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Abstract

With the emergence of social media, customer relationship management has undergone noticeable changes
and gained a great deal of attention from researchers and practitioners in recent years. In this paper, we provide
additional insights into how intensively business-to-customer micro, small and medium-sized enterprises adopt
social customer relationship management. Based on the literature review and insights from interviews with six
micro, small and medium-sized enterprise owners/managers, we developed a conceptual research model that
integrates the antecedents, intensity of social customer relationship management adoption, and performance
outcomes. For the intensity of social customer relationship management adoption, we applied process-based
conceptualization consisting of the customer engagement process and customer data management process.
Then we empirically tested a conceptual research model by using data collected in a survey of 119 micro, small
and medium-sized enterprises in Slovenia. We found that not all antecedents are equally relevant to both
processes of the intensity of social customer relationship management adoption. Additionally, we found that the
intensity of social customer relationship management adoption has a positive effect on customer relationship
performance. Based on these findings, we provide recommendations for further research and offer practical
implications for micro, small and medium-sized enterprises considering social customer relationship management
adoption.

Keywords: Social customer relationship management adoption, Adoption intensity, Antecedent,
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1 Introduction

Social media (SM), have refined the way enterprises are managing relations with their customers [71]. Before the rise
of SM, customers were mainly passive receivers of messages. Since then, the flow of information has become
multidirectional as customers are creating, seeking, and sharing information using different channels and devices. In
this context, relationships with customers became more challenging to control and manage [49]. Nevertheless,
enterprises have recognized SM as a useful tool for maintaining relationships with their customers [112]. For instance,
with SM, enterprises gain the ability to actively engage with customers and build deeper relationships [115]. Some
even manage to involve customers in product and service innovation processes [102].

While large enterprises are integrating customer relationship management (CRM) systems with SM to improve
customer relations, small enterprises seem to build their customer relationships mainly on SM [44]. However, in
comparison to traditional CRM systems, SM seem to be affordable tools for enterprises that have limited resources
[83]. With SM use, micro, small and medium-sized enterprises (SMEs) can reach the global market with minimal costs
and efforts [12]. Even though SMEs seem to be aware of the opportunities enabled by SM, most of them use it mainly
as a marketing tool [106], usually without a formally defined customer-centric SM strategy [33]. This often results in a
low-intensity of SM use for managing relations with customers, accompanied by lost opportunities.

SM have gained a great deal of attention from practitioners and researchers in recent years; [60], [77] however, there
is still incomplete understanding of how enterprises use SM for CRM activities [46] and how this affects performance
outcomes. Several researchers (e.g. [46], [113]) that adapted previous CRM constructs (e.g. [54], [107]) and developed
new measures based on extensive literature review, have pointed out that there is a need for a more robust framework
of social CRM adoption. For instance, [113] suggested employing a construct that captures not only the social CRM
technology adopted by an enterprise but also the intensity of social CRM adoption within it. Moreover, when developing
an intensity adoption measure, ether business-to-business (B2C) or business-to-customer (B2B) specifics should be
taken into consideration [113]. This is also aligned with the Nordic School of service marketing, which noted that SM
in relationship marketing are mostly used in B2C rather than in B2B relationships [82]. Recent studies focus either on
the impact of social CRM adoption on performance outcomes (e.g. [18], [113]) or on the antecedents that drive social
CRM adoption (e.g. [1], [103]) and, as such, do not provide a comprehensive overview of the social CRM adoption
situation. In addition, as the existing body of research on social CRM is more focused on large enterprises [39] and
since social CRM adoption in SMEs differs from large enterprises [45], it is essential to give greater emphasis to SMEs.

Considering the above-introduced knowledge gaps, this study aims to provide a comprehensive model for the
explanation of the social CRM adoption situation in B2C SMEs. To fulfil this aim, the following research questions need
to be answered. First, how can we conceptualize the intensity of social CRM adoption in B2C SMEs? Here, we propose
a process-based conceptualization of the intensity of social CRM adoption, which consists of the customer engagement
process and customer data management process. We derived the conceptualization of the intensity of social CRM
adoption construct from the literature review and field research. Second, what antecedents are influencing the intensity
of social CRM adoption? Here, we examine the impact of relevant antecedents influencing the intensity of social CRM
adoption at a CRM process level. Third, what are the implications of the intensity of social CRM adoption? Here, we
examine the implications of the intensity of social CRM adoption for customer relationship performance. To answer
these research questions, we applied a sequential mixed-method. The first phase of research was qualitative and
comprised in-depth interviews with key informants (B2C SME owners or managers) with previous experience in social
CRM adoption. Insights from the interviews with B2C SME owners/managers were used to support the development
of the conceptual research model and a quantitative instrument for the second research phase. In this paper, we focus
on the presentation of results from the quantitative phase of the research. In particular, we present the results of the
survey that was conducted with owners/managers in 119 B2C SMEs in Slovenia.

This study provides a comprehensive model, which offers a conceptual clarity of the intensity of social CRM adoption
in B2C SMEs. In addition, it offers a deeper understanding of antecedents influencing the intensity of social CRM
adoption and explains whether and why the intensive adoption of social CRM positively affects customer relationship
performance. The rest of the paper is structured as follows. The next section reviews existing research on social CRM,
proposes the conceptualization of the intensity of social CRM adoption, and presents the conceptual research model
that links social CRM adoption antecedents, the intensity of social CRM adoption, and customer relationship
performance. Then, the method used in this research is presented, and the findings discussed. Finally, the limitations
and recommendations for further research are presented.

2 Literature Review

Topics related to innovation adoption and performance outcomes have broadly attracted researchers’ interest. Those
studies differ with regard to underlying theories and technologies under investigation. In this section, we present
theories used in previous CRM studies and the existing research on social CRM.
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2.1 Theoretical Conceptualization

Numerous theories have been proposed to explain the adoption of technology innovations by enterprises. There are
several theories that have provided insights into different aspects of the adoption of CRM systems, including the
Technology Acceptance Model (TAM) [22], the Theory of Planned Behavior (TPB) [4], the Unified Theory of
Acceptance and Use of Technology (UTAUT) [114], the Diffusion of Innovation Theory (DOI) [98], Resource-based
theory (RBV) [9] and the Technological, Organizational, and Environmental (TOE) framework [111]. There are also a
few CRM adoption studies in the SME context. For instance, [123] has proposed a model for mobile CRM adoption
that combines TAM, TPB, UTAUT, DOI, and the TOE framework; [31] have introduced a model for electronic CRM
adoption drawing upon the DOI and TOE framework; [1] and [47] have developed model for social CRM adoption
based on the TOE framework and the DOI theory.

As noted by, [26] researchers have indicated that each theory contains inherent limitations and have thus advocated
combining more than one theory to fully explain the organizational phenomenon in a complex business environment.
Nevertheless, this multi-theoretical perspective should not be viewed as an integration of theories or comparison of
theories [35], but rather as an approach that aims to link theories in order to synthesize the diversity of literature
reviewed [118], to discover, evaluate, and compare relevant perspectives [35], and to fully understand the phenomenon
being investigated [86].

