dresden, Germany,

640 employees (2016).
Distributor for technology and
lifestyle products, such as note-
books, tablets, smartphones, pho-

Founded 1984, Headquarter in
Round Rock, U.S., 101.800
employees (2016).

Distributor of personal com-
puters (PC) and PC equipment.
The product portfolio compris-
es business solutions, software,

Founded 2002, Headquarter
in Leipzig, Germany, 500
employees (2016).
Spreadshirt is a company for
on-demand prints on clothes
and accessories. The busi-
ness model is based on ac-
tively integrating the exter-
nal parties (community) into
the processes of marketing,
sales, and services. Spread-
shirt differentiates the com-
munity members into end
customers of the T-shirts
(customers) and into design-
ers, companies, or promoters
(sellers), but often communi-
ty members have both roles.

Founded 1995, Headquarter in
Bonn, Germany, 221.341 em-
ployees (2016).

Deutsche Telekom AG (DT) is
a worldwide telecommunica-
tion company and a subsidiary
of Telekom AG, which serves
private and business customers
in Germany. The product port-
folio comprises fixed-line and
mobile telephony as well as
Internet and media services,
such as DSL and IPTV. By
now, the DT already has accu-
mulated several years of expe-
rience in Social Media and has
established a dedicated organi-
zational unit called the “Social
media Service Centre”.

Implementation of the features of SIS

= tography, televisions and other
. '}% domestic appliances. Cyberport peripheral equipment, end
= 5 operates an online shop users solutions, and services.
g' § (www.cyberport.de), 15 depart- Customer participation and
S| e ment shops and a distribution and | customer feedback is the basis
2 logistics centre. Cyberport has for decision-making on the
« started traditionally with CRM products and services offered.
and the implementation of pro- Dell seized the possibilities of
cesses in marketing, sales and social web early in 2006 and
services. Only later, they intro- founded a dedicated corporate
duced Social Media into these “Social Media Listening
processes by establishing a Social | Command Centre” in 2010.
Media Manager.
> Focus on a community of follow- | Focus on a community of
= ers. Focus on information ex- contributors. Focus on infor-
.g change mation exchange and collabo-
wn

ration

Focus on a community of
contributors. Focus on in-
formation exchange and
collaboration

Focus on a community of fol-
lowers. Focus on information
exchange

Dedicated employees and actors
in the market can be active. Focus
on dedicated internal and external
platforms

The whole organization and
the market can be active on
different platforms. Focus on
internal and external platforms

The market can be active on
the platform and dedicated
employees. Focus on internal
platforms

Dedicated employees and the
whole market can be active.
Focus on internal platforms

tors

Employees have defined process-
es and dedicated external persons
can contribute

All employees with a qualifi-
cation and all interested exter-
nals can contribute

Dedicated employees and
community members can
contribute

Employees have defined pro-
cesses and all interested exter-
nal persons can contribute

tents

UGC is shared and monitored

UGC is stimulated, shared and
monitored

UGC is stimulated, shared
and monitored

UGC is stimulated, shared and
monitored

gy

Different Social Media platforms,
some Social CRM tools and a
CRM system is used, but not
integrated

Different Social Media plat-
forms, a broad set of Social
CRM tools and a CRM system
is used and partially integrated

Different Social Media plat-
forms, some Social CRM
tools and a CRM system is
used, but not integrated

Different Social Media plat-
forms, some Social CRM tools
and a CRM system is used and
partly integrated

Loca- | Technolo- | Con- [Contribu-| Openness

tions

Online (in addition offline stores),
internal and external

Online, internal and external

Online, internal and external

Online (in addition offline
stores), internal and external
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Affected processes (refers to Q7, Q8 and Q9). Dell
and Spreadshirt incorporated Social Media in almost
all CRM processes, while DT and Cyberport concen-
trate on service and marketing related processes. The
cases show that collaboration with customers, as in the
case of Spreadshirt, can affect all processes, as long as
the company is able to open up their processes. At
Spreadshirt, customers can for example create offer-
ings, create advertising, help other users and sell prod-
ucts. Dell shows a similar approach and treats for ex-
ample web influencers as partners with dedicated re-
sources, contact persons or events.

Connected with the collaboration is the process
management and the need to track processes across
Social Media platforms and between internal and ex-
ternal users. External actors can also perform tasks of
process management as in the case of Spreadshirt,
where for example partners initiate design and market-
ing processes and Spreadshirt supports the advertising
and offers a shop. Dell and DT provide a forum where
customers can search for solutions and initiate new
services cases, which are taken up by employees.

The cases show, that tasks of internal and external
users are linked. External users mainly interact with the
business, while on the business side also the analysis,
integration and CRM process related tasks are used.
Thus calling for bi-directional integration of involved
platforms within SIS where internal and external par-
ties can initiate processes and share task related infor-
mation, resources and competences. Dell, DT and
Spreadshirt already support such tasks with dedicated
systems (e.g. community platform) in addition to So-
cial Media platforms and Social CRM tools. However,
the integration of these systems is low.