The TOE framework and the DOI theory are theories that have been applied widely when studying the organizational
adoption of technology innovation in the SMEs context over the past two decades [32]. The TOE framework explains
three different contextual elements of organizational decision making that influence technology innovation adoption
decision: technology, organization, and environment. This framework is frequently used in innovation adoption
research [101], because it allows researchers to use a unique set of factors and measures [8], [109]. According to [88],
the TOE framework is consistent with the DOI theory, and they are frequently used together in innovation adoption
studies. The theory identifies several innovation characteristics such as relative advantage, compatibility, complexity,
trialability, and observability that may either promote or impede the innovation adoption.

2.2 Social CRM Adoption

Social CRM builds on the traditional CRM that uses SM tools to better support customer relationship management [7],
[28], [76], [112]. The definitions of social CRM range from technological to strategically oriented [64]. For instance, [81,
p. 241] defined social CRM as easy-to-use standalone applications that can be leveraged on the structured processes
of existing CRM to help end-users better leverage social networks, internal and external data, and news feeds, and
existing sales and marketing content. This definition views social CRM as customer-facing technologies. However, the
most common definition refers to business strategy and is defined as “a philosophy and a business strategy, supported
by a technology platform, business rules, processes and social characteristics, designed to engage the customer in a
collaborative conversation in order to provide mutually beneficial value in a trusted and transparent business
environment. It’'s the company'’s response to the customer’s ownership of the conversation” [37, p. 25]. Building on the
previous definition, [112, p. 319] defined social CRM as the integration of traditional customer-facing activities including
processes, systems, and technologies with emergent SM applications to engage customers in collaborative
conversations and enhance customer relationships.

2.2.1 Intensity of Social CRM Adoption

Even though CRM is a complex phenomenon, a number of studies have typically treated its adoption decision as a
binary choice problem (to adopt or to not adopt). For instance, in their survey, [52] asked the respondents to indicate
whether they had adopted CRM systems or not. Furthermore, [113] acknowledged that respondents in their study may
report that they possess a particular technology, but not the actual use of it and, therefore, suggest that future research
should consider developing a measurement approach that will capture usage intensity or the extent to which the
technologies are used within an enterprise. Drawing on the observation from [20, p. 497] that innovation is not truly
adopted until it has actually been put into use in the adopting organization, this study considers the intensity of social
CRM adoption as an enterprise’s ability to leverage SM tools in combination with other CRM systems to systematically
manage relationships with customers. Therefore, consistent with previous research [97], [121], the focus is on a
process-based conceptualization of social CRM.

Recently, several researchers (e.g. [14], [46], [103]) have explored the role of SM in CRM through different
perspectives of CRM processes. According to [96] there are various perspectives of CRM processes, for example,
customer-facing level CRM processes [97], cross-functional CRM processes [30] and CRM macro-level processes
[91]. CRM process at customer-facing level presents how customer relationship initiation, maintenance, and
termination are managed across customer contact points [97]. Even though several studies integrated traditional CRM
with a SM customer-facing level, [39] in their recent study indicated that SMEs generally involve their cross-functional
teams in carrying out their marketing process. This finding suggests that further research that links SM to CRM should
focus on cross-functional CRM processes perspective. This perspective includes CRM processes (strategic planning,
information management, customer value, and performance measurement processes) [92] that are allocated to the
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three different forms of CRM (strategic, operational, and analytical). Thus, the cross-functional CRM processes
perspective not only explains the main activities within each process but also how each process interacts with one
another.

In essence, there are two principal areas in which technology can support CRM processes: customer interactions and
customer information management [46], [54], [91]. Customer interactions can encompass an information exchange,
the exchange of products and services for money, or social exchange [91]. As suggested by [97], [103] customer
relationships evolve over time and are composed of a series of interactions between customer and enterprises.
Customer information management is concerned with creating and capturing customer data to build and maintain
customer relationships [91].

2.2.2 Social CRM Adoption Antecedents

The antecedents that drive innovation adoption depend on the type of technology innovation and the domain in which
adoption occurs [101]. This indicates that antecedents that drive the innovation adoption, including social CRM, need
to be further explored [21]. A common approach in innovation adoption in organizations is to categorize important
antecedents into different contextual perspectives [88]. Although various antecedents affect different CRM trends (e.g.
mobile CRM, social CRM), all these antecedents can be classified in technological, organizational, or environmental
contexts. Therefore, it is feasible to apply the TOE framework to explore social CRM adoption phenomenon.

The internal technologies and technologies available in the market that are relevant for enterprises are explained by
the technological context [111]. According to [99], technological antecedents play an essential role in the adoption of
any technological innovation. The characteristics of technologies can be assessed in terms of possible benefits and
barriers [15]. Reduced operating costs, effective communication, and bigger market exposure are some of the benefits
that enterprise can gain after innovation adoption [108]. Barriers that prevent enterprises from adopting and thoroughly
reaping the benefits of technologies are related to the complexity of technology and compatibility with enterprise
practices and values [75]. Even though SM were not created for business purposes, they have revolutionized the
conventional methods of CRM [44], [76]. Technology-related antecedents (relative advantage, complexity,
compatibility, trialability, and observability) that represent the core pillars of the DOI theory, have been examined in
the CRM adoption literature and have been used in the technological context several times [27], [47], [62]. Among the
five antecedents, observability and trialability have not been studied as extensively as the other three antecedents
have. There are also other antecedents that have been considered in the technological context, for instance, switching
costs [93], vendor support [5], and the cost of adoption [1].

The internal characteristics and resources of an enterprise are explained by the organizational context. The features
of organizational background, such as its size, organizational structure, technological expertise, managerial support
may facilitate or inhibit innovation adoption [94], [110]. For instance, a flexible organizational structure has been found
to assist innovation adoption [126], but the lack of employees’ information technology knowledge has an effect on
decisions about doing business online [63]. The antecedents in the organizational context have also been used in
several recent CRM studies. For example, technological readiness [1], [29], [62], [104], top management support [1],
[62], [104], and innovation orientation [52], [62], [84] have been widely examined in the CRM literature. Additionally,
financial resources, flexible culture, and customer orientation were also considered in this context.

The environment context relates to the ecosystem in which the organization operates, including industry, suppliers,
and regulatory system. Even though few research studies considered antecedents related to this context [94], several
studies have found that environmental antecedents have an influence on CRM adoption [47], [93], [104]. In the context
of SMEs, industry type [5], [47], external pressure [47], [104], government support [1], [47], are antecedents that have
been identified as important in recent CRM adoption studies.

2.2.3 Social CRM Performance Outcomes

There are many viewpoints regarding what performance outcomes are and how can they be measured [50], [74].
According to [40], most of the objective performance measures indicate the measures of performance outcomes from
the entrepreneurs point of view (e.g. revenue, average growth rate in revenues), while subjective performance
measures indicate the perceptions of entrepreneurs (e.g. successful promotion of service or product, customer
satisfaction). According to [120], objective performance measurements often fail to describe managers’ views on the
organizational objectives and argues that subjective approach is more appropriate for managers in order to reach a
more accurate explanation of performance.