Involved systems and integration (refers to Q10
and Q11). The cases show that social interaction and
open collaboration require spaces for collaboration that
enable users to exchange and create UGC. Spreadshirt,
Dell and DT provide dedicated spaces for social inter-
action with customers and collaboration through own
forums. Dell integrated activities between platforms
with their own solution where service cases and in-
volved parties are registered and information is distrib-
uted to related systems (e.g. service or team manage-
ment). Spreadshirt provides a community platform to
which activities and UGC on other platforms are
linked. Users exchange structured (e.g. profiles) and
unstructured data (e.g. UGC). In a collaboration pro-
cess users may read and answer manually on Social
Media, but for workflow automation and integration
with other systems, the companies of all four cases use
Social CRM tools and intermediary databases. Thus
showing, that pure community platforms are insuffi-
cient and require, additionally, a processing and inte-
gration of data between involved platforms [42].

4. Discussion about the design of SIS and
contribution of Social CRM

The analysis of the four cases affirms the observa-
tion that companies combine Social CRM, CRM and
Social Media for realizing scenarios associated with
SIS. However, they also show a low support on the IS
level along with a punctual realization of these scenar-
ios. An open and voluntary interaction as well as the
outside-in perspective are not fully addressed in the
cases and seem to require further integration of the
three pillars. However, some observations can be ob-
tained about the contribution of Social CRM for SIS
oriented applications scenarios. Thus answering RQ3.

4.1 Role of Social Media, CRM and Social
CRM towards SIS

The comparison of the cases shows that characteris-
tics of SIS are present in all cases and relevant func-
tionalities are spread across several IS. CRM oriented
SIS need to incorporate the other CRM related IS for
providing the means for social interaction and open
collaboration, driven by firms, customers and as col-
laborative effort.

Social Media represent the basic platforms. They
can be provided by companies or hosted by third par-
ties. Firms may initiate communities (e.g. Dell,
Spreadshirt or DT), but also customers may initiate
communities (e.g. Experts that support Dell customers,
external help communities for DT services) on them.

Social CRM tools provide access to data, insights
into UGC on a detail and global level and provide
means for management and interaction related to CRM
tasks. They are used by companies (e.g. Dell Social
Listing Command Centre) or by external actors (e.g.
Influencers at the Dell, Partners of Spreadshirt).

CRM systems provide a comprehensive view on
customers as well as functionalities for managing the
relationship from a firm perspective. Nevertheless,
Social Media, such as Facebook or LinkedIn, feature
partially such functionalities and firms like Spreadshirt
show that forums can be used partially as CRM sys-
tem. However, CRM systems are crucial for linking
with back-end and SCM systems.

The case analysis highlights that SIS foster social
interaction between internal and external users with the
aim to create opportunities for collaboration in CRM
processes. While Social CRM already provides the
means to interact with customers in CRM processes,
they seem to be insufficient from the perspective of
SIS. The case of Spreadshirt illustrates that an own
community, which is connected with other systems
(e.g. Web-shop or ERP systems), can provide a suffi-
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cient space for collaboration with external users. The
case of Dell shows that interactions, collaboration and
process management across different Social Media call
for systems that integrate data and process flows in a
SIS. Social Media platforms such as Facebook provide
also SIS functionalities that are used in parallel.

4.2 Observation about effects of SIS on CRM

Fostering of strong and weak ties. Companies
nourish their strong ties by involving the competencies
of external users in process tasks or by pro-actively
requesting support (e.g. Spreadshirt cooperates with
customers in the product design and marketing, DT
cooperates with customers in service management). At
the same time, they create additional weak ties with
customers and interested parties by following, recom-
mending or staying in contact with updates during the
usage phase. Several instruments are combined for that
purpose: provision of regular information, presence on
external platforms, moderation of discussions, self-
service abilities and open resources.

Complementing an inside-out with outside-in ap-
proach. The cases highlight, that companies with lim-
ited organizational structures and smaller integration
degree also feature less opportunities for engagement
with customers. Cyberport, for example, shows several
examples for firm-driven engagement, but customer-
driven engagement and true collaboration is lim-
ited[33]. However, small and large companies can ben-
efit from opening themselves for input from customers.
Dell, shows a mature Social CRM approach with a
high integration degree and also provides several
means for collaboration and taking up customer-driven
engagement related to almost all CRM processes. Thus
resulting in an organizational culture that is picking up
ideas and discussions from customers and turning them
in input for the optimization and transformation of ser-
vices. Spreadshirt illustrates a similar approach with
fewer systems and integration of touch points in a cen-
tral place. Here customers, partners and employees
share the same discussion platforms and are participat-
ing in workflows. Thus providing the company with
constant feedback from the market about the product
range, cooperation in product development or external-
ization of process tasks. It can be observed, that an
outside-in approach relates with the engagement op-
portunities, which are explicitly addressed by SIS.

Extending the pool of information, resources and
competencies. The SIS orientation provides companies
with access to additional information, indirectly by
analyzing UGC in the community and directly by ask-
ing the community for opinions, recommendation and
others. In addition, resources (e.g. shops, UGC) are
generated by the community passively and proactively.

Also the competencies within the community, such as
skills in consulting or sales, technical knowledge or
creativity can be used.

Collaboration in processes and production. An
important asset is the collaboration in processes where
tasks of the companies are complemented with tasks
performed by community members. Thus reducing
costs and increasing the capabilities. For example, as
members of the Spreadshirt community advertise
products and generate leads, the company is selling its
products and providing the service. Telekom is sup-
porting members of the community in answering ser-
vice requests by providing information resources.

Service and product innovation. A high number of
relationships within the community provide also new
means for innovation. For example, Dell provides a
place for the sharing and discussion of product and
service ideas or the Telekom proactively shares new
product ideas with the community and monitors the
reactions and discussion. Cyberport and Spreadshirt
monitor and moderate discussion about the product and
service portfolio and distribute insights within the or-
ganization.

4.3 Implications on the design of SIS

On the strategy level, a SIS may affect all four So-
cial CRM application areas. This comprises the discus-
sion, creation and sharing of UGC through which in-
formation, resources and competencies are exchanged.
Important is that this happens in both directions. For
example, companies not only share information with
customers, but customers generate information for the
company. While Social CRM provides the basis for
building up a SIS, companies seem to require a re-
evaluation and design of processes for opportunities to
incorporate customers and other followers.

On the process level, SIS build upon existing CRM
tasks in companies, but aim to provide users with the
means to perform own tasks. Social CRM systems
need to integrate or provide platforms for the gathering
and interaction of customers, experts and businesses to
access information about products, qualify demands,
create offers, work in service requests and exchange
feedback. Each participant should be free to join and to
create and re-use the content. The cases illustrate that
collaboration is already used in some CRM processes
and others benefit indirectly through better access to
knowledge, increased visibility through Social Media
activities or support of external users in workflows.
However, often as add-on and not on a regular basis.
Social CRM systems need to unveil these opportunities
as soon as they arise in the community.

On the system level, these activities and the under-
lying services need to be linked. The cases highlight,
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that a SIS do not need a single platform, but the inte-
gration of the main components for collaboration with
supporting services from other systems such as CRM
or Social Media Management. This not only allows
automation, but to realize workflows across platforms.
Spreadshirt presents such an example with the market-
place that is integrated with a forum and features CRM
functionalities. Social CRM provides the means for
monitoring, integration and performing interactions.

4.4, Implications for business

The research shows, that the concept of SIS ex-
pands the perspective of CRM behind the customer-
facing processes to collaboration with the market. With
an SIS based approach, companies may further stimu-
late the forming of relationship ties with relevant actors
in the market as well as their utilization. This allows
companies to improve the acquisition of information,
to access more competencies and to collaborate with
external entities. Thus, extending the tactical options in
CRM and improving customer orientation [35]. The
four cases show that small and large companies can
follow this approach and that main challenges are the
integration and governance of involved platforms,
tools, processes and actors. Social CRM provides a
good basis, but as the cases reaffirm, companies need
to open up their processes and fully incorporate plat-
forms outside of their control and ownership. Thus
challenging the traditional perspectives behind CRM
and Social CRM. Currently, system providers are start-
ing to adopt this perspective in new functionalities (e.g.
SAP C/4Hana Service Cloud based on Coresystems).

5. Conclusions

This research investigated the use and integration
of Social Media in CRM from the perspective of SIS
[6]. The paper compares SIS based on the concept of
Schlagwein et al. [6] with the related concept of Social
CRM. Based on a literature review and examination of
four case studies it points out similarities and differ-
ences between the concepts. In addition it demonstrates
an approach for analysing the design and contribution
of SIS by applying a Social CRM framework [4]. Thus
providing further insights into the customer facing de-
sign areas of SIS [6] and an approach for linking SIS
and Social CRM related research. This research illus-
trates that the existing framework of SIS should be
further detailed in its different design areas to provide a
comprehensive analysis instrument and to guide further
research and IS design.

The findings from the case examination show that
SIS can be used not only for strengthen customer rela-
tionships (strong ties), but also expanding the capabili-

ties of companies by fostering weak ties [7]. Thus sup-
porting companies in the application of outside-in ap-
proaches [1]. SIS may extend CRM with a higher level
of social interactions and open collaboration. There-
fore, they build on the active integration of customers
in tasks and processes and require features for commu-
nity building and computer supported cooperative
work. Existing systems in CRM, Social Media and
Social CRM provide such functionalities, but they need
to be bi-directionally integrated. The case examples
illustrate that this integration does not need to be fully
automated, but that a higher degree of automated inte-
gration aligns with more affected processes. A high
level of engagement and collaboration as well as lever-
ing an outside-in perspective also not necessarily aligns
with the extent of a Social CRM implementation.

However, because of the low number of analysed
cases and the focus on e-commerce, the insights from
this research about Social CRM and SIS are limited
and further research is necessary. While Schlagwein et
al. [6] differentiate the business value of SIS into five
areas, our research indicates that already one example
is very complex and multi-dimensional. For the devel-
opment of a robust framework that guides the design,
building and leveraging of new IS, the architecture and
business value of SIS need further research. The in-
sights of this research may provide a basis for the de-
sign of further qualitative and quantitative examina-
tions of SIS.
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