Even though social CRM can contribute to higher business performance in SMEs [3], [107], several researchers [14],
[56], [113] have pointed out that the implications of social CRM remain largely underexplored. In particular, enterprises
can interact with customers on a one-to-one basis as well as respond to customers’ needs and wants instantly.
Furthermore, SMEs can promote their brand more quickly and at lower costs. According to [50], performance outcomes
can be viewed and measured differently. For instance, [103] suggested investigating several social CRM performance
metrics, including customer loyalty, customer profitability and sales data, quality levels and company reputation, while
[76] provided guidelines for developing key performance indicators (KPIs) to measure performance. Nevertheless,
recent studies have mainly tested the implications of social CRM on customer relationship performance (e.g. customer
satisfaction, customer loyalty). For example, [113] found that social CRM capabilities have a positive influence on
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customer relationship performance, while the study of [18] did not support the link between customer engagement
initiatives and customer relationship performance.

3 Conceptual Research Model and Hypotheses Development

Based on the findings from the existing research and insights from the qualitative phase of this study the conceptual
research model was developed and hypotheses formulated. They are presented in this section.

3.1 Conceptual Research Model

The conceptual research model (Figure 1) was built based on the combination of theoretical insights and field research.
The model consists of seven constructs related to the antecedents of social CRM adoption, the intensity of social CRM
adoption, and customer relationship performance outcomes. The intensity of social CRM adoption is presented in the
center of the model and is conceptualized through the customer engagement process and customer data management
process. The identified antecedents are related to technological, organizational, and environmental contexts. As
regards customer relationship performance outcomes, customer loyalty and customer satisfaction were identified as
the most relevant by interviewed B2C SME owners/managers. Based on the conceptual research model, the
hypotheses were formulated. They are presented in the following sections.

Antecedents

Technological context

4 . o N\
| Relative advantages | Intenstity of social CRM

\ adoption
| Compatibility |

Customer engagment

. process
Organizational context Customer relationship

performance

| Top management support | 3

| Customer data

| Technology readiness management process

Environmental context

| External pressure

& /

Figure 1: Conceptual research model of social CRM adoption
3.2 Conceptualization of Intensity of Social CRM Adoption

We relied on a combination of theoretical insights (e.g. [97], [103]) and field research to conceptualize the intensity of
social CRM adoption. The discussions with B2C SMEs owners/managers indicate that the use of social CRM is
focused on two CRM processes: on customer engagement, on which they put much emphasis, and on customer data
management, for which their effort is less evident but still of high importance. These findings suggest that instead of
the customer-facing level perspective of CRM processes the macro-level perspective of CRM processes needs to be
taken into consideration. Therefore, our process-based conceptualization of the intensity of social CRM adoption
consists of the customer engagement process and the customer data management process. The customer
engagement process presents how SMEs are interacting with customers through the acquisition, retention, and
expansion stages (customer life-cycle phases) while the customer data management process presents how SMEs are
managing customer information, from data collection to data integration and use. Such a process level
conceptualization allows us to demonstrate that not all aspects of social CRM may proceed in parallel. For instance,
the interviewed B2C SME owners/managers perceive customer engagement as relatively easy to achieve, while
customer data management may require not only substantial organizational and technological resources, but also time.
Furthermore, the interviewed B2C SME owners/managers indicated that not all antecedents are equally relevant to
these two underlying processes. For instance, some of them argue that technology readiness is likely to affect the
customer data management process more than the customer engagement process.

3.3 Conceptualization of Social CRM Adoption Antecedents

In our study, we conceptualize antecedents of social CRM adoption based on TOE framework. Antecedents are thus
related to technological, organizational and environmental context.
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The technological context refers to technology-related aspects such as relative advantage and compatibility that might
influence intensity of social CRM adoption. Relative advantage is used to describe the degree to which an innovation
is perceived as providing greater organizational benefits [98]. One of the earlies studies [122] argues that e-business
use may help enterprises to increase sales, reduce cost, and better penetrate their markets. Many other empirical
studies also reported the positive impacts of the relative advantages on the innovation adoption [17], [34], [51], [87],
[89], [110], [117], [124]. Nevertheless, other studies (e.g. [72]) reported a negative relation between the relative
advantage and innovation adoption. According to [68], even though this antecedent is positive by nature, it can still be
negatively perceived by potential innovation adopters.

It has been noted by several researchers [5], [27], [47], [62], [93] that enterprises in which CRM is perceived to provide
benefits are more likely to adopt an innovation than those in which CRM is not perceived as beneficial. Social CRM
offers many benefits for SMEs, including the increase of business value and access to new markets and customers
[11]. The qualitative study confirms these facts since interviewees emphasized that the main purpose of social CRM
adoption was to reach more customers and engage with them more intensively. Further, the results of the qualitative
part of the study show that customer feedback helps SMEs to identify customer requirements and new selling
opportunities. Therefore, the perceived benefits of social CRM can be expected to play an essential role in the intensity
of social CRM adoption in SMESs, both in the customer engagement process and the customer data management
process.

Hla: There is a positive influence of relative advantage on the intensity of social CRM adoption in the customer
engagement process.

H1b: There is a positive influence of relative advantage on the intensity of social CRM adoption in the customer data
management process.

Compatibility is the level to which a new technology or innovation is consistent with the current needs of the existing
practices [98]. This antecedent has been considered to be an essential driver of innovation adoption many times in the
past. For example, it has been found influential in the adoption of e-business [70], [124], radio-frequency identification
(RFID) [117], electronic commerce [34], and collaborative commerce [17]. According to [47], compatibility is also an
important attribute in determining the adoption of social CRM. In other words, if an innovation is compatible with an
enterprise prevailing values, infrastructure, and technologies it is accepted more easily [31]. It is especially crucial for
SMEs that potential innovations are compatible with existing values, needs, and working practices [65]. The results of
the qualitative part of the study also indicate that compatibility influences SMEs’ decision to adopt social CRM more
intensively. Interviewed SME owners/managers seem to adopt social CRM more intensively if they perceive social
CRM to be compatible with their existing CRM practices. While SMEs are managing customer relationships intuitively
[44], the compatibly is expected to be more relevant to the customer engagement process.

H2a: There is a positive influence of compatibility on the intensity of social CRM adoption in the customer engagement
process.

H2b: There is a positive influence of compatibility on the intensity of social CRM adoption in the customer data
management process.

The organizational context refers to the characteristics of the enterprise, such as top management support and
technological readiness, that might influence the intensity of social CRM adoption. Top management support has been
recognised as an important antecedent in innovation adoption decisions [85]. The support from top management is
critical for providing adequate resources for the innovation adoption [117], for instance, cloud computing [72], electronic
procurement [67], collaborative commerce [17], and electronic supply chain management [69]. With respect to SMEs,
there are several CRM studies that considered top management support as a key enabler of innovation [27], [62], [104].
The role played by top management is to stimulate change by communicating value to their employees [110]. In respect
to (social) CRM adoption in the SMEs context, the findings of the qualitative part of this study are consistent with [1]
and [5], who indicated that support from the management in SMEs is usually present due to the fact that they typically
make all decisions in the enterprise, from a simple operational to strategic decisions. This indicates that the current
business environment requires support from owner-managers in every possible way. In light of this, top management
may also play a significant role in the intensity of social CRM adoption. Nevertheless, even though top management
seems to be very supportive, the interviewed SMEs owners/managers give more emphasis to customer engagement
activities than to customer data management.

H3a: There is a positive influence of top management support on the intensity of social CRM adoption in the customer
engagement process.

H3b: There is a positive influence of top management support on the intensity of social CRM adoption in the customer
data management process.

Technology readiness is a degree to which focal enterprise has the necessary information and communication
technology (ICT) infrastructure and IC- skilled human resources in place for innovation adoption [90]. Several studies
(e.g. [87], [117], [124], [125]) noted technology readiness influences the innovation adoption. According to [5], the
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generally simple ICT infrastructure used by SMEs enables them to implement innovations with only short delays and
no significant problems. Nevertheless, SMEs need to take into consideration the relevant ICT knowledge and skills of
their employees which is one of the most vital issues when adopting CRM [1], [5]. The results from interviews further
emphasized the importance of knowledgeable employees, especially in the cases in which they are dealing with the
integration of existing technologies with emerging SM tools. Thus, SMEs that have ICT infrastructure in place and
employees with sufficient ICT knowledge and skills seem to be more prone to intensively adopt social CRM.

H5a: There is a positive influence of technology readiness on the intensity of social CRM adoption in the customer
engagement process.

H5b: There is a positive influence of technology readiness on the intensity of social CRM adoption in the customer
data management process.

The environmental context refers to external influences such as external pressure that influence the intensity of social
CRM adoption. External pressure consists of competitive pressure, customer pressure, and industry pressure [104].
According to [61], [67], external pressure has been viewed as a push towards innovation adoption. For example,
external pressure has been identified as having an influence on electronic CRM adoption [38], [104], mobile CRM
adoption [116], [123] and social CRM adoption [47]. The external pressure was also acknowledged by interviewed
SME owners/managers who mainly pointed out two aspects of external pressure: competitive pressure and customer
pressure. Therefore, it can be expected that external pressure will encourage SMEs to adopt social CRM more
intensively. For example, customers are applying greater demand in areas where they directly interact with enterprises.
Likewise, SMEs may feel a need to adopt social CRM intensively in customer engagement and customer data
management processes when they observe competing enterprises doing the same.

H6a: There is a positive influence of external pressure on the intensity of social CRM adoption in the customer
engagement process.

H6b: There is a positive influence of external pressure on the intensity of social CRM adoption in the customer data
management process.

3.4 Conceptualization of Customer Relationship Performance

Many enterprises have implemented CRM system in order to improve customer service and enhance customer
retention [55]. The improvement of customer relationship performance by investment in CRM system was also
demonstrated by several researchers (e.g. [13], [57]). According to [57], customer relationship performance differs
among enterprises even though they use the same CRM systems. Research conducted by [18] indicated that
performance outcomes depend on how well CRM systems facilitate CRM processes. The qualitative data analysis of
this study revealed that social CRM facilitates two CRM processes: the customer engagement process and the
customer data management process. First, by engaging with customers through social CRM enterprises can better
react to market needs and improve customer satisfaction and loyalty [59], [113]. Second, social CRM enables access
to a larger amount of rich data about customers [48], which enables enterprises to identify loyal customers and
emerging trends. Thus, more intensive adoption of social CRM may improve customer relationship performance.

H7: There is a positive influence of the intensity of social CRM adoption on customer relationship performance.

4 Methodology

In an attempt to understand the complex research phenomenon of social CRM adoption in the context of B2C SMEs,
the exploratory sequential mixed-method design was applied. In the qualitative phase of the study, we focused on the
real challenges of B2C SME owners/managers. These insights together with the findings from existing literature were
integrated into the conceptual research model. In the quantitative phase of this study, an online administered survey
was developed and sent to 2000 Slovenian B2C SMEs in an attempt to generalize the findings from the initial qualitative
phase. Figure 2 provides a schematic representation of this study research design.

Conceptual research Phase two -
. . Phase one - L
Literature review ualitative aooroach model quantitative Inferences
B i (hypotheses) anproach

semi- Content Statistical
strucutred onten Survey atistica

. . analysis analysis
interviews v v

Figure 2: Schematic representation of the research design

When conducting the literature review, relevant papers on social CRM adoption published across information systems
and marketing disciplines were considered. Available online journal databases, such as EBSCOhost, ProQuest, Web
of Science and Scopus, as well as conference proceedings from well-established conferences in the fields of
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information systems (International Conference on Information Systems (ICIS), European Conference on Information
Systems (ECIS), Americas Conference on Information Systems (AMCIS), Hawaii International Conference on System
Science (HICSS) and Bled eConference), and marketing (American Marketing Association (AMA) and European
Marketing Academy (EMAC)) were searched. We also reviewed other work of the authors from the obtained list of
relevant papers as well as the citations of the papers [66]. The identified relevant papers were further examined to
determine the main findings and to identify research gaps.

In the qualitative phase of the research, a semi-structured interview approach was used as a data collection technique
because it offers a high level of flexibility in identifying new potential issues related to the investigated research
phenomenon [23]. A paper-based interview guide with key questions structured around three main points, including
the intensity of adoption, adoption antecedents, and performance outcomes, was deployed to guide the conversation.
First, unstructured interviews with SM experts and CRM providers were conducted. These interviews not only provided
insights into the situation under investigation from different points of view but helped us to identify additional SMEs
selection criteria (e.g. should be registered and classified as SMEs and have B2C relationships, should belong to
different sectors, at least one in each size group should have an online store). In total, six Slovenian SMEs that focused
predominantly on B2C relationships participated in this phase of the research. The interviews were conducted with
owners or digital marketing managers and lasted between 55 minutes and one and a half hours. Immediately after the
interviews, clean transcripts of the audio records were made. Then the content analysis of the interview transcripts
was undertaken. The findings of the qualitative phase served as a basis for the development of a conceptual research
model and are presented in more detail in [78]. Based on the developed research model, the hypotheses were
formulated. We aimed to demonstrate how each antecedent relates to the intensity of social CRM adoption at the
process level and how the overall intensity of social CRM adoption affects customer relationship performance.

In the quantitative phase of the research, an online survey was chosen to collect data from the respondents. The
survey was designed based on an extensive literature review and interview data from the qualitative part of the
research. Overall, the final version of the survey had nine sections and comprised 35 questions. The first section
comprised four questions to elicit background information about the enterprise. The questions were related to the year
of establishment, size, industry, and B2C orientation. The second section comprised four questions about the social
CRM tools used in the enterprise. The first two questions were about the use of traditional CRM tools, followed by two
general questions about the SM use for CRM. The following six sections measured the constructs of the conceptual
research model, consisting of dependent and independent variables (Table 1). Based on the interviews, the intensity
of social CRM adoption is modelled as a second-order formative construct consisting of two first-order reflective
constructs: customer engagement process and customer data management process. The remaining constructs were
the first-order construct measured using items presented in Table 1. They were adopted or adapted from the existing
literature, some developed anew and measured on a five-point Likert type scale. The new items were drawn from the
literature review (e.g.), the examination of other measures of the construct that already exist (e.g. [6], [103]) and
findings from the interviews with SMEs to which the focal constructs are expected to generalize. They were designed
to assess customer engagement activities through customer-lifecycle phases in the context of social CRM. The
remaining section collected demographic information about the respondents.

Table 1: Constructs and corresponding measurement items

Construct [ ltems | Source
Measures of the intensity of social CRM adoption - two dimensions

Customer Demonstrate a specific value proposition, using visual aids and additional | Researcher
engagement demonstrations (CEN_a) defined, informed
process Educate the potential customers on product or service through the two- | by interviews and
(CEN) way interaction (CEN_b) [6], [97], [103]

Post new offerings (CEN_c)

Inform about special price offers (CEN_d)

Provide prompt correspondence to a customer request (CEN_e)

Provide online space where customers connect, share their experience
and learn from each other (CEN_f)

Make additional purchase suggestions that enhance customer experience
(CEN_g)

Encourage customers to write a review/testimonial (CEN_h)

Leverage innovative insights by requesting customers’ individual
opinions, tastes, or beliefs (CEN_i)

Customer Collect information from customers’ interactions (CDM_a) [18], [54]
data Integrate customer information from different communication channels
management | (telephone, e-mail, internet) (CDM_b)
process Use customer information as a basis for talking to/engaging with our
(CDM) customers (CDM_c)

Use customer information to develop customer profiles/segments

(CDM_d)

Use customer information to customize our offers (CDM_e)
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Table 1: continuation
Measures of antecedents of social CRM adoption
Relative Social CRM helps us to gain a competitive advantage (RAV_a) [62], [104]
Advantage Social CRM analyze customer requirement more efficiently (RAV_b)
(RAV) Social CRM helps us to identify new selling opportunities (RAV_c)
Social CRM helps us to increase revenue (RAV_d)
Compatibility Social CRM fit our current way to maintain a relationship with customers | [62]
(CPT) (CPT_a)
Social CRM is consistent with existing CRM activities (CPT_b)
Social CRM is consistent with existing organizational values (CPT c¢)
Top My organization has established clear business objectives with respectto | [95]
management | customer acquisition, retention, and expansion and has communicated
support (TMS) | these objectives to all employees (TMS_a)
Top management has clearly indicated their commitment to a social
media strategy (TMS_b)
Top management encourages employees to follow social media
objectives (TMS c)
Technology Our organization has adequate information technology infrastructure to | [36], [53], [79]
readiness serve its customers (TRA_a)
(TRA) Our organization is capable of the quick introduction of new information
technology into the process of customer relationship management
(TRA_b)
Our organization has knowledgeable personnel to provide technical
support for the utilization of computer technology in building customer
relationships (TRA ¢)
External Customers’ requirements indicate that an organization needs to use social | [36], [104]
pressure CRM (EXP_a)
(EXP) Customers’ behaviors indicate that an organization needs to use social
CRM (EXP_b)
Our organization has seen other companies benefit from social CRM
(EXP_c)
Measures of customer relationship performance
Customer Our customers are more satisfied with our organization (CRP_a) [24], [113]
relationship Once we get new customers, they tend to stay with our organization
performance (CRP_b)
(CRP) Our customers often recommend our organization to others (CRP_c)
Our customers often speak positively about our organization (CRP_d)

The survey instrument was first reviewed by two experts with academic backgrounds (an expert in digital business and
an expert in statistics) and pretested with nine B2C SME managers/owners. Based on the feedback, a final version of
the survey instrument was prepared. Because we wanted that informants have an overview of their enterprise’s social
CRM activities, owners or managers (marketing managers, sales managers, or SM managers) of 2,000 randomly
selected Slovenian SMEs, including 1,000 micro, 500 small, and 500 medium-sized enterprises were invited to
participate in the survey. Based on experience from previous research in Slovenia, micro enterprises are less likely to
respond and, therefore, we doubled the sample of micro-enterprises. A reminder e-mail was sent three days after the
initial e-mailing. The data were collected in April 2017. Survey data were analyzed using SPSS software for descriptive
statistics and R software (Partial Least Square Path Modeling package [100]) for running the statistical tests.

Among the distributed questionnaires, 198 completed responses were received. The dataset was further screened,
and only SMEs (altogether 119) with B2C relationships were used for analyses. The detailed characteristics of the
respondents are presented in Table 2.

The majority of the enterprises in the sample (76.5%) were established before 2006. The highest proportion (37.8%)
of enterprises fell into the medium-sized category (50 to 249 employees), while the other two categories, micro (fewer
than ten employees) and small enterprises (10 to 49 employees) account for 26.9% and 35.3% of the sample,
respectively. The majority of enterprises classified themselves in the following industry sectors: manufacturing,
wholesale and retail trade, and other service activities (together covering 68.1% of the enterprises in the data set). The
detailed characteristics of the enterprises are presented in Table 3.
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Table 2: Demographic characteristics of the respondents

Characteristics Frequency Percentage
Gender

Female 71 59.7%
Male 48 40.3%
Highest level of formal education

High school 21 17.6%
Vocational/diploma 40 33.6%
Bachelor 44 37.0%
Master 12 10.1%
PhD 2 1.7%
Position

Director/Owner 37 31.1%
Marketing manager 34 28.6%
Sales manager 27 22.7%
SM manager 21 17.6%
Experiences

Less than one year 4 3.4%
1-5 years 32 26.9%
6-10 years 30 25.2%
11-15 years 35 29.4%
More than 16 years 18 15.1%

Table 3: Characteristics of the enterprises

Characteristics | Frequency | Percentage
Year of establishment

Before 1996 64 53.78%
1996-2006 27 22.69%
After 2006 28 23.53%
Enterprise size

Micro 32 26.89%
Small 42 35.29%
Medium 45 37.81%
Industry sector

Financial and insurance activities 1 0.80%
Real estate activities 1 0.80%
Agriculture, forestry and fishing 2 1.70%
Information and communication 5 4.20%
Transporting and storage 6 5.10%
Accommodation and food service activities 7 5.90%
Arts, entertainment and recreation 7 5.90%
Construction 9 7.50%
Professional, scientific and technical activities 10 8.40%
Other services activities 12 10.10%
Manufacturing 20 16.80%
Wholesale and retail trade 39 32.80%
Level of focus on end customers

Exclusive 27 22.70%
Predominant 48 40.30%
Partial 44 37.00%

About 79% of the enterprises do not have a CRM solution, but they have either enterprise resource planning (ERP)
solutions (38.7%), business intelligence solutions (10.8%), office suites (e.g. MS Office) (66.4%) or other solutions
(10.1%), for example, project management solutions and accounting solutions. Furthermore, only 37.5% of enterprises
have a web store. Regarding the proportion of SM use, the majority of enterprises use Facebook (97.4%), followed by
Twitter (44.8%) and Instagram (42.2%).

5 Results

In this section, we describe the data analyses we used to evaluate the research model and report the results related
to each path of the structural model.

5.1 Assessment of Measurement Model

The research model for the assessment of social CRM adoption consists of five independent latent variables
(constructs) with reflective indicators, one second-order latent variable composed with two first-order constructs
(reflective first-order - formative second-order), and one final dependent latent variable with reflective indicators. The
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independent latent variables have effects on the second-order latent variable through its formative dimensions and the
second-order latent variable influences the final dependent latent variables.

The partial least squares path modelling (PLS-PM) technique was applied to test the research model. The repeated
indicator approach was used to test the higher-order construct [73]. This approach takes the indicators of lower-order
constructs and uses them as the manifest variables of the higher-order latent variables [119]. Consequently, this
approach is able to estimate all latent variables simultaneously, considering all nomological networks. Furthermore,
the repeated indicator approach enables modeling the effects of antecedent constructs on the lower-order constructs
as well as on the formative higher-order constructs via the total effect (the sum of the lower-order constructs multiplied
by the effect of the lower-order constructs on the higher-order constructs) [10], thus enabling the texting of the
formulated hypotheses. When using the repeated indicator approach for the higher order construct, the mode of
measurement should be specified. For the reflective-formative hierarchical latent variable model, it is suggested by
[10] to use the repeated indicator approach with mode B.

The measurement model was assessed in two steps. First, the appropriateness of the first-order reflective constructs
was evaluated [41]. The evaluation was based on the assessment of convergent validity and discriminant validity. For
the convergent validity, we evaluated factor loadings, Cronbach’s alpha (a), average variance extracted (AVE) and
composite reliability (CR). All indicators with outer loadings higher than 0.70 were accepted. The first-order construct
customer engagement process (CEN) consisted of some indicators with outer loadings less than 0.70. Those between
0.40 and 0.70 were considered for removal. Following the suggestion of [42], four of the five items were removed
because the deletion of them leads to an increase in the AVE value of CEN above the suggested threshold value from
0.461 to 0.530. These items were deleted one at the time, starting with the item with the lowest loading. All the values
of the CR are above the cut-off value of 0.7, and AVE is more than 0.5 for all constructs. Table 4 shows the results of
CR, Cronbach’s alpha, and AVE for all first-order constructs.

Table 4: Assessment of composite reliability, Cronbach’s alpha, and average variance extracted

CR a AVE
RAV 0.890 0.839 0.671
CPT 0.951 0.924 0.868
TMS 0.961 0.939 0.892
TRA 0.928 0.884 0.811
EXP 0.918 0.864 0.789
CEN 0.848 0.778 0.530
CDM 0.946 0.928 0.779
CRP 0.838 0.745 0.565

Discriminant validity was examined using two approaches: cross-loadings and the Fornell-Larcker criterion. Appendix
A shows cross-loading analysis in which the indicator’s outer loading on the associated construct is greater than any
of its cross-loadings on other constructs. Table 5 shows the evaluation results of the Fornell-Larcker criterion for which
the square root of each construct's AVE is greater than its highest correlation with any other construct.

Table 5: Mean, standard deviation, intercorrelation of the latent variables for the first-order constructs

Mean SD RAV CPT TMS TRA EXP CEN CDM CRP
RAV 3.611 1.023 0.819
CPT 3.972 0.789 0.570 0.932
TMS 3.655 1.020 0.573 0.332 0.945
TRA 3.162 1.082 0.349 0.271 0.565 0.901
EXP 4.053 0.899 0.354 0.577 0.226 0.118 0.888
CEN 3.605 1.148 0.529 0.353 0.545 0.280 0.404 | 0.728
CDM 2.966 1.301 0.340 0.226 0.284 0.420 0.163 0.429 0.882
CRP 3.558 0.942 0.653 0.325 0.510 0.231 0.274 | 0.685 0.338 0.752

The first-order reflective constructs evaluation was followed by the second-order formative construct evaluation. While
formative constructs require a different assessment approach, we followed the recommendations of [25], who
suggested assessing the level of collinearity and the contribution of formative indicators. The variance inflation factors
(VIF) are well below the cut-off value of 5. Subsequently, we examined the outer weights of the two dimensions on the
second-order construct. Both dimensions had a positive and significant path on the second-order construct (see Table
6).
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Table 6: Quality criteria of formative measurements

Construct/items VIF Weights
Intensity of social CRM

Customer engagement process 1.225 0.712 *
Customer data management process | 1.225 0.451 *

*Significant at 0.01

5.2 Assessment of Structural Model

After the evaluation of the measurement model, the structural model was assessed using the coefficient of
determination (R2), and the strength of standardized path coefficients coupled with significance testing. We used PLS
with the bootstrap resampling procedure (with 10,000 bootstrap samples) to test the proposed model [16]. The results
are presented in Figure 3.

0.274**

CRP
R?=0.454

Note: **p<0.01; *p<0.05 *> Significant path
The total explained variance in INT by antecedents is R?=0.357 — — — —» Non-significant path

Figure 3: PLS analysis of the research model

The R2values indicate the amount of variance in each dependent variable that is explained by the independent variable.
In, the authors suggested that R2 values of 0.67, 0.33, or 0.19 for endogenous latent variables in the inner path model
are considered to be substantial, moderate, or weak, respectively. The path coefficients between the latent variables
that were hypothesized in the research model should be at least 0.20 or ideally above 0.30 to be meaningful. As Figure
3 shows, the antecedent relationships of formative construct intensity of social CRM adoption (in grey) were measured
at the formative dimension level (customer engagement process, customer data management process). Antecedents’
relative advantage, top management support, technological readiness, and external pressure have significant positive
paths to the intensity of social CRM adoption through its formative dimensions.

Table 7 presents the summarized results of hypotheses testing. The analysis showed that the intensity of social CRM
adoption in the customer engagement process is significantly influenced by relative advantage (8=0.274, t=2.727), top
management support (8=0.374, t=3.752), and external pressure (8=0.268, t=3.040). Furthermore, the intensity of social
CRM adoption in the customer data management process is significantly influenced by the relative advantages
(B=0.244, t=2.101) and technological readiness (8=0.377, t=3.719). Compatibility is the only antecedent that did not
significantly influence the intensity of social CRM adoption at the process level. The causal relationships between the
overall intensity of social CRM adoption and customer relationship performance are significant (8=0.674, t=9.969).
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Table 7: Summary of hypotheses testing

Path B t-value Result

Hla: RAV --> CEN 0.274 |** 2.727 Supported
Hlb: RAV --> CDM 0.244 |* 2.101 Supported
H2a: CPT --> CEN -0.071 -0.701 Not supported
H2b: CPT --> CDM -0.029 -0.247 Not supported
H3a: TMS --> CEN 0.374 |** 3.752 Supported
H3b: TMS --> CDM -0.074 -0.645 Not supported
H4a: TRA --> CEN -0.039 -0.450 Not supported
H4b: TRA --> CDM 0.377 |** 3.719 Supported
H5a: EXP --> CEN 0.268 |** 3.040 Supported
H5hb: EXP --> CDM 0.066 0.646 Not supported
H6: INT --> CRP 0.674 |** 9.969 Supported

Note: *p < 0.01 (> 2.58); *p < 0.05 (> 1.96)

6 Discussion and Implications
In this section, we interpret the findings from this study and provide implications for research and practice.
6.1 Discussion of Findings

The purpose of this study was threefold: first to conceptualize the intensity of social CRM adoption, second to examine
the influence of the antecedents on the intensity of social CRM adoption, and third to examine the influence of the
intensity of social CRM adoption on customer relationship performance. The results of this study indicate several
findings, which are discussed with respect to the research questions.

First, the findings provide support for our conceptualization for the intensity of the social CRM adoption construct. Our
conceptualization of the intensity of social CRM adoption divides key social CRM activities into two CRM processes:
customer engagement and customer data management. Similarly, as [97] we then developed items to assess the
intensity to which extent these two processes are adopted. Such conceptualization is important because, first, the
aspects of social CRM adoption may not proceed in parallel. This is in line with the statement of [121] that the intensity
of technology adoption may vary across business processes with time. Second, our conceptualization highlights that
not all antecedents are equally relevant to both underlying aspects of CRM processes.

Second, our results indicate that the influence of the proposed antecedents on the intensity of social CRM adoption
vary significantly at the process level within the three contexts of the TOE framework. The integration of TOE framework
and DOI theory has proven holistic enough to capture the intensity of social CRM adoption. More specifically, relative
advantage, top management support, and external pressure significantly influence the intensity of social CRM adoption
in customer engagement process. The intensity of social CRM adoption in customer data management process, in
contrast, is significantly influenced by relative advantage and technology readiness. These findings are explained in
the following three paragraphs.

Specifically, with respect to technological context, the only relative advantage was observed to have a significant
influence on both underlying CRM processes of the intensity of social CRM adoption. This finding is consistent with
earlier studies that indicate that perceived advantage is a major antecedent that has a direct effect on the adoption
and use of CRM (e.g. [5], [47], [62]). This is also consistent with the finding of who noted a significance positive
relationship between relavant advantage and social CRM adoption.This clearly indicates that the more the
manager/owner of the enterprise perceives the intensive use of social CRM to be an advantage, the more likely it is
that social CRM is intensively adopted. This also means that SMEs in Slovenia have sufficient awareness of the
benefits of social CRM adoption. Unexpectedly, even though several recent studies (e.g. [1], [47], [62]) have pointed
out that compatibility with the enterprise practices and values is essential for the adoption and use of various
innovations and the qualitative data analysis suggested that compatibility is an essential antecedent of intensive social
CRM adoption, the quantitative data analysis did not find it significant. However, the identified insignificance of
compatibility is also consistent with some other previous studies, including [27], [94], [110] The mixed findings in
relation to compatibility make it difficult to interpret the results from the present study related to this antecedent. One
possible explanation might be that especially micro and small enterprises execute CRM activities more intuitively [44]
and consequently are less sensitive to how social CRM is aligned with their practices. Another possible explanation is
provided by [2] who pointed out that social media ease of use could have negated the impact of compatibility on
behavioral intention.

In regard to organizational context variables, top management support and technology readiness were found to be
significant antecedents but each for different CRM processes of the intensity of social CRM adoption. Even though
various decisions in SMEs are usually directly influenced by the top management [85] and top management play an
essential role when adopting CRM [1], [84], this study finds a significant impact of top management only on the intensity
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of social CRM adoption in the customer engagement process The possible explanation may be associated with the
managers’ way of thinking. They are mainly relying on their intuition, usually making decisions on only a fraction of the
data in their possession. The reasons behind the low level of data management are related to higher costs, lack of
expertise, and time resources [19]. The same reasons were also acknowledged by interviewed B2C SME
owners/managers in the qualitative part of the study. This study’s findings also suggest that the intensity of social CRM
adoption in customer data management process is significantly influenced by technological readiness. This indicates
that if the enterprise wants to manage customers’ data more holistically, they need to have appropriate information
technology and adequate knowledge about how to use it [29]. This also reflects the reasons for a lower level of
customer data management. Surprisingly, the influence of technological readiness on the intesity of social CRM
adoption in customer engagement process was not supported. This may be associated with the findings from the
qualitative part of this study, in which SME owners/managers argued that they do not need special skills and advanced
technologies to engage with prospects and customers.

In terms of the environmental context, the assumption that external pressure has a strong effect on the intensity of
social CRM adoption in the customer engagement process is supported while, even though the influence of external
pressure on the intensity of social CRM adoption in the customer data management process is positive, it is not
supported. One possible explanation of the lack of significance of this relation is that today’s customers have several
different online identities in the eyes of the brands with which they interact [58]. Consequently, B2C SMEs are facing
challenges when dealing with this issue, usually resulting in incomplete customer data. Furthermore, SMEs seem to
operate in environments that they may not perceive as highly competitive. Consequently, they do not regularly monitor
competitors and what tools they are using but place more emphasis on their customers [43].

Third, our findings indicate that the intensity of social CRM adoption is associated with better customer relationship
performance. This finding is consistent with [113] who indicate that social CRM capabilities have a positive influence
on enterprise customer relationship performance. Thus, the ability to interact with customers on a one-to-one basis
allows the enterprise to enhance customer satisfaction and commitment [14], [113]. Through the use of social CRM,
enterprises can access a larger amount of rich data on their customers [48] and are better able to respond to market
demands [19]. The weights of the formative construct suggest that customer engagement process is the most critical
aspect of the intensity of social CRM adoption, followed by the customer data management process. Nevertheless,
according to the interviews, SMEs are aware that customer data management is significant for more intensive adoption
of social CRM. Unfortunately, they are facing challenges when it comes to the management of customers’ data.
According to this study, only the minority of B2C SMEs have well organized existing customer data that can be enriched
with external sources of information such as SM. Still, interviewed SME owners/managers indicate that they are quite
successfully engaging with their customers, because personal interactions with their main clients help them to acquire
substantial knowledge about their preferences.

6.2 Implications for Research

The present study extends the existing body of knowledge in several ways. First, our study introduces a process-based
conceptualization of the intensity of social CRM adoption [113]. As suggested by, this conceptualization exceed simple
classification of adoption as an either-or proposition and offers a process-level understanding of the intensity of social
CRM adoption. Additionally, by focusing on B2C specifics [113], the present study provides a more in-depth
understanding of the intensity of social CRM adoption in the context of B2C SMEs.

Second, the present study synthesizes two research streams: technology adoption and technology performance
outcomes to investigating how technology innovations related to performance outcomes. Only several studies
examining technology innovation (e.g. [80], [121], [125]) have synthesized those two streams. Through the exploration
of antecedents, the intensity of social CRM adoption, and customer relationship performance, this study indicates that
antecedents significantly influence the intensity of social CRM adoption which further influences customer relationship
performance. Thus, this study extends social CRM research by integrating these two research streams into one
research model, offering a more comprehensive explanation of social CRM adoption in B2C SMEs.

Third, the contribution of our study relates to developing, theorizing, and empirically validating a conceptual research
model investigating relationships among antecedents from technological, organizational, and environmental context,
the intensity of social CRM adoption, and customer relationship performance. In this study, we test the concurrent
applications of TOE and DOI theories in the social CRM context empirically and thus help researchers to achieve a
solid understanding of the phenomenon being investigated and to test and validate theories [26].

Another contribution of the present study applies to the methodological approach. The majority of existing social CRM
studies have adapted constructs used in previous CRM studies (e.g. [47], [113]) or developed new constructs based
on an extensive literature review (e.g. [46]). As those studies were focused on enterprises of all sizes and some of the
proposed constructs did not perform as expected, our study applied a sequential mixed method approach. With this
approach, we gained more detailed insights into social CRM adoption practices from the perspective of B2C SME
owners/managers which were then combined with the findings from the relevant literature and further empirically tested.
Provided conceptualization, which includes insights detached from the real business environment is consistent also
with the Nordic School of service marketing.
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6.3 Implications for Practice

The present study also has several important implications for managers. First, our research summarizes different social
CRM activities that occur in the customer engagement process and customer data management process. Thus, this
approach could help managers to identify key activities that must be implemented to improve customer satisfaction
and loyalty. Furthermore, managers can use this approach to compare their level of social CRM adoption with the
competitor’s level of its adoption.

Second, this research provides a framework that can help managers to understand the ways in which enterprises
combine different sources of competitive advantages (technological, organizational, and environmental) to intensify
social CRM adoption and thus improve customer relationship performance. Managers are advised to examine internal
resources and business environment that foster social CRM adoption and align them with overall business goals.

Third, a poor ability to exploit the benefits of digital technology, especially, big data and data analytics that enable a
better understanding of customers’ needs can play an essential role for SMEs when accessing the global market. To
overcome this barrier, managers need to consider which data they need and how to automatically and/or manually
collect and manage them. Furthermore, they need to be aware that these activities require additional resources (e.g.
knowledge, skills, technology, time), and their support.

Additionally, even though small enterprises are usually not able to integrate customer data that are acquired from
various sources, they seem to be quite successful when engaging with their customers. Namely, micro and small
enterprises are more frequently connecting with their customers on a personal level and therefore have quite a good
understanding of their needs and wants. However, when the business grows the connection with customers on a
personal level is becoming more difficult and infrequent and thus more in the form of larger campaigns. Thus, when
the enterprise grows, for managers, it is imperative to promote the importance of the collection and integration of
customer data from different digital channels and other information technologies (e.g. CRM, ERP) for better decision
making.

7 Conclusions, Limitations and Further Research Directions

Overall, the findings of this study suggest that intensity of social CRM adoption must ideally consider both adoption
antecedents and customer relationship performance in a single context. The application of the integrated TOE
framework with the DOI theory to determine the antecedents that influence the intensity of social CRM adoption at the
process level had demonstrated the robustness and relevance of the TOE model. The results also determine the
effects of B2C SMEs intensity of social CRM adoption on customer relationship performance, suggesting that
enterprises should invest in this area. Although this study provides unique insights into the social CRM adoption
situation in B2C SMEs, there are also some limitations that offer avenues for further research.

First, choosing Slovenia as the context of this research affects the generalizability of the results to other countries.
Analyzing social CRM adoption in other EU countries might yield further valuable findings. Second, this research relies
on responses provided by one key informant per enterprise (owner, manager). Further research might consider
comparing data obtained from managers across marketing, sales, after sales, and IT functions. This approach not only
provides a more complex representation of the phenomenon being investigated but also strengthens both the reliability
and validity of the findings. Third, while this study has taken into consideration all sectors, it would be interesting to
repeat the study in a single industry sector (e.g. wholesale and retail, tourism). This would enable gaining deeper
insights into the industry-specific social CRM adoption situation. Fourth, since the cross-sectional nature of the data
did not allow observing a phenomenon over an extended period, further studies might consider using longitudinal
methods, investigating the evolutionary nature of the intensity of social CRM adoption and sustainable customer
relationship over a longer period. Fifth, even though the response rate was reasonable, further research is necessary
to obtain larger data sets, which offer more options for statistical analysis.

Further research could examine other variables that may also play an essential role in the influence of antecedents on
the intensity of social CRM adoption and between the intensity of social CRM adoption and performance outcomes.
New variables (e.g. additional antecedents, performance outcomes) can be added to the existing model, or the existing
model could be expanded by taking into consideration additional theoretical models. Furthermore, the measurement
techniques can be further developed. For instance, the performance measures could also include other KPIs (e.g.
number of times the brand is mentioned on SM, a number of innovative new products, cash flow or profit). Moreover,
social CRM could be investigated not only through the CRM processes that are placed completely within business
functions but also through cross-functional CRM processes perspective in order to provide a more holistic approach.
In other words, this perspective can explain how SM serves as a tool for customer engagement in collaborative CRM
as a part of the operational CRM. Furthermore, it can explain how different customer information collected in the
collaborative CRM can be further evaluated in the analytical CRM. Last but not least, it can explain how the customer
knowledge gained in the analytical CRM enables strategy development for the strategic CRM and proper customer
engagement in the operational CRM.
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In this research, it was observed that the majority of small and medium-sized enterprises use SM tools in combination
with other CRM systems, while micro-enterprises, especially those with only a few employees, predominantly use only
SM tools for social CRM activities. Therefore, some issues raised by small and medium-sized enterprises might not
be relevant for micro-enterprises and vice versa. It would be interesting to focus future research separately on micro-
enterprises, who seem to execute their daily social CRM activities noticeably differently than small and medium-sized
enterprises do.
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Appendix A: Cross-Loadings

RAV CPT T™MS TRA EXP CEN CDM CRP
RAV_a | 0.801 0.369 0.485 0.245 0.242 0.433 0.242 0.520
RAV_b | 0.868 0.559 0.530 0.336 0.381 0.524 0.350 0.618
RAV_c | 0.822 0.545 0.412 0.298 0.301 0.412 0.304 0.470
RAV_d | 0.781 0.340 0.440 0.247 0.188 0.318 0.174 0.522
CPT_a | 0.557 0.928 0.355 0.254 0.562 0.379 0.216 0.280
CPT_b | 0.553 0.955 0.308 0.227 0.530 0.326 0.154 0.328
CPT_c | 0.480 0.912 0.256 0.274 0.516 0.275 0.255 0.305
TMS_a | 0.537 0.427 0.920 0.529 0.292 0.491 0.304 0.425
TMS_b | 0.545 0.265 0.970 0.557 0.152 0.533 0.261 0.500
TMS_c | 0.541 0.244 0.943 0.514 0.197 0.521 0.238 0.522
TRA_a | 0.232 0.174 0.461 0.872 0.147 0.199 0.330 0.091
TRA_b | 0.408 0.311 0.547 0.911 0.181 0.286 0.399 0.296
TRA_c | 0.286 0.234 0.512 0.918 -0.004 | 0.262 0.398 0.212
EXP_a | 0.357 0.547 0.258 0.121 0.927 0.357 0.152 0.244
EXP_b | 0.338 0.596 0.225 0.124 0.926 0.377 0.149 0.271
EXP_c | 0.243 0.384 0.115 0.067 0.806 0.341 0.134 0.212
CEN_d | 0.235 0.280 0.255 0.069 0.465 0.613 0.187 0.318
CEN_f | 0.282 0.139 0.401 0.163 0.183 0.732 0.247 0.549
CEN_g | 0.571 0.268 0.588 0.313 0.295 0.801 0.447 0.631
CEN_h | 0.363 0.387 0.282 0.115 0.402 0.727 0.256 0.456
CEN_i | 0.388 0.202 0.391 0.304 0.146 0.753 0.363 0.494
RIP_a | 0.225 0.214 0.170 0.370 0.170 0.328 0.890 0.189
RIP_ b | 0.357 0.173 0.361 0.430 0.094 0.419 0.884 0.400
RIP_c | 0.337 0.189 0.244 0.337 0.115 0.386 0.906 0.339
RIP_d | 0.230 0.231 0.252 0.411 0.205 0.355 0.883 0.241
RIP_e | 0.341 0.194 0.204 0.295 0.143 0.396 0.848 0.302
CRP_a | 0.578 0.198 0.480 0.265 0.192 0.553 0.306 0.721
CRP_b | 0.470 0.170 0.329 -0.003 | 0.093 0.397 0.131 0.738
CRP_c | 0.386 0.442 0.193 0.123 0.410 0.496 0.238 0.705
CRP_d | 0.507 0.186 0.479 0.241 0.134 0.576 0.298 0.837
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